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Core Ideology 
Core Ideology describes an organization’s consistent identity that transcends all changes related to its 
relevant environment. Core ideology consists of two elements: Mission is a broad statement of who we 
are, what we do, and broadly how we are doing it – today. Core Values are essential and enduring 
principles that guide the behavior of an organization. 

ULS Mission 

United Lutheran Seminary builds and sustains an affirming and diverse learning community of 
faithful, well-educated leaders skilled at guiding grace-filled encounters.  Deeply rooted in the 
history of Lutheranism within Christianity, we witness to and participate in the work of God in 
the world through spiritual leadership, public advocacy, impactful worship, and care of 
neighbor. 

ULS Core Values 

Called by the Holy Spirit as disciples of Jesus Christ, all who are part of United Lutheran 
Seminary live in God’s reign of mercy and justice and are committed to living the following 
values: 

Love – We embody God’s radical love wherever we live, learn, teach, and lead. We celebrate the 
dignity of all and embrace the multidimensional diversity within the communities surrounding 
the seminary and the world.  Love is practicing compassion, forgiveness, reconciliation, humility, 
respect, and openness. 

Inquiry – We are grounded by a biblical, liturgical, and Lutheran confessional foundation which 
equips students to be critical thinkers within and beyond their own traditions.  Students are 
formed as public leaders who listen thoughtfully to what the Spirit is saying in a forward-looking, 
and evolving context.  Inquiry is a life-long engagement with the way of Jesus. 

Community – We are more than a place. We are an academic community of hospitality that 
cultivates personal and communal well-being within the Body of Christ.  We center worship, 
model formation, and create opportunities for sustained civil discourse.  Community means 
creating connections, practicing discipleship, stewardship, advocacy, and peace-making. 

Integrity – We are accountable to God to live the grace given to us.  The seminary holds itself 
accountable to the Evangelical Lutheran Church in America, in collaboration with churches of 
other traditions.  Integrity includes rejecting physical, verbal, sexual, emotional harassment, or 
abuse. 
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Commitment – We embrace Martin Luther’s approach to theology, centering God’s love for 
what God has created, shown forth in Jesus Christ, and active in the Holy Spirit through the 
church and its ministry. We are committed to communal deliberation, which counters 
absolutism and challenges hyper-individualism. Commitment means translating theology into 
lifegiving conversations and actions, incorporating the understandings given to us through 
science, and attending to the real needs of the world. 

Our Lutheran Foundation 

As a Lutheran seminary, we embrace and critically reflect on Martin Luther’s approach to 
theology. This means prioritizing God’s deep love for all God has created as shown forth in Jesus 
Christ, and active in the Holy Spirit through the church and its ministry.  In openness and trust, 
we commit ourselves to communal inquiry and ecumenical dialogue among the traditions 
represented at the seminary. We do this with humility and in the hope of avoiding narrow 
dogmatism and hyper-individualism. This way of doing theology also attends to the real needs of 
the world, engages in interreligious conversation, incorporates the understandings gained 
through science, and translates theological commitments into lifegiving conversations and 
actions. 
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ENVISIONED FUTURE 
The envisioned future conveys a concrete, yet unrealized, vision for the organization. It includes a 
vivid description of a desired future including how the world could be different for key stakeholders, 
and a vision statement—a clear and compelling catalyst that serves as a focal point for effort, the 
intersection of what a group is passionate about, what they do best, and what they can marshal the 
resources to accomplish. 

ULS’ VIVID DESCRIPTION OF A DESIRED FUTURE 
ULS sets the standard in developing well prepared Christ-centered leaders, formed by Lutheran 
and ecumenical theological commitments.  ULS graduates are trained to engage the contexts in 
which they serve by living into the Gospel and guided by the Holy Spirit.  They practice grace, 
demonstrate love, and enable others to live the love of Jesus. 

During their intentional time of study with faculty and staff, students grow in relationship with 
the Triune God and one another, developing their skills as leaders. At ULS students also gain an 
understanding of the realities of the black church, the rural church, and the urban church, and 
how to connect with congregations and faith communities of diverse foundations and futures. 

The ULS community continues to support graduates as they inhabit their leadership roles, 
translating what they have learned to meet the real-world challenges they face. Organizations 
served by ULS graduates are growing in faith and energy and are making a difference in their 
communities.   

People of all faith traditions, backgrounds and identities seek out ULS to be part of an abiding 
community of learning that welcomes all to love and learn to better serve God, the church, our 
neighbors, and the world. 
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VISION 
A single 10 to 15 year bold, courageous destination that defines the future direction. The vision 
should be so clear and compelling that it requires little or no explanation. Other characteristics of the 
vision: 
 Has a huge challenge with a clear finish line.
 Should fall well outside the comfort zone - do-able but with heroic effort and much luck (or in

ULS’ case, prayer!).
 Will stimulate activity and commitment beyond present leadership.
 Is a catalyst for team spirit.
 Applies to the entire organization.
 Requires 10 to 15 years to complete.

Empowered by the Gospel to preach, teach, lead, and cultivate flourishing communities within 
a just and sustainable world. 
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Goals (3–5 Years) 
Goals represent outcome-oriented statements intended to guide and measure the organization’s future 
success. The achievement of each goal will move the organization towards the realization of its 
Envisioned Future. 

GOAL A: GROWING AND EQUIPPING LEADERS 

ULS cultivates skilled leaders formed by Lutheran and ecumenical commitments to serve communities 
and congregations with confidence, compassion, and creativity. 

GOAL B: SUSTAINING A LIFELONG COMMUNITY OF LEARNING 

ULS sustains a lifelong community of learners growing in faithful service to the Gospel; building 
relationships and addressing the needs, joys, and hopes of diverse peoples and communities, in 
effective ministry and public leadership. 
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Objectives, Indicators of Progress and 
Strategies 

Supporting objectives further clarify direction and describe what the organization wants to have 
happen. In other words, these are descriptive statements of what constitutes success in measurable 
terms. Objectives indicate a direction: increase, decrease, all, none, more, reduce, consolidate, abandon, 
more, less, fewer etc. Objectives have a three to five-year timeframe and are reviewed every year by the 
Board.  

Indicators of progress describe in broad strokes what ULS should be able to observe as we move toward 
accomplishing the goals. These indicators lead us to identify why we are, or why we are not making the 
progress we had anticipated and how we might adjust our strategies.  They are designed to serve over 
the full term of the plan and are reviewed every year by the Board and may be adjusted as needed. 

Strategies describe how ULS will commit its resources to accomplishing the goal. They bring focus to 
operational allocation of resources and indicate an activity – redesign, refine, create, identify, revise, 
develop, improve, enhance, implement, establish. Strategies have a one to three-year timeframe 
reviewed every year by the Board. Strategies set strategic priorities for committees, staff, and all other 
work groups. 

GOAL A: GROWING AND EQUIPPING LEADERS 

ULS cultivates skilled leaders formed by Lutheran and ecumenical commitments to serve communities 
and congregations with confidence, compassion, and creativity. 

Draft Objectives: 

1. Curriculum Skills
• Increase implementation of required courses on leadership.
• Improve Lutheran pastors’ preparedness to teach their congregations in the basics of the

Lutheran faith.
• Increase students’ ability to address divisions in the community through understanding,

support, and appreciation for people of all backgrounds, identities, and faith traditions.
• Increase students’ ability to develop and maintain the sustainability of their

congregations.
• Increase curriculum focus on the God-given gifts of critical reasoning, leadership,

compassion, and resilience, and inspire graduates to courageous public witness in the
world, including potentially unsafe spaces.

• Increase partnerships with strong institutions for both continuing curricular offerings
(e.g., Temple, Yale, and global opportunities) and innovative curriculum strategies (e.g., 3
+ 3 BA/MDiv).
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2. Integration of Leadership into all aspects of the curriculum
• In addition to any theological training, increase use of external resources in

organizational behavior or a similar discipline to teach students how to lead.
• Increase internship opportunities.
• Increase academic collaborations.
• Inspire graduates to courageous public witness in the world.

3. Modeling Leadership/Practice
• Improve integration with spiritual formation.
• Improve integration with contextual education.
• Increase number of graduates active as public leaders, evidenced by op-eds, publications,

social media presence.
• Discover and share stories of alumni impact.
• Increase ULS community interactions.
• Increase students’ ability to address divisions in the community through understanding,

support, and appreciation for people of all backgrounds, identities, and faith traditions.
• Increase modeling and development of Christian community through prayer and

worship.
• Increase modeling and sharing of success stories of courageous public witness in the

world including potentially unsafe spaces.
• Increase opportunities for distributed learners to participate in community life.

4. Recruitment
• Increase faculty preparedness and opportunities for engagement in seminarian

recruitment/candidacy.

Draft Indicators of Progress: Metrics/milestones over the 3–5-year life of the plan 

1. Increase critical measures of leadership skills within the curriculum, by utilizing artificial
intelligence and other data analytics to measure baseline and acquired skill attributes (see
our current student (and soon-to-be alum), Tim Perlick’s, start-up: https://dexl.com/).

2. Decrease number of graduates with failed first calls, defined as less than 3 years of
continuous service and/or departure from rostered leadership before 5 years.

3. Increased ecumenical/non-Lutheran engagement.

4. Improved student retention.

Potential Strategies: Operational activities, resources allocated within 1-3 years 

A. Solicit feedback from past graduated students what they feel we could have done better to
equip them as leaders.

B. Others to be determined.

https://dexl.com/


   ULS Strategic Plan 

8 

GOAL B: SUSTAINING A LIFELONG COMMUNITY OF LEARNING 

ULS sustains a lifelong community of learners growing in faithful service to the Gospel; building 
relationships and addressing the needs, joys, and hopes of diverse peoples and communities, in 
effective ministry and public leadership. 

Draft Objectives: 
1. Recruitment/Engagement

• Increase potential program participant interaction to identify needs.
• Create programs/training for recruitment for seminary education.
• Discover and share stories of alumni impact.

2. All programs
• Increase partnerships with alumni and other leaders to create courses and curricula of

value.
• Increase partnerships with strong institutions for continuing curricular offerings (e.g.,

Temple, Yale, and global opportunities).
• Increase modeling and development of Christian community through prayer and

worship.
3. Alumni Programs

• Create/support alumni cohort groups (including across divides, within and across racial
and gender identity groups, ATSI).

• Improve partnerships with Synods and Bishops for contextual education.
• Offer practical and spiritual support and training post-graduation.
• Create alumni trips/familiarization tours.
• Increase alumni participation in continuing education events.

4. Lay Programs
• Institute a program of 5 events on each campus annually with a goal of an average of 20

attendees.
5. Congregational Programs

• Offer models for knowledge transfer to congregations and other communities.
• Maintain and develop the sustainability of congregations.

6. Preparatory Programs for Future Seminarians
• Improve students’ spiritual and practical preparation for seminary.

Draft Indicators of Progress: Metrics/milestones over the 3–5-year life of the plan 

1. Increased engagement of alumni (# and $$).
2. Increased communication/awareness.
3. Increased numbers of non-Lutheran participants.
4. Increase enrollment in goal B programs by 25% in five years.
5. Show growth in the number of attendees each year.
6. Increase use of evaluation and data for continual improvement.
7. Increase/include interfaith/non-Lutheran relationships.
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8. Leverage the database (75K).

Strategies: TBD, operational activities, resources allocated within 1-3 years 
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Appendix A - MEGA Issue Identification and Next Steps 

“MEGA” Issues are issues of pervasive and lasting importance to the organization that require 
additional attention. The ULS Strategic Planning Task Force identified several Mega issues for 
consideration and follow up, in the context of an approved strategic plan.  

ULS’ TOP MEGA ISSUE 

What does it mean to be a Lutheran institution? Why does that matter? How does it help 
define ULS’ uniqueness? Please see the statement “Our Lutheran Foundation” above in the Core 
Values section. 

ADDITIONAL MEGA ISSUES 

• Physical Plant. “For the foreseeable future, we are committed to maintaining three
“campuses” – Gettysburg, Philadelphia, and distributed learning. We see having these
three campuses as a ULS asset!”

• Relationship with ELCA.
o And Regions 7 and 8.

• Relationships with other Christian bodies.
o Other full communion partners.
o And Baptists and Pentecostals.

• Non-Lutheran “competition” (e.g., Yale Divinity School).
• Societal/environmental/public health uncertainty.
• Accrediting agencies.
• 200th anniversary.
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Appendix B - Environmental Scan—Building Foresight 

To make progress toward an envisioned future, an organization must constantly anticipate the strategic 
factors likely to affect its ability to succeed and must assess the implications of those factors. This 
process of building foresight will assist ULS to constantly recalibrate its view of the relevant future, a 
basis upon which to update the strategic plan. 

TRENDS IDENTIFIED FROM ULS INTERVIEWS, SURVEY AND FOCUS GROUPS 

• There is continued, perhaps growing skepticism about the institutional church (not just
Lutheran) with growing schisms in the church.

• Physical and virtual engagement are both essential.
• It’s all about salvation – the world’s need for Jesus is growing.
• Division based on politics, racism, binary thinking that causes me to see you as either with

me or against me, right or wrong, etc.
• Lack of interest in listening/forming relationships.  The role of the church and church leaders

to model and live social change has always been important, now it is essential.
• Pastors are experiencing burnout and in need of lay support, spiritual guidance, and mental

health support.
• There is a growing need to reimagine the church community.  Many people are not going

back to the physical location.  Example of a church with 2,000 listed members and 10,000
individuals engaging online. Exceptions are found when technology, youth, and music are
successfully used.

• The mission and values of the church are as, if not more important than where it is located.
The community is the mission – that will help build connections.

• Future need:  focus on people and disciples, not members.
• Developing community in person and virtually will be critical.
• Developing community, using technology, the virtual space requires a different type of

professional.  The current faculty, and pastors, are trying to navigate through new methods
of engagement.

More detailed information about the identified trends and assumptions about the future is 
available in the accompanying PowerPoint presentation. 
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Appendix C - Key Drivers of Change 

Key drivers of change are powerful forces that necessitate ULS to develop strategies to address. They are 
conditions and dynamics in the relevant environment that will make tomorrow very different than today. 

ULS’ KEY DRIVERS 

• Not enough Jesus.
• Virtual and Physical Engagement.
• Polarization.
• Communication (or lack thereof).
• Need for Pastors/Leaders to develop skills.

o Lutheran Pastors require Lutheran formation.
o Serving as moral and ethical compass to individuals and society.
o Pastors and congregations are prepared to prevent and deal with burn-out.
o Pastors learn management.
o Rostered leaders equipped for contexts.
o Leaders prepared for today and tomorrow.
o Pastors and public leaders who can build.
o Maturity/emotional intelligence.
o Understanding what learning occurs outside the Seminary, and throughout life.

• Demographics
o Smaller congregations, smaller towns, smaller denomination.
o Generational – graying.

• Need to manage congregational expectations – growth in the spirit rather than in the size
of congregations.

• No such thing as too much contextual education.
o But it happens physically outside the Seminary.
o Requires staffing, funding, and alternate paths.

• Trend of youth being spiritual but not religious.
• Technology.
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