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Let us maintain it with a jealous regard for the sacred rights of every woman,
whether married or single, to the free and full exercise of all her gifts in the
glorious work of the Salvation Army. To this end—Let women have their fullest
opportunity to work. Let them be promoted in harmony with their ability and
worthiness. Let women be treated as equal with men in all the social relations of
life. Let consideration be shown to the Mothers of young children. Bear in mind
that after a few years, the circumstances of such women will allow them to come
to the front with almost as much freedom as before marriage, and that they will
likely take their places in the fight with greatly increased love and wisdom, and
consequently, with greatly enlarged influence and power.

—~General William Booth, Founder of The Salvation Army, in a letter to Senior
Officers, 1910
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Corps

Corps Officer (CO)

GLOSSARY

Equivalent to a local parish (church) and usually includes
oversight and administration of a social services office.

A person ordained and commissioned as a Salvation Army
officer appointed to oversee a Corps (Center for Worship
and Service) in a designated community.

Divisional Commander (DC) An officer responsible for organizational operations within

Division
DDWM
DHQ

THQ
Field (the)

Field Officer

Local Officer

Officership
Orders & Regulations
Salvationist

Soldier
Territory

an assigned geographical area (A Division). A middle
management position.

A Territory is further divided into geographical divisions
for which the Divisional Commander is responsible.
Divisional Director of Women’s Ministries: A female
spouse of DC and considered a co-Divisional Leader.
Divisional Headquarters (see Division).

Territorial Headquarters (see Territory).

Work place context, normally in a Corps Community
Center Unit consisting of worship activities, social services,
and sometimes a signature program such as daycare,
shelter, or after-school programming.

Officer appointed to be responsible for a local Corps or
County wide area.

Soldier (lay member) with lay pastoral responsibilities for a
group of Corps members such as the band, the youth, and
Women’s Ministries.

The condition or relation of being a Salvation Army officer.
This term is in common use internationally.

(O & R) Instructions regarding international policy and
practice.

A generic term for any type of member of The Salvation
Army.

Lay member of a Salvation Army Corps.

A large geographical region. There are four in the U.S.A.:
West, Central, East and South. For this study, USA West is
the primary territory referenced. It is comprised of the
thirteen Western United States including Alaska and
Hawaii. Also, Micronesia. It is further divided into
divisions.
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ABSTRACT

This dissertation claims that the formation of a healthy Salvation Army officer-
mom identity is foundational for future organizational leadership development and
personal vocational efficacy. Section One explores the historical management of officer-
moms, root causes of dissatisfaction, and modern barriers to healthy functioning. Section
Two describes the deficiencies within three current methods of officer-mom identity
formation. Section Three focuses on Scriptural models of identity formation and
suggestions for implementation as a formative and sustainable approach in alleviating
four key longings of officer-moms.

This dissertation proposes that fledgling officer-moms need a safe and reliable
mechanism to receive instruction and encouragement in establishing an officer-mom
identity—a way of being a healthy and thriving officer-mom. Section Four outlines the
artifact: a blog created to be a stationary repository of vetted and cataloged articles that
will be an empowering narrative towards a healthy officer-mom identity. Section Five
includes the blog proposal. Section Six is the postscript where I share the reasons for
choosing my topic and some things I learned through a process of trial and error in

beginning the blog. The Appendix contains examples of posts from the blog.

viil



SECTION ONE: THE PROBLEM

Vignettes

Twenty-eight-year-old Rebecca stood next to the pulpit in the medium-sized
sanctuary on a crisp fall Sunday morning in 1993. Her husband and many of the men
from the congregation were out at Men’s Retreat for the weekend, and the weight of his
normal Sunday morning tasks were added to her plate that morning. After a mostly
sleepless night, she somehow managed to get her daughters—ages four and one—up, fed,
and dressed. She lugged the car seat into the fifteen-passenger van and drove across town
to pick up the herd of rowdy kids from the low-income apartment complex across town.
She tried to push aside the memory from a few weeks earlier when someone shot out a
rear side window as her husband drove out of this same complex after dropping kids off
after a bowling outing.

Rebecca made it to the Corps just in time to turn on the lights and lead an
energetic, borderline unruly, Sunday School assembly and teach the class with the
challenging kids that the other teachers could not handle. She hoped the Adult Sunday
School teacher found the coffeemaker she filled yesterday; Rebecca did not have time
this morning to push the button. Thankfully she spent the whole day before cleaning the
building and getting everything ready for every possible contingency.

In that magic fifteen minutes of chaos between Sunday School and Worship
Service, the pre-school attendant marched the little ones into the sanctuary to sit with
their parents or siblings for a few minutes before they left again for Junior Church.
Promptly at eleven a.m., Rebecca began sharing the morning announcements. Her girls

caught sight of her, pulled away from the nursery attendant, now in the role of babysitter,



and ran up the stairs to the stage, each taking a hold of one of Rebecca’s legs like a tree
hugger with a logger in sight. Doing her best to continue, with the little tree huggers
acting shy for the congregation, Rebecca noticed a visiting Senior Leader in the crowd at
the very moment her oldest daughter’s cheap bracelet caught on her expensive nylons,
making a huge hole. As the congregation waited, Rebecca left the pulpit empty for a
moment, moving towards the babysitter, trying to use the steps down from the stage as
leverage to peel the girls from her legs and back into the grasp of the babysitter.

Pretending there was not a hole in her “off black™ nylons, she shared the day’s
Bible message. She had good intentions to dig a bit deeper into the text before presenting,
but the days and hours of the week slipped away. While helping the ladies serve the
potluck, the babysitter had to leave. The girls were hungry and needed naps. While
Rebecca’s head was turned, one of the church ladies let the girls eat cake. Soon they ran
in circles as Rebecca attempted to chat with the Senior Leader amidst the chaos. She still
needed to make arrangements for the afternoon nursing home service. She felt as though
she was failing at mothering and being an officer. She was exhausted; she thought that no
one understood or cared and she might be the only officer-mom who was struggling.
Long-distance phone calls were expensive and visits seemed a frivolous waste of money.
Lonely and frustrated, God put a spark in her heart that one day she would find a way to
minister to other officer-moms so that they would never have to feel so alone or like they
were not enough.

Seventeen years later, Valerie is a young Salvation Army officer-mom, married
with four children under the age of eight. She and her husband, Josh, feel they have a

calling to their Army ministry and both completed the two-year residential training



course requirements in 2010. They received their first assignment as assistant leaders at a
Salvation Army Corps in a medium-sized city, leading youth groups and completing
other basic assignments under the guidance of a senior officer couple that was “in
charge.” After a year, they were transferred to their own “command,” a Salvation Army
Corps in a downtown metropolitan city. Now “in charge,” Valerie and Josh find the
demands of their assignment and their ministry’s headquarters in constant tension with
the hopeful expectations of personal growth, quality time parenting, and the joyful
married living they see portrayed on social media. Their training did not prepare them for
this struggle and they are not sure where to turn.

Josh throws himself into work and struggles to enjoy practicing his guitar during
his precious little time off. Valerie becomes “super mom,” creatively weaving her office
and ministry duties around changing diapers and drop-offs at pre-school. She always
feels as though she does not do enough ministry work or attend adequately to the kids, let
alone address the social media hot topics like “self-care” that everyone else seems to have
time for. Comfortable with online communication and social media, Valerie often
integrates it into her day with group texts and posting photos and comments to the
“Officer-mom” Facebook group, but she longs for real connection and supportive advice.
Though her peers let her know she is not alone, they are as inexperienced as she is when
it comes to successfully navigating motherhood and ministry. Communications from
headquarters usually concern a missing report or a request to add more to their schedule.
Irregular phone calls with an assigned mentor help Valerie navigate immediate issues, but

ongoing care, encouragement, and support are missing.



Rebecca’s officer-mom story was my story thirty years ago, and how it intersects
with Valerie’s officer-mom story of today is what narrates this ongoing ministry problem.
Younger moms tend to already feel insecure and exhausted, but adding a full-time
ministry responsibility to the mix can compound feelings. Even for the most capable and
organized young mom, thoughts of being “the only one with this problem,” and the
loneliness of being appointed to an assignment far from family and friends, can bring on
fears and questions that that—if left un-checked—can lead to dissatisfaction and
underperformance. Young officer-moms do not yet have the knowledge that comes from
years of mentoring and experience, and it can take so long to develop that sometimes
officer-moms quit or shirk their ministry duties before they work it out.

As a denomination, The Salvation Army' in the United States is a unique spiritual
movement that has endured many cultural changes in the last one hundred years as it has
grown to be an integral part of today’s American society. With “modern” society pressing
in on all fronts, it is no surprise that Salvation Army officers have felt the squeeze in their
own vocational experiences and the resulting effects on their family lives. Salvation
Army Senior Leaders’ current philosophies and expectations of officer-parents have
generally held to the cultural norms that they themselves raised their family in thirty
years ago. Since then, postmodernism, individualism, and social media have brought
about a shift in Army culture, especially amongst millennials (especially those currently
between the ages of twenty-one and thirty) who are now officer-parents. The generation

gap between young officers and traditional Army cultural expectations has been

' While The Salvation Army is the formal name, for purposes of this dissertation, the word
“Army” will be substituted.



identified as a cause of stress and vocational dissatisfaction, as well as untold personal,
marital, family, and ministry issues.

There are four terms that are important to the development of this dissertation.
The first term is commonly used in Salvation Army culture and every officer uses the
term almost daily: “officership.” “Officership” is the condition or relation of being a
Salvation Army officer. This term is in common use, even internationally, and one will
often hear an officer speak of “my officership.” Three other terms that I created
exclusively for purpose of this dissertation, and will be referring to are:

1. Officermomship: The condition of being both a mom and an officer.

2. Officercraft: The art or practice of the special abilities, skills and training
involved in being an officer of The Salvation Army. The intention is to increase in
skill and dexterity.

3. Officer Lifescape: Altering the contours of officership over one’s lifetime in an

effort towards improvement and maturity.

In this next section, the ministry context of The Salvation Army’s organizational
structure and details of its history are described. When compared to Rebecca’s story from
thirty years ago, Valerie’s story illustrates a shift that is evidenced in the online social
interactions of millennials. This has created new avenues of ministry and pastoral care
opportunity that were not available when Rebecca was a young mom. The second half of
Section One is a critical reflective process that explores the significant perceived issues

of today’s Salvation Army officer-moms.



Salvation Army’s Quasi-Military Structure

The Salvation Army administrative structure is best described as “top-down” and
hierarchical. Based on a military model from the 1860s, there has not been much change
to its original organizational structure. All official ecumenical positions—except for the
General—are appointed, though many non-officers are also employed in various
capacities.

The Salvation Army is both a Christian denominational church and an
international charitable organization structured in a quasi-military fashion founded by
Catherine and William Booth in 1865. The Booth’s sought to bring salvation to the poor,
destitute, and hungry by meeting both their physical and spiritual needs in an integrated
fashion. The social work of The Salvation Army, operating in over 130 countries, springs
from its commitment to Jesus.

The theology of The Salvation Army is derived from that of Methodism although
it is distinctive in institution and does not practice traditional sacraments. The Army’s
doctrine is typical of evangelical Protestant denominations and identifies as a Holiness
Movement. The governance of The Salvation Army is hierarchical in structure, has well-
defined business practices, and is run by ordained Salvation Army officers.”

The Salvation Army Mission Statement is: “The Salvation Army, an international
movement, is an evangelical branch of the universal Christian Church. Its message is

based on the Bible. Its ministry is motivated by the love of God. Its mission is to preach

% Salvation Army, “Organisational Structure,” The Salvation Army, accessed April 25, 2017,
http://www.salvationarmy.org.au/en/Who-We-Are/About-Us/Organisational-Structure/.



the gospel of Jesus Christ and to meet human needs in His name without
discrimination.”

The Salvation Army’s local expression of Christian community is called a
“Corps.” Each Corps embodies Salvation Army distinctions of joyful worship,
fellowship, and service within a geographical region. Through structured group meetings
such as Sunday Schools and clubs, Army officers seek to encourage people in Christian
faith. They also seek to advance the future of people by: building strong character;
encouraging Christian values; training in traditional evangelical Christian lifestyle
choices; promoting emotional health; and resourcing creative abilities.

Army officers, many times working as married teams, address issues of public
concern and seek to awaken the social and moral conscience of the general public by
taking and furthering biblical-based positions on social issues that profoundly affect the
quality of human life, such as: abortion, alcohol, drug addiction, gambling, pornography,
and euthanasia.* More than “just” pastors, Army officer married teams work out the
leadership balance of management of business priorities, spiritual activities, and social
activities between themselves. Based on my own experience and conversations with
others, most officers would confirm that they both “work™ forty to fifty hours a week,
often with early meetings and late-night activities falling on the same day.

Officer parents have limited personal and official childcare funds. In many cases,
the children accompany a parent to work, most often the mothers. This can cause added
frustration as the children can be a distraction in the office and get bored quickly. It can

even be difficult to lead children’s programs, as officer-parents must balance the needs of

3 Tbid.

* Ibid.



their own children with the dozens of other children who are part of the ministry. Corps
officers work hard and have widely varied duties. Officer-parents have the unique
situation of doing it all while simultaneously parenting young children. The least
experienced officers work as assistant officers within a local community led by a senior
officer. This kind of close supervision and continued training expectations can bring

additional challenges.

Superior and Subordinate Relationships

Currently, most officer supervisors of officer-parents in the field are baby
boomers who have grown children that were raised in a pre-digital world. Most learning
was accomplished through linear means such as paper books and small, in-person
seminars. Orders from supervisors were followed immediately without question, at least
not publicly. In matters of discipline, most quietly left the ministry, not wanting to call
attention to questionable activities of leadership due to fear of retribution. Though gossip
between friends was common, it was not shared in a public format.

Reactions of millennials in these same types of scenarios are quite different from
that of boomers, thus presenting significant challenges for their boomer supervisors.
Boomer supervisors were trained to submit, even when a boss was unreasonable or had
poor leadership skills. They respected that power within the organization was only at the
top. The boomer generation did not like being treated poorly, but they considered it part
of the job. In contrast, Martha Maznevski writes concerning millennials: “They don’t put
up with bad bosses. For Millennials, power is distributed and control requires permission.
They don’t listen to authority figures they don’t agree with. This might seem like a

challenge, but, in the long run, the sooner people stop accepting poor leadership, the



sooner leaders will have to improve—and everyone will benefit.”” It is my experience
that some boomer supervisors feel the younger officers need to “pay their dues” in similar
ways to how they did.

An officer in distress, especially one with little experience, may at times question
their “calling,” a discernment and pursuit of God’s will for their life. Speaking of a
ministry calling in his book The Faithful Artist, Cameron J. Anderson writes about a two-
tier system of ministry leadership that is common to evangelical ministry structures.
While he compares those in “full-time ministry” to “lay persons,” what he says is
valuable in conjunction with the hierarchical system of the quasi-military structure of The
Salvation Army concerning “administrative supervisor officers” and “field officers.”
Anderson proposes that:

In their postwar zeal to evangelize the world, most conservative pastors and

teachers reasoned that Christians belonged to one of two camps: a select group

called to full-time ministry or a more general group needed to send and support

those who had been called. A two-tiered system emerged in which persons called

to serve as pastors, leaders and evangelists operated in the upper story and those

tasked with providing prayer, encouragement and financial support occupied the

lower.’®

While Anderson was speaking of clergy and lay people, in many ways, the Army
officer system is similar in that it can be understood as “two-tiered”: administrative

leaders operate in the upper story and the field officers occupy the lower. Further

examination of this relationship will be beneficial for continuing discourse concerning

> Martha Maznevski, “6 Tips for Leading Millennials,” Society for Human Resource Management,
May 27, 2015, accessed April 24, 2017, https://www.shrm.org/hr-today/news/hr-magazine/Pages/0615-
leading-millennials.aspx.

6 Cameron J. Anderson, The Faithful Artist: A Vision for Evangelicalism and the Arts (Downers
Grove, IL: InterVarsity Press, 2016), Loc. 4198, Kindle.
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conflict between generations in leadership, as it is not merely a matter of age, but also
hierarchy.

With conflict comes the need to be open to new ways of approaching officer
relationships. James Davison Hunter, in his landmark book regarding the encounter of
religious faith with modernity and how that may change institutions in the future, writes:

But at the same time, those institutions and the larger social order of which they

are a part not only provide the framework of meanings and social relations in

which individuals operate but also “act back™ on individuals to form the structures
of their consciousness. In short, individuals and institutions are inseparable.

Institutions cannot exist without the individuals who make them work, but

individuals cannot be understood outside of the institutions that form them and

frame all of their activity.’
Therefore, any proposal for enhancing officer-to-officer relationships to meet officer-
mom needs will need to include the possibility of making changes within the Army’s
hierarchical framework, and the social aspects of officer life.

Supervision by experienced senior officers is essential to the development of
ethical, professional, and competent new officers for both the management of the
Salvation Army as a business and as the younger officers increase their capacity for
spiritual authority and visionary leadership. Presently, officer-supervisors provide
oversight using a variety of old and new theories, personal styles, and
mentoring/coaching approaches. Regardless of methodology, the quality of the
relationship between the officer shepherd and their officer apprentice is key to the
development of seasoned officers who will be ready to take the mantle of long-term

leadership posts for the Army of the future. In an effective relationship, supervisor-

shepherd-leaders spend the bulk of their time and energy in developing a positive

7 James Davison Hunter, To Change the World: The Irony, Tragedy, and Possibility of
Christianity Today (New York: Oxford University Press, 2010), Loc. 35, Kindle.
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working alliance. To do this well, they must address the generational differences that

could lead to a collision of values and systems of communication and interaction.

Women Officer Roles and How They Evolved

Women officers have been an instrumental force for The Salvation Army since
the denomination’s inception. Historically, there have been more active women officers
than men. Women officer roles have evolved dramatically over the 150 years of Army
ministry. There is no “one size fits all” appointment structure among the 131 countries
where the Army operates. Often one will commonly find officer women in “care-giving”
and “teaching/preaching” type assignments, while others have extremely diverse roles
that include fund-raising, supervising hundreds of employees, social work oversight, and
financial management.

At the time of this writing, approximately 350 female officers currently serve in
the Western Territory® of the United States. For example, in the division that my husband
and I co-lead (Oregon and Southern Idaho), there are thirty women officers, eighteen of
whom have children at home under the age of eighteen. Several more have adult children
who live with them, and others are caretakers of grandchildren or elderly parents. The
“bounce back” generation of adult children living at home with parents is a rather new
phenomenon to officer parents over the last twenty years, and it has had a noticeable
impact on the women’s time and energy for ministry.

All this family responsibility, which culturally falls disproportionately on the
women, can take an enormous toll on the emotional and physical health of women

officers. This toll drastically affects women officers’ ability to keep regular office hours,

¥ The Western Territory consists of the thirteen Western United States, including Alaska and
Hawaii.
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travel for meetings, and keep their mind on their work. “In 1990 Joan Acker coined the
term ‘the ideal worker’ to designate the person who is willing to put work before all else,
whose time to spend at work is unlimited, and for whom the demands of family,
community, and personal life are secondary or at least rendered invisible in the
workplace.” Responding to this “ideal worker” paradigm, one author explains, “Crisis-
oriented work patterns, unbounded meeting times and places, and the need to put in face
time impact who is seen as an ideal worker and who is not. While this model—often
called masculine—does not suit either men or women very well, it persists. Indeed, with
the advent of extreme jobs and 24/7 expectations, the conflict between responsibilities for
family and success at work have been exacerbated.”'® Army officership fits all these
categories, including the “extreme jobs and 24/7 expectations” category. Few mortals can
live up to these ideals.

In the Salvation Army, there are unspoken parallel categories of “the ideal
officer,” and as its sub-category, “the ideal officer-mom.” Much like the “ideal worker”
illusion, the officer-mom “ideal worker” guise haunts the officer-mom who carries the
guilt of not being able to keep up with the appearance of having it all together, with
unceasing perfect work-life balance. One aspect of early Army culture was that
communications between Headquarters and the field were slow, allowing many officers
to be more self-directed. Historically, societal norms were conservative in nature and the
officer-mom who felt unable to keep up or at odds with organizational expectations,

typically “stepped out of the work™ (resigned) due to a sense of duty, or from feeling

? Joan Acker, Hierarchies, Jobs, Bodies, 1990, referenced in Deborah M. Kolb, Carol Frohlinger,
and Judith Williams, Her Place at the Table: A Woman'’s Guide to Negotiating Five Key Challenges to
Leadership Success (San Francisco, CA: Jossey Bass, 2004), 11.

' Kolb, Frohlinger, and Williams, 54-55.
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pressured by the organization to do so. Since there was no employment contract, only a
spiritual covenant relationship, an officer could be terminated quickly and—since there
was not social media—quietly. Lawsuits by officers were few, and it was rare for an
officer to challenge his or her senior leader’s authority. While those days—and norms—
have been gone for decades, the appeal of the seemingly “ideal officer” remains.

In these unprecedented times of quickly changing societal norms, it is important
to recognize that older Army officers cannot simply tell younger officers, “Been there,
done that; you’ll make it.” Today’s Salvation Army officer-moms are looking for
practical guidance as to how best to meet expectations, do all that needs to get done, and
do it well. The following brief overview of Army history in the United States will explain
how postmodernism, individualism, and social media have impacted The Salvation Army
over the years in general, and officer-moms specifically. It will also describe women

officer roles including key eras of officer-moms’ history.

Eras of Salvation Army Officer-mom and Family Ministry

Officer-moms carry with them the rich heritage of The Salvation Army. It will be
helpful to understand the evolution of officer family life and women officer’s roles since
the 1870s to critically address the issues perceived in the present-day. Consequently, this
section provides a brief overview of officer family life and women officer’s roles from
the 1870s to the present day.

1870s—1910. During this era, very young, single officers were the norm.
Generally, they were assigned work in single sex pairs or small groups with a senior
officer leading. Missionary-type postings lasted about eighteen months but offered great

adventure to far reaching countries. Many of these single officers eventually left the work
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to marry and start normal family lives. Those that married as officers often settled into
family life by absorbing the culture’s norm for “family life.” This included the mother
mainly staying at home while the children were very young. If the officer-moms did
participate in the ministry, it was generally in capacities defined by their gender at the
time. While not unheard of to have some officer-moms take on very public or
administrative roles, most did not. Ironically, this era is often regarded with “romantic
nostalgia,” a time of new, quick growth, with only grassroots leadership before heavy
administrative challenges came to be the norm and continued to grow. Older officers who
are now senior leaders and have been away from the field for many years may not realize
the fact that the number of expectations on the field officers have grown, and both
officers working full-time is a necessity to fulfill organizational standards and today’s
cultural expectations. This only exacerbates the pressures put on present-day officer-
moms.

1910-1960s. Through this period, officer families lived and worked in the same
building, or lived in an Army officers’ quarters, often located next door to or across the
street from, the Corps. While the officers worked and ministered, their children were
often cared for by Corps members’ moms or sometimes a live-in nanny—often a young
woman being rescued from life on the street. Children either attended the neighborhood
school, or were home-schooled when local schools were not available. Home-schooled
children were often “office-schooled,” as the children went to work with the parents and
did their schoolwork there. Extra-curricular activities included joining the Boy/Girl
Scout-type troops that met at the Corps, Young People’s Fellowship meetings (Church

Youth Group), or learning a band instrument in the Corps’ Junior Band. Meals were
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taken in their private quarters just steps away, or the officer-children joined in the meals
from the feeding line for those at the Corps receiving assistance. Most urban officers did
not have vehicles and instead used public transportation and trains.

1960s—Present Day. By the 1960s, Corps began to more closely mirror society in
that the “officer as professional” began to come in to the culture. Societal shifts mean that
the Corps is no longer a “safe place” in which officer-children might roam loosely
supervised. A new awareness of pedophiles and predatory activities against children
developed and remains strong as Corps began to expand into true “‘community centers.”
In the 1960s, many officer couples had an automobile for family use and now most
couples have access to two vehicles. Since 1960, many officers have earned college
degrees and continue to do so to professionalize the social work, and to qualify for more
government funding and foundation grants.

Beginning in the early 1960s, most officer-families have been provided with
“quarters” as “quiet respites” that were generally mid-size, single-family, suburban
houses, sometimes up to a forty-five-minute drive from the primary place of
work/ministry. Officer-children thus enjoyed access to better schools with a variety of
quality extra-curricular activities and programs. However, these improvements also came
with peer pressure for brand name clothing and parent involvement in fundraising, Parent
Teacher Association, and carpooling. These cultural parenting expectations further
fractured officer-moms’ attention, personal finances, and energy, and they continue
today.

Most officer-moms could accomplish much by working in the office most

weekdays while the children were in school, and being home for them after school while
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still fulfilling SA Headquarters expectations. The moms and children would also be away
from home several nights a week at the Corps with youth activities and music practice.
Summers were spent with the moms leading youth camps with their own children coming
along as campers. Many ministry activities were done as “family ministry.” This is still
true today.

Difficulties continued to arise over the last fifty years as women in modern
culture began to learn and succeed in developing business skills. In some cases,
traditional gender-role reversal evolved due to sharing work between the couple based on
gifting. In 1970s and 1980s, these changes caused backlash with many older officers in
senior leadership who were more comfortable with a division of labor based on societal
gender norms. Today, one can find a blending of both traditional and more contemporary
divisions of labor, which can cause confusion and misunderstanding between both
leadership and peer officers.

Another area of possible confusion and misunderstanding is the generational
differences between junior and senior officers. Sometimes it can also be an officer who is
chronologically a boomer, but went through the Army’s two-year training period since
the advent of the smart phone. The Internet and cell phone drastically changed how
students learned and how much time was spent behind a screen. While newer officers
communicate via social media and have high expectations of computer hardware and
software, many senior officers still tend to rely on pre-social media communication
practices, ministry practices, and ministry resources. This difference can cause

considerable schisms in continued training and mentoring.
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MODERN SALVATION ARMY OFFICER CULTURE
A Generational Disconnect

In the previous paragraphs, cultural and generational attitudes over the years of
the Army’s existence were presented to give historical background to the perceived issues
that can cause today’s officer-mom dissatisfaction and discouragement. These
generational gaps seem to be a modern barrier to healthy functioning. Although not well
defined in a historical block of years, the millennial generation,'" as it is commonly
known, has several unique characteristics that are both disruptive to Army tradition and
yet a positive challenge to give the Army a healthier and more sustainable future in this
modern era.'?

In speaking of millennials in the workplace, Martha Maznevski, a researcher for

the Society of Human Resource Management writes:

" Those born between 1979 and 1994. See Karen Myers and Kamyab Sadaghiani, “Millennials in
the Workplace: A Communication Perspective on Millennials’ Organizational Relationships and
Performance,” Journal of Business and Psychology 25, no. 2 (2010), accessed February 26, 2018,
https://doi.org/10.1007/s10869-010-9172-7.

'2 Millennials are comfortable with electronic and virtual communication technologies, even
tending to work outside the office walls well beyond the traditional workday. They work well in teams and
are motivated to have an impact for their organization. Many are well educated, tolerant and optimistic.
They believe in “fairness.” They want to know how much is enough so that they can balance their time at
work in accordance with what they feel comfortable. Some even elect to forgo promotion, valuing their
time more. They expect flexibility and options. Millennials want open and frequent communication with
their supervisors. Many of these millennial characteristics are very beneficial for The Salvation Army into
the future. For now, there is a huge cultural divide, as most of Salvation Army senior leadership are
boomers who have worked long hours, forgoing vacations and time off to secure their positions of
authority, and they feel others should “pay their dues.” Unlike most millennials, boomers are most
comfortable with in-person conversation, large department meetings, scheduled friendly visits in their
office, real paper documents, hierarchical protocols, and deference to age and experience. See Myers and
Sadghiani; Jeanine S. Steward, Elizabeth Goad Oliver, Karen S. Cravens, and Shigehiro Oishi, “Managing
Millennials: Embracing Generational Differences,” Business Horizons 60, no. 1 (2017), accessed February
26, 2018, https://doi.org/10.1016/j.bushor.2016.08.011; A. Glass, “Understanding Generational Differences
for Competitive Success,” Industrial and Commercial Training 39, no. 2 (2007), accessed February 26,
2018, http://dx.doi.org.georgefox.idm.oclc.org/10.1108/00197850710732424; and Michael Houlihan and
Bonnie Harvey, “Creating a Positive Work Culture: Millennials in the Mix Reinforce the Need to Engage
Employees,” Healthcare Registration (2015), accessed February 26, 2018,
http://link.galegroup.com.georgefox.idm.oclc.org/apps/doc/A419269598/ AONE?u=newb64238&sid=AON
E&xid=00afe6e8.
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Their lives are nonlinear. The world has always been complex and volatile for this
generation. They witnessed Sept. 11 and the war on terror, came of age in the
wake of the 2008 financial crisis, and never experienced a world in which climate
change wasn’t a major concern. This generation has not experienced the world as
a safe and coherent place. They know they will have nonlinear career trajectories
that reflect shifting circumstances. A lot of them will go back and forth between
traditional employment and entrepreneurship. For most of their lives, they have
been getting their information online and through mobile devices, focusing on one
subject one minute and something completely different the next. Previous
generations learned in a more linear way, such as by reading books from start to
finish. The good news for leaders is that Millennials are coming to the workforce
prepared for complexity. They don’t know anything else. Older managers may
have a hard time adapting to the new normal."

The Salvation Army is one of those older ministry organizations in which there is
a written covenant that implies an expectation of a lifetime commitment. As was just
mentioned, millennials’ tendency towards often changing employment due to shifting
circumstances is in direct opposition to the Army’s expectations. Chuck Bomar, a leading
expert on millennials explains: “The last thing they want to do is marginalize what they
think is important about who they are and how they’re uniquely wired. They don’t want
to simply get a job that pays the bills. They want to do something that’s meaningful to

them 14

The Army offers meaningful vocation, but with today’s officers subject to the
quickly changing circumstances of modern family culture, a lifetime commitment of

serving by appointment'® can seem antiquated.
g by app q

1 .
3 Maznevski.

' Chuck Bomar, Worlds Apart: Understanding the Mindset and Values of 18-25 Year Olds
(Grand Rapids, MI: Zondervan, 2011), Loc. 759, Kindle.

'> An “appointment” is the word used for an Army ministry service. These vary in length of time,
cultural features and geographical location. Officers can be moved to a new appointment at any time by the
Territorial Commander.
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Maznevski indicates that millennials are loyal, but more to principles than to
people. They will not give their loyalty or follow one’s lead just because he or she is their
designated leader. Maznevski shares this advice:

Instead of trying too hard to get Millennials to be loyal to your leadership or

organization, focus on developing and communicating the principles and purpose

behind your organization’s work. Millennials need to know that they are working
to make the world a better place. They believe that there is no success without
sustainability for individuals, organizations, society and the environment. If you
can convince them in an authentic way that what you are doing is principled, they
will get behind you.'®

The Army, as a hierarchical system, has often relied on an officers’ unquestioned
loyalty to both senior leaders and the organization. With the millennials, this is an aspect
of Army culture that is swiftly changing. New modes of communication may need to be
employed to satisty the millennials need for trust within leadership, and a heightened
definition of what is considered a successful ministry outcome. Part of their insistence
includes sustainability for the individual as well. David Kinnaman, President of the Barna
Group, in speaking of why young Christians are leaving church and rethinking faith, says,
“They are used to ‘having a say’ in everything related to their lives.”'” These are aspects
of individualism that are contrary in nature to a quasi-military organizational framework
that makes the decisions such as where one lives and what one will do.

For this dissertation, the dictionary definition of the noun “individualism” is

helpful: “a social theory advocating the liberty, rights, or independent action of the

individual.” A secondary definition is: “the pursuit of individual rather than common or

1 .
® Maznevski.

' David Kinnaman and Aly Hawkins, You Lost Me: Why Young Christians are Leaving
Church . . . and Rethinking Faith (Grand Rapids, MI: Baker Books, 2016), Loc. 3082, Kindle.
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collective interests; egoism.”'® Within the quasi-military framework of the Army that
relies on immediate, respectful, and obedient conduct for expedient completion of
assigned tasks, the contrast is evident.

In speaking about the aspect of “individualism” becoming a prevailing influence
within the church clergy in Europe and the United States, Vincent J. Donovan, a Spiritan
priest and long-term Tanzania missionary, writes: “The endowments and talents that are
present are often envisaged not as contributions to a community, but as additions to one’s
personal stature. Such are the bittersweet fruits of intense individualism.”"” Independent
action of an individual can be damaging within an organizational structure, such as the
Salvation Army, that relies on conformity and standardization for successful deployment

of resources to meet organizational goals.

Relationship of Millennials to Leaders Within Ministry Contexts
When generations’ values collide between leaders and followers, it was noted

above that communication suffers. In a phone interview with this researcher, author,
speaker, and millennial, Dr. A.J. Swoboda shares the following choice quips that help us
to understand how millennials approach ministry vocations a bit differently than
boomers:

e “Millennials love Jesus, but not the church”;

e “Their parents are their peers”;

e “Millennials live and breathe information from all over the world”;

e “For them, social justice can be addressed with virtual care”;

'® Dictionary.com, s. v. “individualism,” accessed November 25, 2017, http://origin-
mwebserp.dictionary.com/browse/individualism.

' Vincent J. Donovan, Christianity Rediscovered (Maryknoll, NY: Orbis Books, 1995), 68.
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e “Millennials are the most cynical generation”;

e “Millennials were told their whole lives that they can do whatever they wanted to
do and be whomever they wanted to be”’; and

e “Millennials are the most highly educated demographic.”*

In speaking about his own experience as a millennial in ministry and how he is
supervised, Dr. Swoboda shared that he reports to a group of elders who are boomers. He
stated that his “personal relationships with the elders are all that matters in broaching the
generational divide.” This reiterates the importance of communication within

intergenerational leader/follower systems as being key to successful working

relationships.

Millennials and Technology

In the preface to the compilation book, Global Voices on Biblical Equality,
William David Spencer shares an uplifting and encouraging thought: “We discover that
the church may shortly become the chief voice for preserving the uniqueness of the
human being in an increasingly technologically confused society.”' It is important for
The Salvation Army to be a church that helps in this goal. Technology is making more
and more decisions for individuals as to how they spend their time and resources.
Technology tracks people’s movement and offers suggestions for their next choices. This

kind of decision-making can be foreign to those who are not as technologically inclined.

20 A J. Swoboda, telephone interview by author, April 20, 2017.

2 Aida Besancon Spencer, William David Spencer, and Mimi Haddad, eds., Global Voices on
Biblical Equality: Women and Men Serving Together in the Church (Eugene, OR: Wipf & Stock, 2008),
Loc. 242, Kindle.
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Many millennials are very familiar with technology and social media as they grew
up with it. Maznevski explains how most millennials experience decision-making and
work production:

They learn through experience. They’re not referred to as the PlayStation

Generation for nothing. They grew up playing a lot of video games that came with

little or no instructions. So they learned to make it to the next level by “dying”

over and over again. They can be like that in their professional careers, too. They
throw themselves into new experiences without a lot of planning, and they learn
by failing repeatedly until they succeed. They expect a leader to play the same
role as the walls and cliffs in their video games. Leaders should be aware of this
and help point out the potential pitfalls of certain courses of action, both before
and after tasks are completed.”

Within a professional environment, mainly led by older boomers, this kind of
seemingly reckless decision-making can be uncomfortable. Branson and Martinez discuss
issues of culture in leadership within the life of the church in their book, Churches,
Cultures & Leadership: “The church’s self-understanding as a volunteer organization
emphasizes that obligations are minimized and members are ‘free agents.””> In the
Army, long-term commitment to lean toward the careful and cautious course of action
has been a traditional value. Those who feel as though they are “free agents,” rather than
denying their personal desires for the group’s sake, are viewed as individualistic and thus
contrary to Army quasi-military culture.

Not having power over one’s own destiny can bring its’ own type of insecurity.
Zygmunt Bauman, in speaking of social inequalities in a global age writes: “After all, we

feel insecure because our jobs, and so our incomes, social standing and dignity, are under

threat. We are not insured against the threat of being made redundant, excluded and

22 .
Maznevski.

 Mark Branson and Juan Francisco Martinez, Churches, Cultures and Leadership: A Practical
Theology of Congregations and Ethnicities (Downers Grove, IL: IVP Academic, 2011), Loc. 2247, Kindle.
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evicted, losing the position we cherish and believe to have earned as ours forever. The
partnerships we cherish are not foolproof and secure either: even in the calmest of

24
moments”

Everyone is expected to conform to what is best for the whole, and be
committed to the long-term success of the Army, no matter if they are comfortable with
senior leaders’ decisions or not. Some officers, although seemingly committed, cannot

fulfill organizational expectations. The following research will highlight some of these

reasons.

THE RESEARCH

In the prior section, the discussion focused on the disconnect between the cultural
and generational characteristics of older and newer officers in a work situation. The
following research shows that common life stressors are amplified amongst not just
newer officers, but especially officer-moms of any age. Managing work-motherhood
synchronization is another area of division.

Women officers, especially officer-moms, are struggling to be heard and
validated, while yet fully admitting their many shortcomings in fulfilling work and
ministry expectations. In an interview with this author, Salvation Army senior leader
Lieutenant Colonel Marcia Smith discussed her concern for officer issues, including:

e How to share leadership in expanding unknown expectations;
e Women'’s attention to their own children and the related guilt from sending their
children to daycare;

e  Work-family balance;

2% Zygmunt Bauman, Collateral Damage: Social Inequalities in a Global Age (Cambridge, UK:
Polity Press, 2011), Loc. 1315, Kindle.
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e Imposition of event attendance;
e Lack of a quality family model and the need for “family life” instruction,
including parenting and personal finance classes;
e Imposed continuing education affecting attitude and time management;
e Expectations for those officer-moms who are themselves physically ill or primary
caregivers for children, grandchildren, parents, or grandparents; and
e Marital conflict.””
Most of her concerns seem in agreement with author Bruce Nichol, who suggests,
“unresolved issues in our lives are the hindrances to our maturity.””® A significant aspect
of maturity is being fully developed emotionally, and as a result, modeling good
judgment. These are key personal qualities of experienced officer-moms who thrive and
exhibit satisfaction in their ministry.
The Army, as an organization, can also contribute to officer satisfaction. Salvation
Army officer, Commissioner Mark Tillsley, extensively surveyed 420 U.S.A. Officers for
his 2013 PhD dissertation at Fordham University. He concludes, “The most important
finding of this study may be the significant relationship between administrative support
(Divisional Leader) and officer satisfaction.”*’ This should be a sobering revelation for a
Divisional Leader and thus all the organization’s senior leadership. Officers under a
Divisional Leader’s command consider his or her support so crucial that it significantly

affects their satisfaction in ministry as an officer. Divisional Leaders are generally the

% Marcia Smith, interview by author, Portland, OR, December 7, 2015.

% Bruce McNicol, “TrueFaced Seminar” (Founders Address, Territorial Executive Councils
meeting of The Salvation Army, Cerritos, September 9, 2015).

" Mark Wesley Tillsley, “The Salvation Army Corps Officer: A Territorial Survey of Vocational
Preparation, Role, Efficacy, and Ministry Satisfaction” (PhD diss., Fordham University, 2013), 100,
accessed March 5, 2016, ProQuest Dissertations & Theses.
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first level of supervision over field officers, many of whom are newer officers without
extensive experience.

In February 2016, this author developed an informal one-page survey and
distributed it to nine Salvation Army Divisional Leaders on the West Coast of the U.S.,
most of who had a minimum of twenty-five years of experience. The intent was to have
them identify how they rank the prevalence of the common stressors in the younger
officer-moms that they supervise. This method of informal surveying was helpful in
identifying overarching themes and conclusions from the supervisor viewpoint.
Responses suggest that, of the twenty-two stressors listed, most were common. Divisional
Leaders wrote in comments that these common stressors were most prevalent in those
they considered to lack spiritual maturity. Generally, these were officers who may be
newer Christians or new to leading others in a spiritual capacity.

The top three most-common stressors of officer-moms, in order of frequency are:
an inability to discern and initiate mission priorities (puts personal ministry preferences
first); Corps (organizations) finances and fundraising; and immediate family issues.
When compiled and announced verbally at the end of a meeting, these findings were not
surprising to the group, and they are in line with the next survey by this researcher, which
included findings of the officer-moms within a specific geographic region.

To investigate the prevalence of these concerns mentioned above, actions were
taken to identify the most common stressors from the officer-moms’ point of view. This
included charting commonalities in an active “officer-mom” Facebook group’s posts that
mentioned issues with feelings of being overwhelmed or stressed. From this list, a survey

was developed to incorporate these stressors. This survey was distributed to twenty-four
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women officers within the geographic region of Oregon and Southern Idaho in late
February 2016. Each woman chose her top three stressors by means of a check vote, and
were then asked to share additional thoughts in the comments.

The top three stressors identified in the survey each received eight votes. They
were: work too many hours/do not take time off and/or have time for a Sabbath;
immediate family issues; and discouraged by conflict with local leaders or long-time
soldiers (corps members). The next most common stressors, also receiving equal votes,
were personal physical health and loneliness.

Fifty percent of those listing “immediate family issues” also cited “work too many
hours” on their surveys. 25 percent of those listing “immediate family issues” also cited
“personal physical health,” another 25 percent cited “immediate family issues and
“loneliness.” Finally, 25 percent of those citing “immediate family issues” also cited
“family members addictions.” This analysis was extremely helpful in identifying

comorbid factors of unhealthy stress.

Are the Perceived Issues the Real Issues?

In his book, Leadership Without Easy Answers, Heifetz notes, “The problem
causing the distress frequently will not be on the surface. Although the superficial
conflict may be over procedures, power, schedule, structure, and lines of authority, these
2,28

seemingly technical issues often act as proxies for underlying conflicts in ways of life.

With that idea in mind, this section expands on the top three listed stressors as outlined in

8 Ronald A. Heifetz, Leadership Without Easy Answers (Cambridge, MA: Harvard University
Press, 1994), Loc. 3068, Kindle.
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the surveys and considers comments gleaned from casual conversations with officer-

moms that help identify possible conflicts that are contributing factors.

Stressor: Work Too Many Hours

Salvation Army officers are assigned a “ministry work assignment,” otherwise
known as an “appointment,” without consultation, that has: no defined “time-clock type”
schedule, no specific job description, fuzzy authority boundaries, widely varying
resources, and a singular mandate of “doing all you can to bring the world to Christ.”
Unwritten expectations for field officers generally include finding a comfortable division
of responsibilities between the husband and wife. This works best for the purposes of:
balancing a multi-million dollar budget; keeping large multi-use facilities clean and
maintained with an adequate amount of programming occupancy; serving on community
committees and Service Clubs; supervising a few or dozens of employees and hundreds
of volunteers; and growing a church congregation through preaching, outreach for all
ages, discipleship and lay leader training, and oversight of an additional social program
such as a homeless shelter, senior feeding program or children’s after school program.
These duties must be balanced with taking care of one’s personal health and juggling the
shared duties of home, children, and extended family. Faced with the above, Eugene
Peterson’s wisdom that “Work doesn’t take us away from God; it continues the work of

229 .

God through us”” is helpful. This is a needed aspect of the spiritual maturity that was

noted above as a key component of healthy, experienced officer-moms.

* Eugene H. Peterson, Christ Plays in Ten Thousand Places: A Conversation in Spiritual
Theology (Grand Rapids, MI: W.B. Eerdmans, 2008), Loc. 115, Kindle.
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George Kalantzis, writing on Christian spiritual formation in his book, Life in the
Spirit, says: “It seems that what St. Basil identified as a danger lurking behind some of
the practices of late antiquity, namely the dangers of isolationism, individualism and self-
pleasing, still remain. The temptation of our own time seems to be the same, a spirituality
focused on the self as its ultimate telos (end of effort).”*® This focus on self is contrary to
those aspects of spiritual maturity that are necessary for satisfaction in officer ministry.

Salvation Army officers are compensated on a relatively even level with a weekly
allowance, insurance, and other resources commensurate with full-time work, and yet
they do not always have clear expectations of “time” or “quality of effort” within their
appointments. Many put forth a concerted effort, sometimes at the expense of spending
time with their children. Sadly, others seemingly take advantage of the freedom from a
time clock, and may use their children as a “holy excuse.” Kalantzis’ consideration of
“generosity” amongst the monks whose rule of life he explores, especially in his
discussion on St. Basil, indicates that an expectation of a reasonable effort with
quantifiable outcomes are spiritual: “He believed that the chief and visible social sign of
Christian conversion, life and perfection would be economic in form, not just spiritual.”’
It is spiritual that the Army has minimum performance expectations of compensated
officers, although expectations are not always clearly defined, even while in an
environment of continued learning in ministry.

Often, Senior Leaders mention that officers’ time is largely consumed by the

comfortable habits of modern life that do not contribute to the overall vitality of their

3 Jeffrey P. Greenman and George Kalantzis. Life in the Spirit: Spiritual Formation in
Theological Perspective (Downers Grove, IL: IVP Academic, 2010), 81.

31 1bid., 80.
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Corps. Because of this choice by the officer of how to prioritize her energy and spend her
time, there is less time for family, no room for ministry innovation or extra pushes
towards worthy goals, or additional time for solitude. Many younger officers feel as
Sittser states: “Most of us will not rise to that level of sacrificial love, even if we wanted
to. We simply have too much to do just to keep life going; the ordinary demands of life

»32 Some of those demands are habits or other behaviors that

are quite enough for us.
soothe anxiety. Whether those habits and behaviors are determined to be beneficial to

people’s health—emotionally and/or spiritually—is a question that needs an answer.

Stressor: Immediate Family Issues

Which comes first, family difficulties cause stress at work or work/ministry
difficulties cause stress on the family? Author Gerald Sittser, in speaking about early
evangelists says, “The stories of their sacrifices might offend our modern sensibilities, for
many of these pioneers seemed all too willing (and even eager) to sacrifice marriage,
children, friendships, health, wealth and reputation for the sake of their missionary work,
which runs contrary to our inclination to see faith as an ally of those values.”> There are
many stories of Salvation Army officers throughout history who willingly made those
sacrifices as well. Many officers feel their meager sacrifices are always being compared
to Army saints of old, and that they fall way short. How much is enough? Sittser

continues, “Ministry work, left unchecked, can easily be all-consuming.”** We can be

32 Gerald Lawson Sittser, Water from a Deep Well: Christian Spirituality from Early Martyrs to
Modern Missionaries (Downers Grove, IL: IVP Books, 2007), 293.

3 1bid., 264.

3% Ibid.
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completely “overwhelmed by the expectations other people place upon us.”*” This
commonly leads to a feeling of never being or doing enough. These feelings lead to
ministry guilt and a re-examination of work-family synergy that younger officers

continue to struggle to find.

Stressor: Conflict with Soldiers

In this author’s experience with hearing the frustration of Corps members, the
most common observations they make regarding their newer officers is how officers
spend their time, an unwillingness to apologize, and suggestions of entitlement. Even so,
fortunately, these types of complaints are the exception and not the rule. When
transferred to a new assignment, some officers unwittingly reduce their Corps to what
they can manage. This is sometimes done through disregard and neglect.

Eugene Peterson points out, “As we realize both the necessity and the nature of
our lives in community, we also become aware of the difficulty, the complexity, and, as
Christians who are following Jesus, the seductions all around us to find an easier way, a
modified community, a reduced community customized to my preferences, a ‘gated
community.””° Through inaction, unreliability or malaise, some officers have been
known to tailor the Corps membership to a size and type they are comfortable with: “A
sect is accomplished by community reduction, getting rid of what does not please us,
getting rid of what offends us, whether of ideas or people.”” It is not surprising then that

there is conflict and discord in a community that is saddled with a reluctant leader.

3% Heifetz, Loc. 824, Kindle.
36 Peterson, 239.

37 1bid., 244.
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Teaching new officers about the personality types they can expect and how to
handle them is an important aspect of helping officers overcome conflict within their own
Corps. I have seen repeatedly how “a perpetual concern for consensus leverages power to
the extremists.”® People will resist when a leader takes initiative, especially a new or
young leader. It seems the way to build a leader is not through new techniques, but “one
that focuses on the leader’s own presence and being.”*’ This focus is crucial to spiritual
and emotional maturity so necessary for successful officers.

Fundamentally, there is a great need for continued training of new leaders in the
necessary but difficult task of understanding themselves. Friedman lays out this plan
when he says, “If a leader who has sought help can be taught how to stay in touch with
the reactive group without taking their issues so seriously that he or she is thrown off
course, increased differentiation can become a form of leadership that, if sustained, often
will result in the rest getting over what ails them.”*” The idea of “preserving self in a
close relationship™' is crucial marital and business advice for the new officer to learn and
live.

One test of a good leader who attracts followers and enjoys less conflict is the
notion of “follow through.” Agosto defines leadership “functionally, by what leaders do

9942

‘on the way,” as well as by what they say.”"” Those who share leadership also tend to

¥ Edwin H. Friedman, Margaret M. Treadwell, and Edward W. Beal, A Failure of Nerve:
Leadership in the Age of the Quick Fix (New York: Seabury Books, 2007), 3.

3 1bid., 4.
0 Ibid., 157.
1 Ibid., 181.

*2 Efrain Agosto. Servant Leadership: Jesus & Paul (St. Louis, MO: Chalice Press, 2005), 10.
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have less conflict: “Both Jesus and Paul refused to work alone.”** Deborah Koehn Lloyd,
in a recent book about vocation, writes, “In accepting my uniqueness I am able to support

the unique gifts of others.”**

Though working together can sometimes be difficult and is a
skill that takes experience and fortitude, it generally does pay increased results.

The top three listed issues causing distress are more about conflicts in ways of
living, rather than organizational procedures and lines of authority. These underlying
personal issues are not always easy to see. The officers may complain about something
technical, but, generally, the stated issue is not the real cause of dissatisfaction. The real

issues can be hidden subconsciously or intentionally so that the hard work of dealing with

the more personal issue can be ignored.

What is Success?

One of The Salvation Army’s founders is William Booth. A very famous, cringe-
worthy quote attributed to him is: “That, and better, will do.” It is a disconcerting way of
acknowledging someone’s accomplishments, but still leaving room for future
expectations. In the 1800s, it was received as a glorious challenge. Today it is often
received as a put-down. A problem often noted among officer-moms is the fact that
measurements of success in SA officership are not always tangible.

Eugene Peterson writes, “One of the severe handicaps under which the church

operates is the cover-up of the glory with respectable substitutes such as acceptance and

* Friedman, 206.

* Deborah Koehn Loyd, Your Vocational Credo: Practical Steps to Discover Your Unique
Purpose (Downers Grove, IL: IVP Books, 2015), 19.
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honor, success and ‘relevance.””* Even those officers who can check all the boxes on a
Minimum Standards form (a general checklist of standardized expectations for programs)
and show an overall increase in membership, activity, and budget, may still not feel as
though they have hit the bull’s-eye regarding achieving success. It always seems like
more could have been done.

Even those who accomplish much can feel unsettled: “Leaders who are looked up
to constantly, who give out answers competently, who everyone assumes are living what
they are saying, often have acute experiences of dissonance: ‘Who I am and what people
think I am aren’t anywhere close to being the same thing.””*® Salvation Army members,
lay leaders, and community leaders can have unrealistic expectations. It is a matter of fact
that Salvation Army officers are human, although there are plenty of folks with romantic
notions from glorified historical accounts or memories that are often disappointed with
the officers of today. Many of those folks are recently retired leaders who make up
congregants in several corps with newer officers. “It is the duty of leaders,” advises
Northouse in his book, Leadership, “to treat others with respect—to listen to them closely
and be tolerant of opposing points of view.”*’

Field Officers are the “front lines” of the Army. Small field appointments (Corps)
are generally identified locations for first-year officers to be sent to serve. Larger Corps

are generally staffed by more experienced officers. Conflict may arise because a few

officers are picked out of the line-up partway through their career to serve in

45 Peterson, 102.
* Ibid., 13-14.

7 Peter Guy Northouse, Leadership: Theory and Practice, 7th ed. (Los Angeles, CA: Sage
Publications, 2016), 359.
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administrative positions that are perceived as promotions. This creates an “us and them”
mentality that can discourage those who are not chosen for these administrative posts
with a perception that the administrative officers have it easier and work less hours. This
author has been in both arenas, and has not found this to be true, yet the perception
persists. Administrative Officers commonly experience frustration as they are bound to
work in tandem with Field Officers to make the institution function. This work and
cooperation are essential since Administrative Officers are dependent on Field Officers to
make timely reports.

As with many ministry vocations, officer-moms struggle with the fact that
measurements of success in SA officership are not always immediately obvious. Some
officers are held to unreachable standards because of unfair comparison to the past.
Jealousy can come about between officers who perceive administrative posts more
satisfying then fieldwork. It can be difficult for officer-moms to get a good picture of

what “success” looks like, as the markers along the way are few and mostly intangible.

Present Day Responses of Officer-moms to Perceived Issues
Since the explosion of social media, many Facebook groups have popped up, and
officers often use these and other social media platforms to express their frustrations with
a seemingly supportive group of peers. In many cases, their posts are heartbreaking and
telling. One of the largest social media gathering spots specifically for officer women is
the closed Facebook group called “Officer-moms,” which began modestly in the Western
U.S. with about 100 members in 2012. As of October 2017, it has since grown to 1,523

members from around the world.
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Through a recent analysis of this Facebook group, consisting of all posts from

June, July, and August of 2017, this researcher found 891 initial posts, averaging 9.7

posts each day. These numbers do not include the hundreds of “likes” and “comments.”

These posts can be categorized into nineteen themes as listed below in descending order,

with the posts per category in parentheses:

Seeking or sharing of program plans and ideas, calendar plans and questions (123)
Prayer requests for self and family members (115)

Childcare, maternity, parenting and children’s schooling issues (93)

Sharing of inspiration or encouragement (90)

Angst concerning new appointment and the moving process (73)

Angst concerning congregational, client and camper drama (72)

Prayer requests for clients, country, others (57)

Employee issues, policy issues and computer/IT frustration (46)

Seeking directory information such as “who is in Boston?” (37)

Questions, concerns and complaints regarding uniforms, nylons, regulation shoes
and purses (35)

Complaints and issues concerning cleaning a Quarters (parsonage) or moving into
a Quarters which was not in good condition (29)

Fundraising ideas and frustrations (28)

Requests for vendor information on specific products (27)

Questions and comments regarding furlough (vacation) (18)

Inside jokes or funny stories: “You know you are an officer-mom when...” (16)

Discouraged or lonely (10)
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e Frustration with time management (10)
e Disaster deployment of husband or self (8)

e Sermon preparation and ideas (4)

SUMMARY

Millennial cultural values have been shown to conflict with SA historical norms.
As such, today’s officer-moms’ expectations and desires present new and distinct
challenges to boomer leaders with traditional mindsets. Cultural preferences in the SA are
ingrained into its DNA. So much of the millennial culture encompasses an experiential
approach that conflicts with the expected submissive loyalty senior leaders were expected
to uphold. Present day perceived issues of officer-moms reflect this gap. Officer-moms
are struggling with common issues related to their identity as an officer-mom, and they
are unable to find the compassion and comfort they desire. As such, they are reaching for
answers and a listening ear in online communities.

This reaching out online may be the avenue for teachable moments. By rising to
the challenge of their imperative to shepherd officer-moms, mature officer-moms and SA
leaders are seeking new ways to engage in modern mentoring and pastoral care practices
while observing the integrity of SA values. Section Two reviews the Divisional Leaders’

crucial role, though many of these instructions apply to any mature officer.



SECTION TWO: PROPOSED SOLUTIONS

In the previous section, the topic of self-reported issues was discussed. In this
section, the intent is to analyze the current structures that are intended to address these
issues. Pastoral care and officer development of Field Officers are the responsibility of
the Divisional Leaders. The directives that these leaders work within will be discussed. A
list of officer needs and desires will be presented along with current efforts being made to
satisfy those requests while still maintaining standards of Army policy and conformity. A
model from the U.S. Military will be presented and useful elements will be considered for
application to the Salvation Army culture. The section concludes with trends of today’s
marketplace and the direction of the future regarding millennials’ attitudes in the
workplace, with discussion as to how that affects today’s officer-moms and their

relationships to their leaders.

THE DIVISIONAL LEADERS’ ROLE
As explained in Section One, Salvation Army officer Commissioner Mark
Tillsley identifies the significance of the relationship between administrative support and
officer satisfaction.*® “Administrative support™ is recognized as the head of the Divisional
Office staff, usually consisting of the Divisional Commander and the Divisional Director
of Women’s Ministries. For purposes of this study, they are referred to as a team known

as “Divisional Leaders.”

* Mark Wesley Tillsley, “The Salvation Army Corps Officer: A Territorial Survey of Vocational
Preparation, Role, Efficacy, and Ministry Satisfaction” (PhD diss., Fordham University, 2013), accessed
March 5, 2016, ProQuest Dissertations & Theses.
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“Section 1. Pastoral Care and Counseling” of Orders and Regulations for
Divisional Commanders, a document outlining the expectations for pastoral care and
spiritual support that Divisional Leaders are expected to undertake, states:

Officers’ welfare. The Divisional Commander (DC) is expected to have a

personal knowledge of all the officers in the division and to take a close interest in

all that concerns their usefulness and well-being. A superficial knowledge of the
officers can be dangerous, but a wise leader who cares for them will, by frequent
interviewing, develop insights and intuitions, which will reveal the strengths and

weaknesses of their personalities. The DC will thus learn to understand and
appreciate the officers and to help them in time of difficulty.”*

The Unique Pastoral Role of the Divisional Director of Women’s Ministries
in the SA Western Territory
To help officer-moms as they navigate these crucial years of their officership,®

Lt. Colonel Marcia Smith, the Western Territorial Secretary for Strategic Leadership
Planning, outlines the importance of the officers’ relationship with the Divisional
Director of Women’s Ministries (DDWM) who is typically the wife of the Divisional
Commander: “The DDWM must be the communicator/listener and initiate building
relationships. She needs to be the encourager that identifies teachable moments and
corrects with love.”' She noted that ideals to communicate include:

e Learning how to grow up as an officer—understand the “seasons of our lifetime
ministry”;

e Learning how to trust others and how to be trustworthy;

e Working to more fully clarify expectations from the beginning of the
appointment;

* Salvation Army, Authority of the General, Orders and Regulations for Divisional Commanders
in the United States of America (Alexandria, VA: National Headquarters, 2010).

%% A state of being an active officer.

! Marcia Smith, interview by author, Portland, OR, December 7, 2015.
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e C(Clarifying expectations for sharing the ministry load; and

e Understanding what the Territorial Pastoral Care Department can do to help them,
and learning about Policies and Procedures that outline responses in many
situations.’”

As a community of believers, we value consistent pastoral care: “When we come
to understand ourselves and the men and women we work with ‘according to the
Scriptures,” our core identity comes out as persons-in-relationship.””* We must recognize
however that “Leaders are always failing somebody.”**

Field Officers often share that they yearn for positive attention as they are
bombarded daily with negativity from within and without: “The most powerful rewards
we can receive are the attention, approval and affection of people we love and respect.””
Many describe loneliness as one of their biggest challenges. Field Officers are looking to
Divisional Leaders with a yearning heart, bursting to share. Dr. MaryKate Morse gently
reminds her students that a servant leader “encourages the hearts of followers.”® As a
group, DDWM’s come from very different backgrounds and skill sets. They have many
competing priorities within their appointed tasks. While they hold an important

relationship with the officer-moms, there simply is not enough time for them to be a

singular source of encouragement and mentoring.

52 Ibid.

>3 Bugene H. Peterson, Christ Plays in Ten Thousand Places: A Conversation in Spiritual
Theology (Grand Rapids, MI: W. B. Eerdmans, 2005), 36, Kindle.

> Ronald A. Heifetz, Leadership Without Easy Answers (Cambridge, MA: Harvard University
Press, 1994), Loc. 2834, Kindle.

>3 Bruce Duncan Perry and Maia Szalavitz, The Boy Who Was Raised as a Dog: And Other Stories
from a Child Psychiatrist’s Notebook—What Traumatized Children Can Teach Us about Life, Loss, Love,
and Healing (New York: Basic Books, 2006), Loc. 1497, Kindle.

3¢ MaryKate Morse, “What is Leadership™ (lecture, Portland Seminary, Cannon Beach, OR March
7,2016).
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Officer Needs and Desires
The Salvation Army’s Western Territory Clinical Psychologist has interviewed
thousands of United States” Western Territory Salvation Army officers, candidates, and
officer children in the past decade. Dr. Jack Anderson shares the following most common
described needs and desires of Salvation Army officers:
e Communication — be in the know
e Involvement — have a part
e Accountability — notice me and keep tabs on me, but trust me
e Encouragement — pray for/with me and encourage me
e To be Known — take time to know me, my gifts and my situation
e Be treated Fairly — have equal opportunities
e Performance Integrity — meet a set of minimum standards”’
From my experience, these needs are amplified in officer-moms with their unique
stressors. Army leadership has begun the conversation for meeting these needs by
recognizing the contemporary challenges and the consequences of policies or cultural
expectations, habits, and assumptions in officer-moms’ everyday lives, but still more can
be done.
When considering the questions women have about how they can accomplish
their goals, the authors of Her Place at the Table suggest: “We help women answer it by

connecting their interests to what is good for the organization. If a woman can clearly

37 Jack Anderson, e-mail message to author, April 17, 2017.
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articulate that connection, she is more secure in asking for what she needs and others in
the organization begin to get more comfortable.””® This is an area for veteran officer-
moms to address by encouraging the younger officer-moms to connect with the women in
the community that they want to reach, perhaps through an exploration of women’s
interests that are compatible with traditional Army ministries. Officer-moms with
toddlers, for example, may be encouraged to start a “play group” in the community
center, meeting both their own and others’ need for fellowship.

Success in this struggle does not seem to be limited to shy officer-moms. David
Brooks saw of how leaders succeed: “They, too, found that extroversion, agreeableness,
and openness to new experience did not correlate well with CEO success. Instead, what
mattered was emotional stability and conscientiousness—being dependable, making
plans, and following through.””” Edwin Friedman, a consultant on the connections
between emotional process at home and at work says that when an individual focuses first
on her “own integrity and on the nature of [her] own presence,” she does not need to
stress about “techniques for manipulating or motivating others” because she can “support
differentiation and creative imagination throughout the system.”®® Any efforts towards
helping officer-moms become healthy and emotionally stable will enhance their ministry

capabilities and, thus, their ministry outcomes.

8 Deborah M. Kolb, Carol Frohlinger, and Judith Williams, Her Place at the Table: A Woman's
Guide to Negotiating Five Key Challenges to Leadership Success (San Francisco, CA: Jossey Bass, 2004),
8.

%% David Brooks, The Social Animal: The Hidden Sources of Love, Character, and Achievement
(New York: Random House, 2011), 138, Kindle.

5 BEdwin Friedman, 4 Failure of Nerve: Leadership in the Age of the Quick Fix (New York:
Seabury Books, 2007), 18.
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The Divisional Leader’s Imperative

The challenge of a Divisional Leader includes these imperatives as included in the
Orders and Regulations for Divisional Commanders that guides their actions:

One of the divisional commander’s most sacred responsibilities is the cultivation
of the spirit and mind of the officers within the division. Their personal
experience of holiness of heart and life must be a reality and not just a theory
confined to their public work. Their vision needs to be enlarged taking in not
only their immediate appointment but also the world at large. They must be
encouraged to look beyond any difficulties or failures in their work to the all
sufficient power of God the Holy Spirit. The DC and his or her spouse together
will exercise pastoral care of all officers and have a special interest in the
children of officers in the division, taking note of any family concerns and giving
particular attention to officers who are stationed alone.®!
So, how do Divisional Leaders address the issues officer-moms are facing,

keeping this order in mind as the mandate? The research below corresponds to the four

highlighted areas within the directive above.

Cultivate the Spirit and Mind of the Officer-mom
“We learn how to love by being loved. Love is not built into our genes.”®* This is
cultivation of the spirit at its best: learning how to love. The development of an officer’s
mind includes the practice of developing a servant’s heart in leadership. How to cultivate
a servant-heart within the officers, with a mind towards stewardship, is a consistent
theme for Divisional Leaders. Continual spiritual formation practices throughout an
officer lifetime would offer that kind of sustainable unselfishness: “We therefore cannot

escape struggle, nor should we try. Rather, we should embrace it as one aspect of our

%! Salvation Army, Orders and Regulations, 3. Bold print added for emphasis.

62 Peterson, 327.
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calling to discipleship, for the goal of life in this world is not ease, prosperity and success
but intimacy with God, maturity of character, and influence in the world. Struggle proves
that we are taking the Christian faith seriously.”®

Regarding that special kind of stewardship, Agosto says, “Much faith is needed
because much suffering can be expected. Concern to feed the masses, both physically and
spiritually, must be in the forefront so they can be empowered.”®* It takes a solid footing
of spiritual formation to make “concern” a sustainable practice: “Therefore, leaders who
refuse to employ their calling and their skills with honesty and integrity, especially on

behalf of the outcasts of society, will be cast away from God’s presence as “evildoers.”®

Enlarge the Vision of the Officer-mom

All worthwhile missions need a large vision. Heifitz asks, “What is the
opportunity now? What should our purpose be? ... In this situation, all believers in Paul’s
congregations had responsibilities for the community’s devel