To Daniel and Everyone:
Melinda Wallis here, at Subud USA National Office

I’m one of the few long - time full time employees of Subud, so I have a unique opportunity to view things from that position. That doesn’t mean I know more than you do, but I have had time to think about our organization a lot.

I read Daniel’s Report and Proposals. I read 24 pages of replies. So now I have some comments and suggestions.

ASSUMPTIONS I MAKE:

1. Teams are extremely important. I’ll use the term “dewan” to refer to a team that includes helpers and committee. Teams are important because its not safe to leave chairmen alone. It’s not safe for them. We need to deal with the forces of this world TOGETHER. We need to apply intelligent normal business and communication practices  to our Subud work.
2. Oddly enough, assumption 2 fits with Assumption 1,tho it may seem the opposite. Somewhere along the line I understood that when Bapak said something to us, he meant it literally. SUBUD IS YOU is a literal statement. How I act, as a Subud member, is what Subud is.  (This ,of course, puts a requirement on each of us which is the difficult task of being self regulating.)

3. Subud needs  need a steady strong material (as well as spiritual) base in this world in order to help the latihan kedjiwaan of Subud to be practiced in this world.  It is the job of the organization to be the “home base”. Organization, properly applied, creates the opportunity for freedom.
HORIZONTAL ORGANIZATION REQUIRED
Instead of looking at the Subud organization like this:

International
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National

Regional

Centers

Individual

Look at it like this:

International—Zonal—National—Regional—Centers—Individual
BAM! Horizontal!

(wasn’t that easy?)

Instead of thinking “levels”, think “Sizes”.
MAIN FUNCTION  OF ALL PART OF THE ORGANIZATION:

Each part of the organization has a Prime Directive to take care of/be responsible for, the health and well being of the next smallest component.*
SO:  It’s the job of the international team (WSA) to make sure the zonal dewans  are fully staffed, and functioning well.(more on their job descriptions later)

It’s the job of the zone to make sure the national dewans are functioning well.

It’s the job of the  National dewans to make sure the regional dewans are alive and well.
It’s the job of the Regional dewans to nurture and support the centers and center helpers
(and isolated members) in their region.

It’s the job of the center dewans to care for the individual people.

JOB DESCRIPTIONS, AND MAKE UP OF EACH PART OF THE ORGANIZATION
In all parts of the organization, the prime job of all dewans is to support the existence of  latihan in this world. Communications is a secondary but prime responsibility of all levels, as is fiscal responsibility.
The  Intl dewan is WSA Chair, Vice Chair, Secretary, Treasurer. The ISC Chair is the Executive Director  and his team make up the Office staff. The office is permanent.  The international helpers are the other part of this international dewan. Some are “assigned” (by testing)to working with the rest of the international team. Some are assigned to work with the zones.
(I feel this international level needs all these components in order to maintain the

 “ balance of power” that can help us deal well with the lower forces that need to be dealt with. In other words, have everything function in teams.)

The International is responsible for

-providing a material base for Subud in this world. It’s responsible for the world wide organization to be a legal, non-political, non-profit organization.It’s responsible for providing “spiritual workers(helpers) “ as well as  complete committee staff to do this work.
-The international is responsible to work with all the zones, to be sure that the zone dewans are completely staffed. 

A zonal dewan should include a zonal committee. The zonal committee would include the zonal rep(chair, who is on the WSCouncil)), secretary,  and treasurer. Include the Committee counselors of each country in the zonal team.(Committee counselors tend to not know what their job is inbetween world congresses. This set up gives them jobs – that of helping to support national dewans and wings.)  Two  committee counselors can also be the secretary and treasurer of the zonal committee. The zonal dewan also includes all the national helpers of all the countries in that zone. Some national helpers can be assigned to the zonal dewan while others are assigned to the national level.
The national dewans’ job is to support and strengthen the regions. If a country doesn’t have regions , then the national job is to actively support centers and isolated members.. 

The job of the center dewans is to support individual members.

-

WHAT DOES SUPPORT MEAN AND WHERE DO THE WINGS COME IN?
Support means whatever the committees and helpers can do to help the next smallest componant: have full dewans, active strong latihans and LIVELY  appealing Subud activities. To make a long story short, this includes wing activities. Wing reps are part of committees on all levels, not separate off to the side,  and their job is to support AND COMMUNICATE ABOUT the next smaller part of the organization!  SO, for example, an international SICA chair or SES chair doesn’t have to create an international art show. She’s too far removed from the membership. The activities need to be created where the members are. She can go to national wing reps,and work together with them,or regional and center reps. She can work to create reps at those smaller levels.  (skip the zonal level for wing reps-we’re not there yet.)
WHAT ABOUT COMMUNICATIONS?

21st century, here we are! Increased communication is vital…and it doesn’t have to cost more money.. There’s a lot of inspiring activity happening that many members never hear about. We are able to hook into free e-mail, free and cheaper  phone communications, and we need to actively promote doing that. For example, I can see the international level having a Technology Component that would focus on acquiring free and cheap computers (etc) for the countries that need help with that. The zonal dewans can also work on that. Get the unwired countries wired!

GATHERINGS AND MEETINGS

The largest part of meetings should be in the smaller parts of the organizations, so more members can get to them. The World Subud Council can meet by conference calls. If they are all busy relating to the zones anyway, there is less need for the big expensive WSC meetings. Each part of the organization can help promote and create meetings in the next smaller part.  FREQUENT gatherings are vital, as it creates the inspiring opportunity for people to be part of larger latihans. This can help break up the stagnation that can take place in center latihans when there are no “outsiders” visiting.  I can’t resist adding that the gatherings can be run so they break even or make small profits,if they are well managed. There can be many themes for these gatherings, it doesn’t matter as long as they include lots of latihan.
MONEY:

This set up increases the likelihood of individuals giving money for the larger parts of the organization ,because  there will be a greater likelihood of visible assistance being given all along the line.  If I can see that the international team is actively helping my zonal dewan (etc), I’m more inclined to support that work financially, because I’ll LIKE what they are doing. If SES on an international wants to help create big businesses, or if they choose to find ways to do microcredit,or support individuals,fine If SES decides to become part of the fundraising efforts of ISC by communicating  with members abut giving part of their income, fine. Its all good.
* A NOTE: It may sound like an easy job to “make sure that a dewan is alive and well”, but we know that it is not easy. A committee has to become attractive as an activity to get people to want to join the committee. Its not easy to fill up a committee,or to have enough helpers. It’s a lot of work. We have been working on this for the last year in the USA. It needs more work. But we know that if attention is paid to it, it can be improved. Without full committees and helper dewans, the organization will have too many weak points.  
Love,

Melinda

subudusa@subudusa.org
