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GDH 

EXECUTIVE SUMMARY 

The Strategic Plan grows out of series of conversations of stakeholders and friends who shared their 

aspirations for how the Seminary might faithfully discern its God-given mission for these times. In the 

end, we confirmed the relevance of the current mission statement of the Seminary: “to educate and 

nurture leaders to join in God’s redemptive and liberating work so that all creation might may flourish.”  

We identified three goals that will deliver that mission in these times and improve the institution’s 

position for the years to come. We will 1) become more relevant in advancing God’s mission in our 

rapidly changing society; 2) become more financially secure for the long-term; and 3) become a greater 

source of hope and healing.    

Some highlights of the steps we will take to address these goals are as follows. We plan to build working 

relationships with a wider variety of partners: educational, non-profit, business, arts, and racial/ethnic 

networks, and thereby equip our students for ministry that will increasingly be bivocational and take 

place in multi-cultural, non-traditional settings.  We will improve the financial position of our institution 

by reducing the size of the physical space we occupy and by monetizing excess campus buildings and 

property, and thereby reduce our costs and build our endowment.  We will solicit our community to 

invest in our future. We will affiliate with other small educational intuitions and achieve an economy of 

scale to purchase a higher level of resources for technology, marketing, and recruitment. We will tend to 

the soul of the community by increasing our awareness of racism and other forms of oppression 

embedded in our institution and in the systems in which we live. We will align other people of good will 

for justice and the repair of creation. In all, our aspiration is to be a Christ-centered community that 

empowers individuals, leaders, communities, and churches to thrive as we engage the emerging needs 

of God’s world. 

We will track our progress using measurable indicators of success. A Review Committee will evaluate the 

Tracking Document and report annually to the Board of Trustees.  Periodically the Strategic Plan will be 

revised to pursue new opportunities and address evolving priorities in the church and world.  

  



 

STRATEGIC PLAN 2020–2022  

  Lancaster Theological Seminary  

Theme: Strengthening Partnerships, Widening Inclusivity, Expanding Resources 

 

Our Mission 

Lancaster Theological Seminary educates and nurtures leaders 

to join in God’s redemptive and liberating work so that all creation may flourish. 

  

I.  Situational Analysis  

 

Lancaster Theological Seminary enters its 195th year facing a significant leadership transition 

with the June retirement of its 11th President, Dr. Carol Lytch, after nine years of service. An 

interim president will serve during the months when the Seminary seeks its next settled 

president. This top leadership change occurs as two other senior leaders begin their service. 

The new Dean and Vice President of Academic Affairs Vanessa Lovelace is completing her first 

year. The new Vice President of Advancement Jennifer Thompson begins her first months in the 

critical final year of a three-year, $9 million capital campaign. Vice President of Operations and 

Finance Elizabeth Bennett continues in year eight of her service and the majority of our regular 

faculty continue long tenures of 20-25 years of teaching. 

The Seminary charts its direction for the next three years in the context of a changing 

situation in the environment. National trends that show declines in church attendance and 



 

membership, and less demand for graduate theological education. Despite difficult 

circumstances, the Seminary has overcome obstacles to stabilize enrollment and finances, offer 

new curricula, and improve the campus.  

To be an accredited theological school, the Association of Theological Schools1 and the 

Middle States Commission on Accrediting2 require seminaries to create a strategic plan. We 

welcome this requirement because it creates an occasion for us to evaluate opportunities and 

respond to changing conditions. It helps us to responsibly steward the resources and unique 

gifts we offer the church and the world.  

As we approached our task, we noted that we accomplished much through our two 

strategic plans of the last eight years.  Our 2012–2016 Strategic Plan focused on strengthening 

foundational elements of the Seminary including clarifying our identity, supporting academic 

and formational excellence, increasing enrollment, and ensuring the ongoing financial vitality of 

the Seminary. See Appendix A for a list of progress and key accomplishments. 

Our 2017–2019 Strategic Plan focused on cultivating a more diverse and transformational 

community, ensuring greater student success, becoming a regional convener for public 

engagement, redesigning the campus, and renewing fiscal resources. See Appendix A for a list 

of progress and key accomplishments. A summary of lessons we have learned and our key 

accomplishment and biggest challenge are as follows. 

 

 
1 ATS General Institutional Standard 1.2.1 to provide “comprehensive institutional planning.” 
2 MSCHE Standard VI – Planning, Resources, and Institutional Improvement. 



 

 

Lessons learned: positive past strategic planning practices 

● We used community-wide processes to develop the overall framework and goals, 

garnering the best thinking of the stakeholders.  

● We tracked progress indicators as the plans were implemented, allowing us to build 

toward the long-term goals because each year’s objectives followed prior year 

accomplishments.  

● We established a Review Committee to monitor the progress tracking document, report 

progress to the Board of Trustees each year, comment on the effectiveness of the work, 

and present an overall assessment to the Board at the plan’s conclusion. 

● We changed the plan in response to unanticipated opportunities that fit our mission and 

priorities. For example, we have become a satellite campus for a new national program 

for mentoring women of color in ministry, and we incorporated the Pennsylvania 

Academy for Ministry into our organization to offer non degree classes for lay ministers.  

 

Lessons learned: challenges in past strategic planning 

● We learned that we would need to find a way to encourage some stakeholders who 

worked on strategic plan development to stay involved during the plan implementation. 

● We learned that we would need to carefully consider expenditures for projects that 

arise outside of the strategic plan. For example, we learned that it is necessary to 

consider what donors are willing to fund even if the project does not fit criteria in the 



 

strategic plan. We also incurred significant scholarship expenses by enrolling students 

from Africa. 

● We learned that some new programs require professional marketing analysis to 

determine their potential viability instead of relying on our hunches or 

recommendations of “experts.”  

● Senior leadership changes disrupt our small organization’s ability to achieve some goals.  

 

A Key Accomplishment Since the Last Strategic Plan: The Two Track MDiv Degree 

In 2015, the Seminary began to offer its core degree program--the MDiv--in two tracks. 

The 3-year weekday track offers classes Tuesday through Friday during the day and the 4-year 

weekend track offers classes Friday evening through Saturday afternoon with more 

components offered online. Since our last Strategic Plan was launched in 2017, we have noted 

many advantages of the two-track MDiv and noted, as well, some unmet expectations.   

Advantages of the two-track redesign are many. The sequenced courses in a tighter 

curriculum with fewer credits achieves the goals of the MDiv with a more predictable schedule, 

allowing students to maintain outside paid employment.  The weekday students can keep 

evening and weekend jobs; the weekend students can work Monday through Friday weekday 

jobs.  The cost is also predictable. Students are charged a flat fee tuition that includes all extra 

costs, including a required two-week cross-cultural immersion trip and two enrichment courses 

to be taken after graduation. The two-track MDiv is designed to help minimize educational debt 

as students can plan for predictable expenses and graduate on a predictable schedule. In 



 

addition, incoming classes experience the program as a cohort and establish life-long peer 

relationships. 

The Seminary needed to adjust teaching and staffing when the second track was added.  

Each of the courses in the MDiv is taught twice during, and the number of faculty hours needed 

is doubled.   With the students divided in two cohorts, the number of students per class is 

smaller, and sometimes the number of students in a course is below the desired number 

required for a course to be cost effective.   

While we had hoped enrollment would increase and fill out each track to provide greater 

tuition revenue, we have struggled to reach the desired level of enrollment.  The revenue line 

that has suffered most in this transition has been net tuition revenue.  Even with this challenge, 

we find that many of our students say they could not attend seminary if they did not have the 

options we offer.  We are encouraged by factors that point to a slow but steady increase in 

enrollment in the total of all degree programs. We now allow a greater number of students to 

enroll mid-year.  We utilize management software and additional recruiters to enhance the 

Admissions Department’s effectiveness.  Both enhancements were made possible by a gift 

through the capital campaign. We plan to continue offering the two-track MDiv. In summary, 

the dual MDiv program has not solved our financial challenge; achieving long-term financial 

sustainability remains our biggest challenge. 

  

 

 



 

Our Biggest Challenge: Financial Sustainability 

Our long-term financial projections show that while we will operate with adequate 

resources and achieve financial equilibrium through Fiscal Year 2022, we expect some large 

five-year gifts to be paid out at the end of that period.  Thus, we have been planning 

energetically to assure a financially sound future. Our key actions since 2015 are described in 

the following six-part description. 

A. Early Formation of Strategic Partnership Committees and Task Force 

Beginning in 2015, several committees and task forces were commissioned to improve 

enrollment, finances and address deferred maintenance.  Specifically, in 2015 we 

launched the Strategic Partnerships Task Force to explore partnerships with other 

institutions to offer dual degree programs and other shared arrangements, including 

mergers.  We also investigated the sale of the campus with a lease-back arrangement or 

a move to another location.  The results were modest.  

 

We established degree-completion programs with a nearby college and a Catholic 

seminary in a neighboring state, but both programs have not yielded the desired 

enrollment.  With the weakening of several of the seminaries in our region, the option 

of a merger with any of them was not determined to be desirable.  The larger 

seminaries approached were not interested in a merger that would keep a campus in 

Lancaster which is our desire. 

 

B. Optimized Utilization of Campus Assets 



 

 

An additional strategic effort undertaken in 2015 was to explore better utilization and 

optimization of our campus.  The number of students seeking campus housing has 

declined and there were vacant apartments and dorm rooms.  We rented them out 

primarily to the students from Franklin & Marshall College.  We rented out our refectory 

to a caterer. We rented offices and classroom space to others. While this helped, the 

auxiliary income did not make up the difference in the weak tuition revenue stream.  

Formerly, we projected that one-third of the budget would be derived from tuition 

revenue.  Now it is on average 20% – 25%. 

 

C. The Capital Campaign 

 

In 2016 we solicited and received a leadership gift of $3 million for a campaign.  The 

Seminary had not conducted a campaign in more than a decade. Without a well-curated 

donor base or first-hand knowledge of running a campaign, we engaged campaign 

consultants who helped us conduct a feasibility study and develop a case for support.  

 

One goal of the campaign focuses on the restoration of the Lark Building, the iconic 

structure with our bell tower that houses our classrooms, chapel, and administrative 

and faculty offices.  Another campaign goal is to enhance “student success” 

(scholarships, upgrades to technology in the classrooms, enhanced recruitment).  We 

are 77% on our way to fulfilling a $6 million goal in gifts and pledges by our target date 



 

of June 30, 2020.  We aim to raise an additional $3 million in planned gifts to build the 

endowment. We are one-third of the way to achieving the second goal by the target 

date of December 31, 2020. The timeline is likely to be extended because of the global 

pandemic beginning in 2019 and intensifying in March 2020. 

With the early receipt of some initial gifts to the campaign, we have been able to 

increase scholarships, enhance recruitment, and renovate the chapel and other parts of 

the Lark building.  The activities of the campaign such as monthly concerts in the chapel 

and periodic public “Tuesday Talks” by professors attracted attention and donors to the 

Seminary.  We are encouraged and hope to reach our targets as the safety requirement 

for “social distancing” relaxes.   

 

D. Enrollment, Partnerships, and Campus Optimization 

 

In 2017, the President formed the Task Force on Optimization comprised of trustees, 

faculty, administrators, staff, and community members.  Divided into working groups, it 

developed strategies for reaching realistic enrollment targets, developing a plan to 

improve the campus, and plan for long-term financial sustainability through 

partnerships. The working group on enrollment considered options for investing new 

funds available from an early gift to the campaign designated for increasing enrollment. 

They evaluated the return on investment on proposed options to enhance the 

admissions process.  As a result, we 1) expanded the number of recruiters from one 

half-time to two full-time positions; 2) purchased Customer Relationship Management 



 

software to enhance personal communication with prospective students; and 3) 

increased the average need-based scholarships award. The working group on 

partnerships explored collaborations and merger with other institutions in higher 

education. We began the initial discussion with the Episcopal Diocese of Central 

Pennsylvania that led in 2019 to our certificate program in Anglican Studies. The 

working group on leveraging property explored options such as converting the 

dormitory to a boutique hotel and renting the apartments as affordable housing. We 

decided not to invest in the additional staffing that would have been required to branch 

out into developing and managing property unrelated to our educational mission.   

 

E. Promising Real Estate Development Proposal 

 

In May 2018, the Seminary was approached by a for-profit developer who explored a 

long term land lease arrangement with the seminary allowing us to retain ownership of 

the land and remain in the buildings that were essential to continuing our educational 

mission while providing us with additional income and alleviating our property 

maintenance expenses.  We entered into a memorandum of agreement and a non-

disclosure agreement for a year and shared that confidential information with trustees 

in executive session. While the developer decided not to go forward, we began to see 

how monetizing our campus could be a good strategy for achieving financial 

sustainability if we found the right partner. 

 



 

F. Exploring Current Partnership Opportunities  

We continued to explore various kinds of partnerships.  We discovered that an 

institutional merger may not be feasible as we witnessed the difficulties of other 

seminaries who have merged.  Instead, we are interested in exploring shared services 

affiliations.  We are aware that new shared affiliation organizations are developing 

around the country and have achieved success for some colleges and universities.3  As a 

small institution, achieving an economy of scale through an affiliation would improve 

our work by allowing us purchase increased services, especially in marketing and 

recruitment.  We also continue to seek partnerships to leverage our property through 

rentals and sale. 

 

G. Ongoing and Future Strategies for Financial Sustainability    

In 2019 we had a slight operating surplus. This was achieved while maintaining an 

endowment draw at the recommended 5% level. We believe that a 5% spending rate is 

prudent, and we will maintain that spending rate going forward.  Our endowment 

performed especially well in 2019, growing to nearly $15 million, a gain of over a million 

dollars from the previous year. 

We now believe that one of the most promising strategies is to sell our campus and 

lease back just the buildings we need. This idea has been mentioned in annual 

President’s Reports to the Trustees since 2016, and those reports have been shared 

 
3 Ppt. presentation from Association Governing Bodies on Affiliation with Shared Services Organizations.  

February 2020. 



 

with advisory alumni/ae and faculty members attending trustee meetings.  One 

important consideration in selling the campus is keeping our promise to a major donor.  

In 2017 we entered into an agreement with a donor to name the campus for the 

duration of it being located on the corner of College Avenue and James Street.  Legal 

advisors verified that if we were to sell the campus and leaseback the Lark building 

which is located on that corner, we continue to fulfill our agreement with the donor.   

The key strategies of our financial plan (Goal #2) are as follows (in order of priority): 

1. To be good stewards of our resources and prepare for a campus redevelopment. 

2. Continue to build a robust gift solicitation plan to increase the annual gift 

revenue stream and to increase endowment. 

3. Optimize operating expenses which may include affiliating with a shared services 

organization. 

II. The Planning Process 

 In October 2018, the Board of Trustees authorized a process to design the 2020–2022 

Strategic Plan. Over a nine-month period, a three-person strategy team led the process. It 

consisted of President Carol Lytch, Trustee Monica Dawkins-Smith, and Professor Julia M. 

O’Brien. The strategy team and senior leaders selected Kedren Crosby, the founder and 

principal of the consulting firm Work Wisdom, to lead this process. Living in a rapidly changing 

environment and desiring to be nimble and creative, we intentionally deviated from using a 

SWOT analysis, an older process based on identified strengths, weaknesses, opportunities, and 

threats. We chose to use Work Wisdom’s methodology that emphasized building on the 



 

strengths of the organization, aligning with its culture, reacting with agility to opportunities and 

disruptors, and minimizing planning time. The goal of this process was: “To create and sustain a 

competitive advantage by aligning our discerned values, culture, identity, and behaviors to 

achieve our winning aspiration.”4 The process deliverables were: a collective aspiration, core 

values, a strategy screen, the big question/s, and tactics to answer the big question/s.   

We began with a survey of internal stakeholders (trustees, faculty, administrators, staff, 

students) and interviews with external stakeholders (a sample of theological educators from 

other seminaries and community leaders who know our Seminary). The purpose was to 

understand perceptions of market needs, LTS differentiators, core values, organizational 

identity, aspirations, and strategic focus areas. Work Wisdom presented the results and an 

analysis to trustees, faculty, and senior administrators. 

Next, we held a daylong retreat for trustees and faculty. We began with an 

environmental scan of trends in North American theological education led by Chris Meinzer, 

Director of Finance of The Association of Theological Schools. Lancaster Seminary is in the 

category of smaller, freestanding Mainline Protestant seminaries. We reviewed data on key 

indicators of vitality such as student recruitment, enrollment, finances, student satisfaction, 

and degree completion rates. We compared our data with the larger trends and discovered that 

our data matched general trends including the high ratings most seminary students give their 

 

4 The firm was recommended by other organizations we knew, such as the Episcopal Diocese of Central 

Pennsylvania, the Chamber of Commerce, and the Lancaster County Community Foundation. 

 



 

faculty. We also noted some differences: our Seminary has no debt and we have minimized 

spending increases more than other seminaries (even though we exhibit other indicators of 

financial stress). After this, Work Wisdom guided us through conversations using the results 

from the surveys and interviews. We sifted through perceptions of market needs, LTS 

differentiators, core values, organizational identity, aspirations, and strategic focus areas to 

create a first draft of our core values, winning aspiration (later renamed our collective 

aspiration), and key differentiators. 

The process continued through a total of four strategy sessions concluding in July 2019. 

Some sessions involved trustees and faculty while other sessions included external 

stakeholders, students, judicatories, and community partners. We discussed our ideas in small 

groups and plenaries, and we were guided through a process of sifting many ideas to choose 

the ones with the greatest resonance. The strategy team then met to further refine the results 

to determine priorities and sequencing.  

This series of guided discussions helped us to articulate statements, goals, criteria, and 

strategies. We were taught distinctive strategy terms to stimulate new ways of thinking and 

assessing the Seminary’s desired future direction.  The process outputs are as follows: 

We defined our collective aspiration, “a high-altitude statement that is possible but not 

probable. It is what ultimate success looks like.”5  This is our collective aspiration:   

As a Christ-centered community, we empower individuals, leaders, communities, and 

churches to thrive as we engage the emerging needs of God’s world.   

 
5 Terms and definitions come from Work Wisdom. 



 

 

The collective aspiration is similar to the mission statement that guides our work, but it 

is a more general expression of an end goal, a telos. We decided to retain our current mission 

statement: Lancaster Theological Seminary educates and nurtures leaders to join in God’s 

redemptive and liberating work so that all creation may flourish. The collective aspiration and 

the mission statement are complementary even if they overlap.  

Next, we restated our core values, our “deeply held beliefs that guide our behavior and 

decision-making,” as follows: 

As a Christian seminary: 

We value critical theological reflection in scholarship and practice. 

 

We value diversity of perspectives and faith traditions. 

 

We value our students for who they are and who they are becoming, 

not just for what they know. 

 

We value social justice. 

 

We value faithful stewardship of time, talent, and resources. 

  

 Then we named our differentiators, i.e., the “strongest abilities that are unique aspects 

of our organization.” Differentiators distinguish us from similar organizations by highlighting 

our distinctive characteristics. Our differentiators are: 



 

1. We pursue diversity in theology and practice of ministry. 

2. We empower students to bring their diverse voices and backgrounds to the learning 

experience. 

3. We provide a holistic spiritual formation that includes cross-cultural learning and field 

education. 

4. We actively work toward inclusivity and racial justice in community. 

5. We are an inclusive and safe space in the region for people of color, the LGBTQ 

community, and women who aspire to leadership. 

 

Next, we designed a strategy screen, “a list of criteria, filter questions or standards against 

which we test various strategic options.” We will use these questions to evaluate unanticipated 

future opportunities. The strategy screen questions are: 

 What are we evaluating? 

1. To what degree do we understand the challenge or opportunity? 

 Can we consider it at all? 

2. To what degree does this meet our mission/values and align with God’s purpose for 

this institution? 

3. To what degree does this meet/fit into the scope of our strategy? 

 Can we consider it now or in the near future? 

4. To what degree is this financially feasible, sustainable, or income generating?  

5. To what degree are innovation and risk balanced? 



 

 

What benefits will it offer the Seminary? It should contribute to at least two of the 

following: 

6. To what degree does this help to create effective leaders who can guide the church 

into the future? 

7. To what degree does this help to create public theological discourse? 

8. To what degree does this promote partnerships that advance the mission? 

9. To what degree does this lead to a more just future for individuals and communities? 

10. To what degree does this expand our understanding of ministry? 

 Before we proceed, we must ask: 

11. To what degree has decision-making about this particular issue been truly inclusive?  

 

Articulating our collective aspiration, core values, differentiators, and strategy screen 

questions leads us to the critical step in shaping strategy: naming the big question or questions. 

The Seminary must address these questions to move us beyond our current position. Our three 

big questions are: 

• How will we become even more relevant in advancing God's mission in our rapidly 

changing society? 

• How will we become more financially secure for the long term? 

• How will we become a greater source of hope and healing? 

 



 

The final group activity of the planning process was to brainstorm answers to the big 

questions. In Work Wisdom parlance, the answers are called tactics, i.e., “specific activities that 

we do to answer the big questions.” We gathered 30 people in small groups to generate the 

answers or tactics. There were 100 answers overall: 19 answers addressed Question 1; 18 

answers addressed Question 2; and 63 addressed Question 3. The strategy team consolidated 

the 100 answers by strategic areas, resulting in 35 tactics. The trustees and faculty ranked the 

tactics using the strategy screen. The tactics that ranked highest shaped the first year of the 

strategic plan. 

With the identification of the tactics, Work Wisdom’s work with us was finished. The 

Seminary then began the task of operationalizing the tactics into a plan, led by Dean Vanessa 

Lovelace. She restated the three big questions as the three goals: 

• Become even more relevant in advancing God’s mission in our rapidly changing society.  

• Become more financially secure in the long term. 

• Become a greater source of hope and healing. 

The Strategy Team, noting that partnership was a dominant theme of the tactics (now renamed 

as “objectives”)6, agreed to differentiate the kinds of partnerships. We noted that there was a 

mandate to expand beyond the usual church partners to new sectors. We decided to 

strengthen existing partnerships, especially as we start, and build new ones to try bold new 

things.   

 
6 We adapted the Work Wisdom language to use terms that are more readily understood by all (goals, objectives, 

and action steps). 

 



 

 Dean Lovelace sketched out a first draft of the operational plan for the first year and 

noticed a second dominant theme: widening inclusivity. Other senior leaders Carol Lytch, 

Elizabeth Bennett, and Anne Thayer (Acting Dean) agreed that this theme is one of our 

differentiators as we pursue theological, denominational, racial, gender, and sexual diversity. 

We want to widen inclusivity in our internal and external relationships by increasing 

connections with members of the African diaspora communities and the Latino/a/x 

communities. 

 Senior leadership noted that the most urgent of the three big questions asks, “How will 

we become more financially secure for the long term?” We named a third critical theme: 

expanding resources. A Task Force for Long-Term Financial Sustainability drafted a Financial 

Plan that is incorporated in the 2020-2022 Strategic Plan as Goal #2. 

 In summary, the title of this plan captures the three themes that emerged as we 

analyzed the answers to the big questions: Strengthening Partnerships, Widening Inclusivity, 

and Expanding Resources.  This is the foundation of our strategy moving ahead.   



 

III. Framework of the 3-year plan 

Mission Statement:  

Lancaster Theological Seminary educates and nurtures leaders to join in God’s 

redemptive and liberating work so that all creation may flourish. 

 

Collective Aspiration:  

As a Christ-centered community, we empower individuals, leaders, communities and 

churches to thrive as we engage the emerging needs of God’s world.   

 

Values:     

As a Christian seminary: 

We value critical theological reflection in scholarship and practice.  

We value diversity of perspectives and faith traditions. 

We value students for who they are and who they are becoming, not just what they 

know.  

We value social justice.  

We value faithful stewardship of time, talent, and resources. 

 

Goals: 

Become even more relevant in advancing God’s mission in our rapidly changing society. 

Become more financially secure in the long term. 

Become a greater source of hope and healing. 

 



 

IV. Goals, Objectives, and Next Steps 

GOAL 1: Become even more relevant in advancing God’s mission in our rapidly changing 

society.   

Objective 1.1 

Proactively seek civic, ecumenical, and interfaith partnerships to build relationships that 

go beyond congregations to address the needs of society and culture. 

Action Steps: 

1.1.1 Evaluate and build on the relationships with our current ecumenical and 

interfaith partnerships, such as the Stevenson School for Ministry Certificate in 

Anglican Studies, Saint Mary’s Ecumenical Institute, Baltimore, Parish Resource 

Center, and Inter-Seminary Initiative.7  

1.1.2 Build and establish at least one new civic partnership that aligns with our values 

and mission, engages our traditional constituency, and extends to the wider 

Lancaster community, such as the Lancaster Community Action Partnership of 

Lancaster County (including its Reentry Coalition) and the Lancaster County 

Community Foundation.  

1.1.3 Continue our ongoing outreach to Lancaster African American and Latino/a/x 

civic and religious communities through our African American Advisory Council 

and Latino/a/x Advisory Council by supporting at least one local event sponsored 

 
7 The goal is to reach an 80 percent satisfaction rate using a Likert type scale that measures, for 

example, shared values and goals, number of participants, communication, etc. 



 

by the respective communities, such as the Latin American Festival hosted by the 

Latin American Alliance and the Annual Martin Luther King Jr. Service sponsored 

by the Lancaster NAACP. 

1.1.4 Host a meeting of our advisory councils constituent partners such as IntraCity 

Progressive Pastors Association (ICPPA) and Confraternidad de Pastores 

Hispanos de Lancaster (The Fellowship of Lancaster Hispanic Pastors) to offer our 

gift of hospitality. 

 

Objective 1.2 

Build institutional partnerships that help accommodate the needs of our bivocational 

students. 

Action Steps: 

1.2.1  Explore and apply for at least one grant that offers training and/or positions at 

Lancaster Theological Seminary to equip current and future bivocational pastors 

in ministerial leadership skills that they will need for a thriving bivocational 

ministry. 

1.2.2  Recruit adjunct faculty to teach electives on bivocational ministry and develop 

and implement at least one event and/or program that offers training in 

bivocational ministry leadership on campus and/or at field education sites that 

address the needs of bivocational students, such as financial literacy, time 

management, strategic planning, and attendant theological issues. 



 

1.2.3  Leverage our marketing advantage of offering the two-track Master of Divinity 

Degree and other student resources, such as the student financial literacy 

program as a way to continue to creatively and vigorously recruit students for 

our Masters’ Degree programs. We will measure this advantage based on the 

results of the Entering Student Questionnaire and Graduate Student 

Questionnaire that asks about current engagement in ministerial work and 

bivocational intentions, debt, and important factors in deciding to enroll in this 

institution. 

 

Objective 1.3 

Create connections between the Seminary, the Lancaster business community and 

community benefit organizations through collaborations around social justice and the 

arts. 

Action Steps: 

1.3.1  Investigate the city of Lancaster’s rich arts and cultural heritage and identify at 

least three to five organizations or programs for mutually beneficial partnerships 

between Lancaster Theological Seminary, the Lancaster business community, 

and community benefit partners around social justice and the arts.  

1.3.2  Build on our partnership with the Pennsylvania College of Art and Design and 

pursue at least one joint project, such as shared educational resources, 



 

continuing education and life-long learning courses, and chapel artwork.  

1.3.3  Explore a grant that will allow us to identify artists and arts groups who might 

have a shared connection with the Seminary’s mission and values to invite them 

to teach and/or lecture about the relationship between theology, social justice 

and the arts. 

GOAL 2: Become more financially secure for the long-term.  

Objective 2.1  

To be good stewards of our resources and prepare for a campus redevelopment plan.  

 

            Action Steps: 

 

2.1.1 Assemble a team of professionals, including those with expertise in real estate  

to assist us with all important aspects of the campus redevelopment.  

2.1.2 Proactively pursue alternatives for the campus that will allow us to realize value 

from our property while continuing our educational mission. 

 

2.1.3 Communicate with those who are directly affected by potential campus 

redevelopment. 

 

2.1.4 If the exploration does not move forward, look at the potential to engage a 

broker to market our campus property. 

 

Objective 2.2 

Continue to build a robust gift solicitation plan to increase the annual revenue stream 

and to increase endowment. 

 

Action Steps: 

 



 

2.2.1     Development Plan for Annual Fund is revised by new VP of Advancement. 

 

2.2.2     The Comprehensive Capital Campaign Plan Timeline activities are executed. 

 

 

Objective 2.3 

 

Optimize operating expenses which may include affiliating with a shared services 

organization. 

 

Action Steps: 

  

2.3.1 Conduct a review of expenses and organizational structure. 

 

2.3.2  Investigate options for participation in shared services organization through AGB 

(Association of Governing Bodies) and MSCHE (Middle States Commission on Higher 

Education). 

 

2.3.3 Check references on others who have participated in shared services 

organizations. 

 

GOAL 3: Become a greater source of hope and healing. 

Objective 3.1 

Increase our awareness, as individuals and as a seminary community, of our 

unconscious or implicit biases (racism, sexism, etc.). 

Action Steps: 

3.1.1  Remove the Schaff name from the library building. 

3.1.2  Establish an ongoing commission to investigate and reflect on the impact 

 of racism and slavery still present at the Seminary. 



 

3.1.3  Establish a protocol to ensure that each trustee, faculty, and staff 

member completes diversity and inclusion training, such as the YWCA Racial   

            Equity Institute, at least once every five years. 

3.1.4  Train a staff member to offer in-house diversity and inclusion training to 

students, faculty, and staff. 

3.1.5  Install a campus interactive interpretive display that educates and invites 

reflection on the Seminary’s history and raises awareness of racism. The 

success of Objective 3.1 will be measured by the student course 

evaluations and senior retreat reflections. 

Objective 3.2  

Continue to expand diversity in our educational offerings. 

Action Steps: 

1.2.1 Prioritize the recruitment of faculty who fit into the Seminary’s mission 

and commitment to racial/ethnic diversity by being intentional about 

reaching out to our networks that make up the constituencies that we 

seek to serve, such as the Society for the Study of Black Religion, 

Association of Asian/North American Theological Educators, and Hispanic 

Summer Institute.8 

 
8 https://www.ats.edu/uploads/resources/publications-presentations/documents/diversity-in-theological-

education-folio.pdf. 

https://www.ats.edu/uploads/resources/publications-presentations/documents/diversity-in-theological-education-folio.pdf
https://www.ats.edu/uploads/resources/publications-presentations/documents/diversity-in-theological-education-folio.pdf


 

Objective 3.3 

Engage in difficult but respectful conversations that bring about hope and healing.  

Action Steps: 

3.3.1 Evaluate the effectiveness of diversity and inclusion training and 

education based on 80% of students indicating their satisfaction on 

course evaluations that helps them to begin the practice of engaging in 

dialogue that helps bring hope and healing.  

3.3.2 Apply for a faculty development grant for faculty to receive training in 

trauma-informed pedagogy. 

3.3.3 Offer electives and courses in the 2020-2021 continuing education and 

life-long learning opportunities for clergy and lay persons in trauma, 

healing communities, domestic violence response, and/or other related 

topics. 

3.3.4 Explore additional creative opportunities to engage in difficult 

conversations around sensitive issues and invite at least or participate in 

at least one group, such as partnering with The Common Ground Project 

founded by Todd Allen, Provost for Diversity Affairs at Messiah College 

that engages in this work. 

 

 

 



 

CLOSING WORDS 

 Becoming more relevant, building long-term financial security, and bringing hope and 

healing to our community and world are three goals worth attaining. We trust that through 

prayer and corporate discernment of God’s guidance we have identified a direction that will 

advance our mission. We seek to draw closer to our collective aspiration “to be a Christ-

centered community that empowers individuals, leaders, communities, and churches to thrive 

as we engage the emerging needs of God’s world.”  

The strategic plan is not designed to name all that we will do in the next three years. 

Our primary work is teaching students. Most of our resources will be directed toward teaching 

at the same high level of excellence currently demonstrated by our distinguished and dedicated 

faculty. We will continue our efforts to increase enrollment and address infrastructure issues 

such as renovation of campus buildings. We will continue to recruit talented trustees and 

support their overall governance role in concert with the president and faculty.   

We note that the year ahead will include significant leadership change and transition. 

We will accomplish this in a time of widespread insecurity because of a global pandemic that 

inflicts worldwide suffering and uncertainty in the economy. In setting goals for 2020, we must 

factor in the additional energy and attention we must give to these circumstances.  

The three themes of this strategic plan – strengthening partnerships, widening 

inclusivity, and expanding resources – grow out of our story of faith. It is in God’s design for 

human community that we are inter-related and working in partnership as the Body of Christ 



 

and with others who promote the flourishing of all creation. It is God’s design that people of 

different cultures, races, genders, and social circumstances are included and cherished as we 

seek to erase divisions and inequalities. It is in God’s generous and loving nature to provide 

resources to “do far more abundantly above all that we can ask or imagine” (Ephesians 3:20 

NRSV).  We entrust our efforts to God whom we serve. To God be the glory. 

APPENDIX A: TWO EARLIER STRATEGIC PLANS 

Our 2012–2016 Strategic Plan focused on strengthening foundational elements of the 

Seminary, including clarifying our identity, supporting academic and formational excellence, 

increasing enrollment, and assuring the ongoing financial vitality of the Seminary. Progress and 

 key accomplishments include: 

● Upgrade of our website. 

● Marketing research conducted by an outside firm.  

● Ten-year reaccreditation with both ATS and MSCHE.  

● The redesign of our two main degrees, the Master of Divinity and the Doctor of Ministry. 

These programs retained significant face-to-face learning while increasing use of online 

tools and virtual classrooms. The curricular innovations required investment in 

enhanced versions of Moodle and training faculty in new technology and pedagogy.   

● Launch of the new professional degree, Master of Arts in Ministry and Leadership, and a 

new Certificate of Theological Studies.   

● Intensified efforts to address the mechanisms that perpetuate racism and white 

privilege that impact our Seminary and the wider culture. We partnered with the YWCA 

to offer training through its Racial Justice Institute.   

● Work on financial sustainability was accomplished through task forces such as the 



Strategic Partnership Task Force and the Campus Plan Task Force. 

Our 2017–2019 Strategic Plan focused on cultivating a more diverse and transformational 

community, ensuring greater student success, becoming a regional convener for public 

engagement, and redesigning the campus and renewing fiscal resources.  Progress and key 

accomplishments include:  

● Increased programs and partnerships to serve Latino/a/x and African American

Students.

● Reduction of student educational debt.

● Deepening of the work of dismantling white privilege in the classroom.

● Animating current partnerships and starting new ones.

● Launch of a $9 million capital campaign and receipt of major gifts.

● A more stable and predictable operational budget.

● Initiation of campus renovations.

● Enhanced library services.




