Strengthening
our future

Lieut-Colonel Dean Pallant presents
the Structure Co-ordination and
Design Group’s proposals for the
United Kingdom and Ireland Territory




THE Structure Co-ordination and
Design Group (SCDG) has worked for
the past 20 months to achieve three
desired outcomes — transformation,
integration and streamlining — towards
our territorial vision of ‘Fullness of life
for all with Jesus’. We prayed hard
and we've listened hard. We've been
blessed by many excellent ideas and
comments from more than 1,500
people who participated in a survey
(printed in Salvationist), 25 forums in
all parts of the territory, and many
other meetings.

You've helped us identify barriers that
hinder the delivery of God’s mission in
your communities. Thirteen Divisional
Design Groups worked through the
issues and have made proposals.
Five Service Design Groups are
currently addressing the resulting

84 priority issues.

The SCDG, with the leadership of

the territory, have reflected deeply on
the mission of our Army in the 21st
century and we’re now ready to make
proposals. We've heard that, for local
mission to flourish, our processes and
systems need improvement - many
of you told us you find our current
approach burdensome. We've also
heard local mission units (corps,
centres, etc) say they need
appropriate support and oversight,
but while money isn’t the primary
motivation for change, our costs must
be realistic, prudent and effective.
We've looked at the projections of our
officer and corps strength in the next
decade and urgent action is needed.

We must invest more resources
(people and money) into ‘local mission
delivery’. There is no point having
wonderful ‘support and oversight’ if
that limits the delivery of our five
mission priorities: share the good
news; nurture disciples of Jesus; care
for creation; serve others without
discrimination; seek justice and
reconciliation.

We've published a lengthy Findings
and Proposals Report which is
available for anyone to read. We are
committed to continue to listen and
reflect before final decisions are
taken. The report can be downloaded
at salvationist.org.uk/
strengtheningourfuture.
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WHAT’S BEING PROPOSED?

@ Reducing the number of divisions from 22 (in 2021) to 14 by 2023 and closing
some DHQ and regional service centre buildings

@ Increasing the investment of people and funding into local mission delivery by
ensuring ‘support and oversight’ is more integrated and aware of local mission
delivery priorities, for example increasing the number of practitioners who also
have responsibilities for support and oversight

@ Strengthening a culture of continuous improvement rather than ‘big bang’
change initiatives

@ Reducing the administrative burden on corps officers and local leaders;

@ Seeking greater integration of Salvation Army work within and between
divisions, corps and centres

o Refocusing THQ on local mission priorities through streamlining processes and
systems

@ That not every division will be the same and not all change has to happen at
the same time

The proposals have been endorsed by the UKI Cabinet, International
Headquarters and the directors of SATCo. They are currently being consulted
upon with DHQ employees who may be impacted by changes. We recognise this
will be unsettling, but there is a strong desire to engage with employees in
addressing the significant issues raised during the Listening Phase of the project.

DIVISIONS ‘!

Central and Southern Scotland
Central, Southern and Channel Islands
East Midlands
East of England
Ireland

London

North East
North Scotland
North West
and Isle of Man
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11. South West
12. Wales

13. West Midlands
14. Yorkshire and Humber

® DHQs




WHAT ARE THE PROPOSED
DIVISIONAL CHANGES?

The SCDG recommends the 14 new divisions are formed
in an orderly manner beginning in January 2023 and
completed by July 2023. The amount of change envisaged
by these proposals differs from division to division. In some
cases, there will be few changes (Ireland; Wales; North
Scotland). In a few divisions there are relatively limited
changes (North East; North West and Isle of Man; South
East; West Midlands).

In other divisions, the vast majority of one division will
merge with another division to form a new, larger division
(East and West Scotland; Yorkshire North and Tees and
Yorkshire South with Humber; North and South London;
Devon and Cornwall with Severn and Somerset).

The most complicated area of the territory for forming the
new divisions is central England and particularly the Central
East Division with the formation of an expanded East of
England Division and the new Central, Southern and
Channel Islands Division.

The divisional boundary proposals (see map) generally
follow county and local authority boundaries as these are
important for developing relationships and working with
external partners such as local authorities, ecumenical and
interfaith groups.

However, the SCDG received feedback that there should
be some exceptions as this would significantly benefit local
mission flourishing. Exceptions are proposed for the
following corps:

@ Scunthorpe, Barton-upon-Humber and Grimsby will come
into the Yorkshire and Humber Division rather than
remain in Lincolnshire.

o Middlesbrough Acklam, Middlesbrough Citadel, Eston
and Guisborough will come into the North East Division
rather than Yorkshire.

@ Salisbury will come into the Central, Southern and
Channel Islands Division rather than move with the rest
of Wiltshire into the South West Division.

® The corps at Berwick-upon-Tweed made strong
representation to remain part of a Scottish division
although they are located in England. The SCDG
supports this proposal — the corps will be in the Central
and Southern Scotland Division.

While the divisional boundaries are changing, it's important
to remember that they primarily exist for administrative and
pastoral purposes and aren’t meant to stop you
worshipping and working across them. We encourage you
to continue exploring what’s happening in divisions that
might be close to you in addition to your own.

It is important to reaffirm that divisional commanders are
the TC’s representative in a division and must influence all
aspects of Salvation Army work even though they do not
line-manage centralised services, central services or the
operations of subsidiaries. There is no Salvation Army work
within the division that is not the DC’s concern.

The territory is committed to embedding a culture of
continuous improvement into the way we work. A key aspect
of this will be focusing all DHQ and THQ units and
departments on enabling local mission flourishing.

THQ team members, such as HR business partners, learning
and development officers, regional accountants, property and
communications staff, while not line-managed by DHQ, will
understand themselves to be colleagues with divisional team
members. DHQ teams will understand that most THQ staff
also have responsibilities to support central and centralised
services. THQ team members serving the division should be
fully integrated and accepted as part of a team who, together,
enable local mission delivery.

WHAT OTHER DIVISIONAL CHANGES
ARE PROPOSED?

Included in the proposals are recommended changes to key
officer roles in divisions:

Divisional Leader for Leader Development

It's proposed the use of the default appointment of divisional
leader for leader development (DLLD) for the spouse of the
divisional commander is discontinued. Instead, the spouse of
a DC will be appointed based on their skills, experience and
the missional context. A DC and spouse may be appointed as
‘divisional leaders’ if the spouse holds an appointment with
division-wide responsibilities in the same division. Not all DC
spouses will be divisional leaders and there will be some
variation across the territory. Consultation with current
divisional leaders will be extremely important as this new
approach is gradually implemented.

Assistant Divisional Commander

Depending on the size of the division and other factors, the
territorial commander can appoint an assistant divisional
commander (ADC) to share the DC’s workload. The DC and
the ADC will be known as the divisional leaders of the division
irrespective of whether they are a married couple.

Divisional Officers

Divisional officer is a generic term for everyone who is an
officer and is part of the divisional team, with responsibilities
for ‘support and oversight’ of local mission units in a division.
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This could be for a specific area (divisional area officer),

or for a specific function such as mission, personnel,
safeguarding, youth and children, candidates, ecumenical.
A divisional officer may be a full-time appointment or a
part-time appointment for a practitioner who has credibility
and experience in a specific ‘support and oversight’ process.
The needs of each division will determine the number and
responsibilities of divisional officers.

It is no longer a case of ‘one size fits all’. The title of divisional
mission enabler, divisional area officer, divisional officer for
leadership development and divisional leader for leader
development will be discontinued.

|

WHY AREN’T YOU PROPOSING
MORE CHANGES?

We’ve heard and accepted this is not the time for ‘big bang’
change, particularly as many people and communities are
fragile emerging from the Covid-19 pandemic. Some changes
are urgent and are being prioritised. The strong desire is to
shift to a culture of continuous improvement. Rather than
territory-wide reorganisation we will boldly take smaller steps
forward to leave us open to the Spirit’s leading and allow us
time to reflect, learn and adapt.

The Structure Co-ordination and Design Project isn’'t a

standalone initiative. Although initial changes are proposed

at a divisional level, changes and developments are also

happening at THQ. Territorial leadership has initiated

significant work in the past four years and we will only achieve

transformation, streamlining and integration if the following

work is also implemented. These include:

e a focus on aligning all parts of the Army to live out the
Identity Principles, Our Vision, Our Mission and Our Values;

e the Valuing People Framework, which sets out practical
steps to ensure we love God and love others;

e work to assess corps viability, opportunities for new growth
as well as innovative ways to increase local mission delivery
in corps that are already flourishing;
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@ recruiting, retaining and developing effective mature and
capable leadership who enables the flourishing of people and
communities. This will involve vocational and leadership
development, succession-planning and mutual accountability
for employees, Salvationists, volunteers, officers and other
leaders;

@ recognising the need for greater diversity at all levels —
for example, the Equality and Diversity Council has been
re-established and reinforced and a Racial Inclusion Working
Group is working to find ways to encourage much greater
inclusion and diversity.

WHAT HAPPENS NEXT?

The impact of the proposed new divisions and boundaries will
be consulted upon with divisional employees in the next few
weeks. The intention is, as far as possible, to work with current
DHQ employees and transition to the new divisions rather than
create new posts and have a complex employee consultation
process. There is no expectation of a significant reduction in
DHQ employee posts.

Assuming that the proposals are approved, most of the new
divisions will be formed in January 2023 with South West being
formed in April and London, South East plus Central and
Southern Scotland being formed in July 2023. In the intervening
months, existing DHQ staff will increasingly work together and
explore new ways of working that will provide improved support
and oversight to help local mission flourish.

Existing divisional leaders are working with the Personnel
Service, as per normal processes, to develop DHQ officer
staffing proposals for consideration at the Appointments
Conference in January 2023.

HOW CAN | BE INVOLVED?

The SCDG has released a fuller report detailing the proposals
that you can download from the Salvationist website:
salvationist.org.uk/strengtheningourfuture. Please
remember that no decisions requiring consultation with
employees impacted by the changes have been taken.

The SCDG also welcomes comments and questions from
anyone connected to The Salvation Army. You can do this by
emailing transformation@salvationarmy.org.uk and you will
receive a reply.

The next few months will be challenging so, most importantly,
the territorial leadership and the SCDG ask for your prayers.
No change programme is ever easy. However, we know God is
with us and has guided us so far. We have confidence to keep
moving forward.

Change is always with us. Continuous improvement has

always been a characteristic of faithful Christians. We are never
satisfied with the status quo. We, and our Army, can always be
more Christlike. There are always new opportunities to grow
God’s Kingdom on earth, as it is in Heaven. With confidence in
God - Father, Son and Spirit — we commend this report to you
and ask for your prayers and assistance in achieving these
ambitious plans.



