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Lexington Seminar Final Report 
The Lutheran Theological Seminary at Gettysburg
I.
Issue and Context
· Describe the issue you addressed and how it related to teaching and learning concerns in your school. Why was this issue significant?
The primary issue which emerged through the process of drafting a narrative with the faculty team revealed three interrelated areas which we felt needed attention: faculty shape and decision making, creating new learning environments in response to our context and attracting a broader learning community. These three related areas centered on defining and exercising faculty ownership of curriculum and para-curriculum as part of the seminary’s mission. The curricular issue which turned out to be the key was the way in which the curriculum reflects the multicultural and diversity commitments of the faculty and board. 
This issue was and continues to be significant for the seminary. It was timely when we began the project because of new leadership in the dean’s office and a relatively new president. This administrative leadership change, along with the untimely death of a faculty colleague, the retirement of two longstanding full professors, a colleague who left to serve in a seminary presidency, three colleagues who left over a couple of years to take up a named chair in major universities, and four new faculty members, clearly changed the way the faculty had grown accustomed to exercising its collaborative voice. 
Through the process of multiple conversations with the Lexington team and discussions with the faculty, the three related areas revealed sub-themes and nuances noted below.
Faculty Shape and Decision-making

· Vacancies-core faculty and adjunct/affiliate/visiting.

· Allocating/prioritizing resources: time, money. Facilities, nature of faculty work.

· Role of faculty in broader governance matters and in determining/defining institutional mission.

· Faculty self-understanding: hierarchy; teaching theologians responsible to the church as well as scholars responsible to the academy; inherent tension which needs to be negotiated; have we abdicated the responsibility of training leaders in our Social Ministry Organizations?

· Implementing a comprehensive faculty reorganization, eliminating traditional divisions, greatly limiting the number of committees in an effort to reduce faculty administrative workload and allow more time for scholarship and student mentoring.

Creating New Learning Environments in response to our context (in order to attract broader learning community)

· Use of technology.

· Understanding diverse adult learners; diverse in terms of: age, ecumenical tradition, work and life experience, education, cultural background, learning styles, technology expectations; some students may be more experienced than faculty on a topic.

· De-centralization of learning environments.
· “Sage on the Stage” and “guide on the side;” important to recognize the distinctions
· Faculty members as “deans” who broker wisdom of others.
· Dealing with growth in a time of limited resources.
Attracting broader learning community
· Faculty recognizing need for diversity of subject matter and effective teaching related to class size and resource allocation in both the curriculum and para-curriculum. (Part of our mission in service to the wider church and constituent synods; ecumenical possibilities.)
· Concern regarding the decline of church membership and its institutional implications.

· Who are we equipping for what?

· Irrelevancy of the church for many in society is also a concern.

· Space for independent study in the curriculum

· How does innovation happen?

· Good education requires certain amount of leisure for reflection and informal conversation.

It was also noted by the team that during the Lexington Consultation, a faculty colleague from another institution observed that he thought our faculty needed to go on a “ropes course” to help deal with the multiple issues of faculty cohesion and decision making. Whilst that was not possible, it did prompt the team to think about an immersion experience which could facilitate a learning experience similar to what we expect of our students. Our hope was that through inviting faculty colleagues to immerse themselves in an unfamiliar situation together, reflecting with new colleagues from an institution with very different gifts than our own, we might come to some new understanding of and concrete applications of our shared governance and the curriculum, especially concerning diversity.
II.
Project Design
· Describe and assess (e.g., what worked, what didn’t) activities or strategies that you used to implement the project.
“From Narrative to Project Design”

Our initial narrative described a number of challenges we faced as a faculty including: 

· Helping faculty work more effectively as a team

· Prioritizing multiple and at times competing agendas for the curriculum

· Attending to diversity in the curriculum and the institution

The process for determining a final project that could help us meet these objectives developed through a series of conversations beginning in January, 2003 with the Lexington Faculty Team. We wanted to generate the ideas which would prepare the faculty for intensive conversation at the September 2003 faculty meeting. 

September 2003: Getting Colleagues on Board
This full faculty conversation served as a launch for discussion on the issues noted above. It was challenging to focus the energy of the faculty on ways to constructively attend to issues of teaching and learning. A lot of ideas were generated, along with a few specific issues which would be discussed further at the faculty planning day in October.
October 2003: Fishing for the strategic issue
At the October faculty retreat we continued conversations on issues concerning multiculturalism, which were drawn from the narrative. We discussed possibilities for a range of venues which could provide the creative space for the faculty to attend to these goals. Following the retreat, the Lexington faculty team met and developed several proposals which emerged from the faculty conversation centering around the ways we could better attend to pedagogical issues related to multiculturalism. At the October faculty meeting we floated a specific recommendation and asked colleagues to check calendars with the goal of finalizing objectives, date, location and logistics by the November Faculty meeting.  

November 2003: A Proposal is Unanimously Adopted
At the November faculty meeting, the faculty discussed several versions of the project proposal and committed to a project called: Multicultural Pedagogical Possibilities: Awareness and Action. The primary dimension of the project was a three day faculty immersion experience in Atlanta, Georgia in January, 2005. In a surprising move, the final recommendation received the unanimous support of the faculty. Professor Nelson Strobert, though not on the original Lexington Team agreed to work with the Dean in arranging the meetings, refining our objectives and making final arrangements for the trip to Atlanta. The goal was that though this immersion experience we might be able to enhance faculty cohesion, reinforce our institutional commitments to expanded diversity and hospitality, and help us give greater pedagogical attention to multicultural issues. The strategy of discussing the issues with the faculty on multiple occasions seemed to generate the positive support for which the team was hoping. 
This pattern of introducing a topic and discussing it for several meetings has served us well in other areas of our common work. Though we cannot always count on unanimity, nor would we necessarily want that as a goal, we have achieved a greater level of commitment for our common work.

The following summarizes how the immersion experience was designed.
Multi-cultural Immersion in Atlanta
Most of the Lutheran Theological Seminary at Gettysburg faculty spent 2 ½ days in Atlanta, Georgia as part of a multicultural Immersion experience January 19-22, 2005. Professor Nelson Strobert, a senior faculty colleague, who also coordinates the multicultural requirement in the curriculum for students, invited the faculty to do some advance reading. 

Goals of our Work
The advance readings noted below served as background information for our immersion experience in Atlanta. The objectives of our work together included: to share a common contextual experience in which a majority of faculty and students are persons of color in order to enhance our ability to prepare students for ministry in multicultural settings; to gain greater awareness of the rich resources available to our students in Atlanta through the Interdenominational Theological Center (ITC) and the Lutheran Theological Center in Atlanta (LTCA); to enhance faculty cohesion through an intensive 3 day experience of study, conversation and visits to the historic civil rights sites in greater Atlanta; to demonstrate to our students, the board and others the faculty’s collective commitment to engage in the same kind of intensive multicultural experiences expected of all students; and to reinforce our institutional commitments to anti-racism and lift up the rich contributions of God’s diverse people to church and society.

Interdenominational Theological Center
We began our work on the campus on the Interdenominational Theological Center. Gettysburg President Michael Cooper-White asked President Michael Battle of the ITC if it would be possible to spend a day on their campus. President Battle was eager for us to come and graciously welcomed us to share in their community life. The Academic Dean, Ed Wimberly, Professor of Pastoral Care and Counseling, met with us for conversation about the multicultural realities of ITC. We were able to join the ITC community for worship and were hosted by the ITC faculty for lunch. 

Following lunch, we divided into our respective disciplines and joined our ITC colleagues for more detailed and specific conversation throughout the afternoon. We talked about syllabi, resources our colleagues at ITC found useful in their classroom work, surprises and challenges with ecumenically, ethnically and culturally diverse classes. Preliminary discussion among the theologians and historians included the possibility of having an occasional joint teleconferenced class session.

Conversations at Spelman and Morehouse Colleges
The second day we arrived on the campus of Spelman College. Dr. Rosetta Ross, chair of the Philosophy and Religious Studies Department, spent the early morning in conversation with us on her perspectives a faculty member and the challenges in navigating institutional realities. It was particularly helpful to hear Dr. Ross since she has been a distinguished guest lecturer on our campus and knows something about our context. It was helpful to hear her personal perspectives on navigating the vicissitudes of academic life as teacher, scholar and colleague. She was able to help us reflect on what institutional issues will be important for us to attract a more ethnically diverse faculty and student body.

Following our conversation with Dr. Ross we proceeded to the Leadership Center at Morehouse College. Mr. David Samuel, IBM Executive on loan to the Leadership Center, spent a great deal of time with us sharing the history of Morehouse and the stories of people whose portraits hang in the halls of the chapel, both well known and not so well known. It was a personally moving experience to be surrounded by so great a cloud of witnesses. 

Conversations with Bishop Warren and Pastors Leading Ethnically Diverse Ministries
The afternoon provided the chance to hear about multicultural ministry opportunities and challenges in Atlanta. Bishop Ronald Warren of the Evangelical Lutheran Church in America, Southeastern Synod, convened four of his gifted pastors, The Rev. Lamont Wells, Pastor of Atonement Lutheran Church and President of the Southeastern Black Pastors Conference, The Rev. Min Chan Park, pastor of a New Korean mission church, The Rev. Lydia Villaneuva and The Rev. Gemechis Desta Buba. These colleagues in ministry were helpful in sharing their perspectives on what seminaries can do to better prepare students for ministry in multicultural settings. 

An Evening With Pitts Theological Librarian Patrick Graham
A bonus for our visit to Atlanta was the chance to visit with the Librarian at the Pitts Theological Library and see selected treasures from the extensive Kessler Collection of Luther’s works. 
The plan for our final morning in Atlanta included visiting the King Center. Due to an unexpected ice storm, most of the faculty headed for the airport early, though two colleagues were able to visit the King sites.

III.
Resources used in Developing and Implementing the Project (e.g., publications/books, resource experts, facilitators)
· How did these materials or the expertise of outside resource people help or not help the faculty as it worked on the project issues? In commenting on resource people, please do not use their names.
Professor Nelson Strobert, a senior faculty colleague, who also coordinates the multicultural requirement in the curriculum for students, invited the faculty to read a book and an essay in advance of the trip. The book, I Have a Dream: Martin Luther King Jr. and the Future of Multicultural America edited by James Echols, Minneapolis: Fortress Press, 2004, is a collection of essays which reflect on King’s vision for the world today. The second reading was an essay which appeared in the Autumn 2003 journal, Seminary Ridge Review, “Martin Luther King, Jr. and the Future of Multicultural America: Toward a Kingian Educational Process,” by Nelson T. Strobert. This essay mapped  King’s educational process with a series of concentric circles beginning with sense of place, then sense of family, life in the Church, schools and finally mentors. 

In addition to these shared readings, select articles from the ATS Folio on Diversity helped facilitate our discussion at the faculty retreat in October, 2005. In preparation for the retreat we also invited faculty colleagues to write a one page narrative which could be shared on their personal experience of diversity.  

We invited an outside dean, who serves in a racially and ethnically diverse seminary, to lead our discussion on the personal narratives as well as the ATS material. 

One of the clear issues which emerged is that we needed to attend more to broader institutional issues of diversity and hospitality, especially staff training. Following the October 2005 faculty retreat a January 2006 day long diversity training event was held for all staff. We used three outside facilitators from Lutheran Human Relations to lead this experience. 
IV.
Project Results
· In light of what you set out to do, what did you learn about the issues you had defined? How did this project help sharpen your concerns around the processes of teaching and learning in your school? Did the project affect the way faculty teach? How has the faculty been impacted by the project? How has the school as a whole been impacted by the project? What would you do differently in regard to the design or implementation of this project? What issues continue to challenge you and what issues are new?
The issue we had originally defined turned out to be intertwined with larger institutional issues. A danger was to get overwhelmed with the complexity. Through our deliberate and collaborative process of attending to one aspect, in depth, we found that many other issues also received attention.
The immediate impact on faculty teaching was realized through our conversation with colleagues in Atlanta. Several faculty noted how they changed required reading lists for their courses as a direct result of this project. Though that is a modest beginning, it is significant because it continues to be at the forefront of our faculty discussion including and perhaps especially in issues related to faculty searches. 

Institutionally, the board of Directors has adopted an ambitious ten-year long range plan that includes specific diversity growth goals. One strategy to increase our outreach among prospective students of color has been to employ as a part-time Admissions Associate a recent African American graduate who is serving as a pastor in the African Methodist Episcopal Church. The faculty has been enthusiastic in encouraging his efforts and supporting him in his work.

V.
Sharing The Wisdom
· What has the project taught you about theological education, especially the challenges of teaching and learning, that you would want to share with other seminaries? Is there a particular story or anecdote that captures the spirit of your project and the learning it has produced?
What Have We Learned Along the Way

A primary learning along the way involves naming and seeking to deal constructively with a phenomenon which has been in the faculty mix throughout our seminary’s participation in the Lexington Seminar.

· In our initial narrative, one of the challenges we listed was: “Helping faculty work more effectively as a team”

· In the “From Narrative to Project Design” phase, the primary theme we established was: “Defining and exercising faculty ownership of curriculum and para-curriculum as part of the seminary’s mission and its implications for the following…”
· One of the goals for our project was: “Enhance faculty cohesion through an intensive 3-day experience of study, conversation and visits to the historic civil rights sites in greater Atlanta.”

These interrelated themes of faculty cohesion and commitment to the educational mission of the seminary have been significant components at each step of the way in the Lexington process.  As a direct result of our participation in the Lexington Seminar we are now better able to name the current dominant faculty tension as:

· Commitment {those who demonstrate a reasonably high level of commitment not just to the task at hand but to a shared partnership with the seminary’s administration in setting/implementing goals, decision making, etc}

· Compliance {those who may express reservations or critiques as they participate in the decision making processes but after the votes are counted comply with the decisions made whether or not they were part of the majority}

· Subversion {those who may/may not express reservations or critiques as they participate in the decision making processes but after the votes are counted seek to subvert either the decisions made or their participation in the outcomes those decisions}

Given this layered reality, issues before us include:

· attending to the dominant tension while integrating new faculty in healthy, honest patterns
· fostering/enhancing faculty cohesion in commitment to educational and mission goals as set forth by the board

· in healthy ways moving some faculty members from level of compliance to commitment

· not letting subversives hijack faculty agendas or focus and, where possible, move them to greater levels of compliance

· nurture an environment of mutual trust and avenues of shared deliberation

Hope for Ongoing Work
Our hope is that our students will see the importance the faculty has placed on attention to issues of multiculturalism, hospitality and diversity. The leadership center at Morehouse uses a marvelous quote from Dr. King: “A building is not well erected without a good, solid blueprint. Now each of you is in the process of building the structure of your lives, and the question is whether you have a proper, a solid and a sound blueprint.” We have continued to reflect on this experience and broadened the conversation to include staff members and our institutional hospitality as we continue to live into what it means for us to prepare students to be “public theologians and mission leaders” in diverse and multicultural contexts. 

We are eager as a faculty to help our students build a solid foundation in order to respond to the ministry challenges in multicultural contexts. The next steps will involve continued faculty conversation on what we have learned about ourselves and our context and how this relates to teaching and learning. Through the Wabash Center for Teaching and Learning, the faculty will continue conversations prompted by the project with two focused discussions in the Fall Semester, 2006 and the two in the Spring Semester 2007 on ways we might continue strengthen our curriculum and overall institutional attention to diversity in all of its complexity.

Robin J. Steinke

Dean of the Seminary

