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From: "Matthew Baerveldt" <mbaerveldt@emseal.com>
Date: June 23, 2005 11:16:58 AM CDT
To: "'Daniel Cheifetz'" <dchei@attglobal.net>

Dear Daniel:

Thanks for sharing this. I like it a whole lot and am encouraged by it.

I'm in essential agreement with everything, and only have one suggested minor adjustment, namely:
That in the second part of the helper initiative, the councillors kejiwaan (rather than all the national
helpers) in each zone become a group of international zonal helpers ...

And I had a comment that I thought needed to be addressed together with your proposals, namely:
From my Canadian perspective -- that may be unique and not representative of other national
organizations -- much of what you say about the state or condition of the international organization is
mirrored in the zonal and national organization and must be addressed if there is be real change
rather than only a shifting of the international issues to zonal and national organizations that face
similar troubles in functioning well.

However, in re-reading your document, Daniel, I see that you are well aware of this and that your
report and proposals are aimed at encouraging quite radical organization-wide and organization-
deep change.

Thank you for this report and proposals. I look forward to our meetings in Innsbruck.

With best wishes,

Matthew

From: Stuart Cooke <stuart@cookecom.com>
Date: June 23, 2005 9:32:41 PM CDT
To: Daniel Cheifetz <dchei@attglobal.net>
Subject: Re: Report and Proposals

Perceptive analysis of our current predicaments and accomplishments.

On helper initiative, love the idea of all helpers resigning and then testing and voting with the
members on activity status. Would bring so much fresh life into groups plus resurrect member/helper
relationships. Would suggest doing this every four years --- at the world congress turnover --- as
more practical.

Organizational initiative gets things moving horizontally, pushing the organization down towards the
people and greater interaction and mutual support between countries. Great stuff.

Ventures initiative responds so well to real opportunities and things we can actually do. We also
need to not let past failures deter us from having the courage to get it right and create large
enterprises. It's only here where we'll find the money for so much that we need: those 40
international helpers working full-time; part-time, paid committee teams to help new (and old) Subud
countries get organized; more and better Subud houses and social welfare projects, etc.

Many thanks from here, and may Congress realize all you hope for.

Stuart Cooke
New York City
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From: "jacob drazen" <jdrazen@hotmail.com>
Date: June 24, 2005 12:03:18 AM CDT
To: dchei@attglobal.net
Subject: Report and Proposals

Hey Daniel,

So i read most of the document, skipping over sections like MSF and other financial issues that I
don’t have much to say on.

The thing that grabbed me the most was this question you put to us: "How would it be if we focus our
efforts on latihan and the projects of individuals."  To me that is what is needed more than anything.
To liven and deepen our latihans, and in turn put it into practice with various projects.

As far as your helper initiative, I vote for the 1st initiative that uses testing and group involvement to
encourage helper testing and appointments.  It is clear to me that there are (unfortunately) members
who have been doing the latihan for years that could not function as helpers, and anyway testing
would be our guide.  I also think we need to encourage younger members to be candidate helpers. (
let them sit in on candidate meetings from time to time.) that was my main goal as SYA chair.  that is
key in continuity of the local groups, and an end to stagnation.

As far as national helpers working with the zone:  good idea but is it fiscally possible and/or
necessary?  Seems like yearly zonal helper meetings could be useful..but maybe I missed the point
of that proposal.  I guess you want more international involvement without having more int'l helpers.

Venture Umbrella:  beautiful idea.  So glad to see something like that.  MY MAIN FEELING  is that
we need to inspire and encourage people to create projects and businesses as a collective subud
brotherhood.  I think if they meet the needs or goals of the Venture Umbrella, they should be
encouraged, even if they don’t specifically contribute monies to Subud.  IE-a clinic for abused
children run by Subud members.   I wonder if we can have maybe zonal or national reps for the
Venture Umbrella while keeping the funding centralized.  The only draw back would be turning down
money to people who feel they have a great idea.  Besides giving out money, perhaps the umbrella
could also act as a resource center to help us move ahead in our projects.

Anyway, very nice overall. We do need to acknowledge how small we are.  Is it 10,000 active
members?  So doing things on a grand scale seems counter productive to me, as opposed to your
wish to bring Subud back to the local groups, and putting the importance there.  I don’t know if
changing  the structure of WSC is the answer, but we need to be realistic about our size.  Now that i
think about it, getting national helpers to work with their zones makes a lot of sense!

OK MAN--love ya--hope that was useful.

Cheers!- Benjamin
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From: "Reynold Feldman" <reynold22@hawaii.rr.com>
Date: June 27, 2005 5:01:16 PM CDT
To: <daniel@web.net>
Subject: Proposal Feedback

Dear Daniel,
 
I love your proposal.  It's exactly right.  I totally support it.  I hope you would be willing to test to stay
on another four year as Experimenter-in-Chief.
 
It has become clear to me that as long as we remain stuck in Bapakolatry, we will become ever
more ossified and will never grow as an organization.  We have to grow into adulthood and
parenthood in our own right, meaning, we have to have the courage and confidence to receive for
ourselves and succeed or fail for Subud based on putting our own intuition and understanding into
practice.  Otherwise, Subud and the latihan are worthless and probably doomed to irrelevancy or
worse.
 
What happens is we live bifurcated lives--trying to put our receivings into action in the neutral world
outside, since Subud has become a kind of sacred cow  which we are afraid to touch.  Therefore, it
can't be slaughtered to feed the multitude, but simply grows old and stiff and eventually dies of old
age anyway.
 
This is why I think Bapak spoke of SUBUD enterprises versus simply doing our own enterprise.  We
have to rethink and redo Subud itself as an enterprise.  That is what you have proposed with a few
sensible, doable projects.  That is why I strongly support this initiative.
 
Thanks for all your work over the years to help our organization and movement become viable. See
you, inshallah, in a few weeks in Innsbruck.
 
Aloha,
 
Reynold

From: Mark S Williams <mark@modernthings.net>
Date: June 28, 2005 4:27:39 AM CDT
To: daniel@web.net
Subject: Subud and Change

Daniel,

I read and enjoyed your proposal.

It made me very happy to see an email arrive that challenged a few core concepts in Subud. I have
given much thought to a number of the topics that you touch on. Though I claim ignorance when it
comes to the organizational side of Subud, I have many ideas concerning what appears to be the
slump that Subud as an entity is experiencing. A lot of them fall on the more radical side compared
what is proposed in your document, but several of them are in the same vein. As a 3rd generation
member, it struck me as highly important when you noted that Bapak was an advocate of change. It
also strikes me as a natural condition (both in human life and organizational life) that Subud has
failed to adapt or grow over the last couple decades. It is easier to quote Bapak then to figure out the
direction that Subud should take.

You write that "No one person has the whole answer to our puzzle." This is a good statement.
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However, I frequently feel that it the reason for the lack of change has been a lack of leadership - or,
perhaps more accurately - a lack of ideas about how to lead Subud post-Bapak. Subud used to have
Bapak to follow, now it has Bapak's words, thousands of members quoting him, handfuls of
committees and sub-committees to keep them busy. You and I and 50 others may sit around at
home thinking or writing, but ultimately, some action must be taken if Subud is to thrive. Though I am
not a Christian, I pray that the action is not the creation of another committee.

I do not know where I fit in with Subud. I do know that I have a keen sense for bullshit detection, and
a library of ideas that keep me awake at night. A heaping handful of them will perhaps appear to be
radical. I am most interested those aspects that make little sense to incoming members, such as the
the usage of the word 'God,' why latihan is segregated, and whether we are becoming a new religion
or a dying spiritual movement. I am also interested in the role of the helper. I have had myriad
experiences and have heard of many more that affirm that the role needs to be redefined.

To me, these aspects (and others) of Subud are not set in stone. To think about them as 'The Way It
Is,' is not only closed minded, but negates the Latihan in favor of words that Bapak spoke decades
ago. Our lives are ever changing, our Latihan is ever changing, why should Subud stay the same?

love from Hawaii,

mark s williams

From: "rachman" <rachmanc@verizon.net>
Date: June 28, 2005 6:05:01 AM CDT
To: <daniel@web.net>
Subject: Rachman Cantrell re. report

Daniel,

I just read your report.  It was beautifully put.  I agree with just about everything you said.  God
Willing perhaps some changes will happen at the congress and we can put your proposals into
action. 
P.S. As my own little Outreach project I made a Subud blog which is below my store blog.  It is
meant to be an online pamphlet or brochure that can be shared by anyone.  I am still working on it
but if you have a chance take a look and let me know what you think. 

Thanks for all your hard work and efforts,

Rachman

http://subudreal.blogspot.com/

From: WilbertVerheyen@aol.com
Date: June 29, 2005 10:58:28 AM CDT
To: daniel@web.net

Dear Daniel,

Thanks for your report and proposals for the WC. 2005; now I can breath a little bit better.

I found the organisational, the helpers- and the entrepreneurs- parts excellent especially where you
are talking about the zones in an Pan-American and a Europe-Africa structure, but why are you not
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including the zones in an Asia-Pacific structure- or area?

Also I feel that especially the Susila Dharma International- and the SYA-wing had to be brought up
during these coming deliberations. The reason is that they can be a litmus test for the whole of the
Subud organisation during the coming four years insofar the SDI office in Vancouver can continue
as a regional SDI office for Pan-America, the new SDI can be installed in Zone 4 (Hamburg is
willing) but for a cycle of 8 years (One Windu) and then becomes also a SD Regional office for
Europe and Africa and the SDI office moves on to one of the Zones in the Asia-Pacific region for
another Windu of 8 years and after this becomes a regional office for that area.

Then the United Nations knows that Subud is a spiritual organisation working also for the outer
wellbeing of the whole world and can accept the change in name of Susila Dharma into Susila Budhi
Dharma what Bapak once asked us to do, and Subud gets his definitive headquarters in Geneva,
what Bapak had asked us also to do several times i.a. :"Subud International Services should really
be located in Geneva, which is central" (Briarcliff, 16 July 1963)

 Another subject that has to come up is our assistance to the young people in Subud: I found out
that they are not so much interested in all those Summer- and Winter and Quest Camps but that
they need something that is "Hands-On". So why can Subud not help them to organise a Subud
Volunteer Service Overseas and send those boys and girls out to our projects all over the
world during their sabbatical year after their secondary or higher education and after a training and
fundraising of one or two months? SDI, SES, SIHA and even the International Helpers can be
involved in it.

Daniel, forgive me when these additions are too many at once; I hope really that this
Congress will go into history as a moment of Peace, Unity and Harmony, and this last quality of
harmony must be of the greatest importance even if your and or my proposals are not yet ripe for the
rest of us.

Thanks and greetings from all of us.
Wilbert   

From: "rasunah" <rasunah@primus.ca>
Date: June 29, 2005 9:17:02 AM CDT
To: <daniel@web.net>
Subject: chair report

daniel, have read & will re-read your report/recommendations. 
 
A.  i would like to see 2 diagrams:
1 which encapsulates subud CURRENT operational structure
1 which encapsulates subud PROPOSED operational structure

B.  propose to you that some time is set aside at world congress to discuss your report section by
section, to increase chances of everyone's being on the same page.

part of the reason i set up a communications forum within the SWI programme was to explore
developments & non-developments in communications over the past couple of decades in Subud.  it
was a new type of workshop not held before.

the reason for this is that in non-subud circles, the concept of communication has changed radically
whereas, it is glaringly obvious that many who hold positions in Subud are extremely inept at
communicating &/or inspiring others.
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in corporate structures as you realize, the stronger the communications flow, the stronger the
efficiency of the organization as a whole, especially through collaborative exchange.  at core,
communications is an educative, organic process which follows continuous step-taking through a
repeated cycles of:  Analyze, Design, Develop, Implement, Evaluate (ADDIE). 

C.  Helper Initiatives, Proposal 1: "variations" you suggest work by "external" consensus (selection
by regional, national, international) and "internal" consensus (local, automatic acceptance of all
members as helpers after indefinite experience of latihan).  this means that consensus is the single
defining criteria for the quality & enrichment of the latihan and that consensus would serve "to
energize the helper function and support the latihan".  would inherent flaws (competitive process,
'popularity' vote) outweigh the advantages of adopting this perspective?  local helper groups are
inept at determining OWN "strengths & weaknesses," yet expert at imposing or construing what
such strengths & weaknesses might be.  consensus has not in the past served to enrich latihan,
especially at local levels. self-interest is one of the barriers.

when in '81 bapak proposed 50% more helpers, the stranglehold held by myopic dewans on local
groups was broken.  the key here is not that each year new helpers were chosen, but that the
number of helpers was meant to be increased, that the opportunity for new helpers would be made
available, & that 'new blood' would serve to keep things open.  helpers chosen in alternate years
(tested in 1 year & not the next), for instance, would not increase chances of enrichment of the
latihan although it might increase chances of number of new members in Subud...the "content" of
the latihan was enriched by new "content" added to existing dewans. even though some helpers can
be obliged to become inactive through testing, most helpers who need to become inactive, do so
without assistance.

i suggest that 1) all helpers are tested whether they should become inactive at the start of each new
world congress (rather than each year); and 2) 50% more helpers are chosen at each new world
congress or within 3 months of each new world congress.

Best Regards,

Rasunah Marsden, SWI Chair
Website: http://www.subud.net/subsites/writers/index.shtml
Mailing list: http://list.web.net/lists/listinfo/sbd-swi

 
From: "Edward Mackenzie" <edmack@onetel.com>
Date: June 29, 2005 3:11:11 AM CDT
To: <Daniel@web.net>
Subject: FW: Report and proposals

Dear Daniel

I have read your report and proposals and they contain many observations and conclusions that I
and many of my Subud friends have made. What is absolutely clear is that the way we do business
can no longer continue in its present form – it simply doesn’t work.

I like your approach of lets try something different, we can always revert back in four years time.

I would like to offer my participation and support for this initiative in any way that I can.

At the very least in Innsbruck we have to face the reality of our current experience and if it is
deemed it could be improved then lets do it.
 
Yours,

Edward
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From: Alicia Thom
To: daniel@web.net
Subject: congress report
Date: Thu, June 30, 2005, 16:37:00

Dear Daniel,

I just had a quick read through of your report and felt quite positive and hopeful about the possibility
of positive and useful  change that can support and enliven the organization. I liked the way you
sprinkled the report with the word "lively", and the metaphor of pruning, weeding etc. I think that if
people can let go of the  past, and their fear of change, then we have a real possibility of really living
the latihan, and having it permeate every aspect of our  lives. …..  See you in Innsbruck!
With much love,
Alicia

Alicia Thom
Ad Humanitas
www.adhumanitas.com

From: Beata822@aol.com
Date: July 2, 2005 1:54:45 AM CDT
To: daniel@web.net
Subject: input re: Subud

Hello Daniel, First of all, thank you for your dedication and heart felt hard work.

Just some feedback on the helper initiative.  Portland, OR has operated in the past 1 1/2 to 2 years
on the 1a....outline.  We have been testing on whether helpers should remain active and this has
been helpful.  We also have tested the gifts that we bring to the dewan and have tested how we
need to work/be with other helpers and committee members.  We have had one member stand in
the center of the circle and the other helpers/committee members (women with women etc.)  and
have each member in the circle receive for themselves how they need to be with /support that other
person.  It has been very useful in helping people to see how to address any conflicts.  When I was
in Connecticut and we were very short of helpers, everyone in the group tested about being a helper
and some members who had only been in one year tested positive and became helpers.  It was
wonderful to bring younger people into that role.  When we have needed new committee members,
we have asked all members to test about it if they are open to the idea (even those who are
presently helpers) so that we continue to share responsibilities and are willing to shift in our roles as
God would have it at anytime.  The more we can get all members to participate in the group in some
way, the stronger our group has become.  The social gatherings have been vital to enlivening our
group.  We have also had more social events bringing in the greater local community (non-SUBUD). 

Hope this is useful in some way.  See you at the congress.

Love, 
Beata Moreno from Portland, Oregon
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From: alberto arratia <aarratiacl@yahoo.com>
Date: July 2, 2005 12:37:07 AM CDT
To: daniel@web.net
Subject: Comments of Report & Proposals

Dear Daniel
 
We are happy with the proposals that you have sent, the national helpers of Chile male and female
have already proposed to the International Helpers of the zone 3 to have 2 International helpers for
the zone 9 chosen from the countries of the zone (1 male and 1 female), and also could be done for
the zones 7 and 8.
 
We feel to have zonal helpers open a door for a helpers that do not have enough time (employees)
to do the job of IH as at present is.
 
We feel if younger helpers become zonal helpers may give other dynamic for the zone. In special if
they live in the zone and know the problems that affect us.
 
We feel is urgent give the opportunity to the members to became helpers as is indicated in your
proposal, due still remain problems of a old group of helpers that block the access to became
helpers to the younger members.
 
We need to refresh our group to have something to offer to the community, because at present our
door is closed to them. Hoping to have good discussion at Innsbruck and reach to a consensus.

Regards Laksar Arratia.

From: Ian Bourne <ibourne@iprimus.com.au>
Date: July 2, 2005 11:11:33 AM CDT
To: daniel@web.net
Subject: Re feedback on report

Dear Daniel,
 
We have just read your report and completely agree with it - fully support your proposals.
 
Our only comment is that we hope the testing at the individual level may include exploring the
relationship of the latihan kejiwaan of Subud with religion and how to develop a keener awareness of
one's inner guidance.
 
Really sorry we won't be at Innsbruck, but will be following it all keenly online.
 
Sincerely,
Ian and Rohana Bourne
Rural and Remote members,
Victoria, Australia. (Affiliated with Subud Melbourne at Clarinda).
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From: David Week <dew@assai.com.au>
Date: July 2, 2005 6:05:35 AM CDT
To: daniel@web.net
Subject: Re: Report and Proposals to the World Subud Association

Hi Daniel

Thanks to you and your colleagues for this thoughtful, thought-provoking, and well-structured paper.

I found individual pieces of it evocative, but overall I found it hard to construct a clear mental image
of the what the end result would be, and at the same time, therefore, found it hard to be sure that all
of the proposed changes, taken together, would be enough to address all of the problems raised (or
others that are evident, that are not raised.)

So: 

The World Subud Association (WSA) is in the early stage of organizational development where flexibility, responsiveness, and innovation
are most needed. Organizational change is called for, but we have become stuck in a number of unhealthy patterns that require special
efforts from all of us. The international organization has some serious problems. As a result, the organization cannot fulfill its primary task
of facilitating the development of Subud life. We should consider simplifying and refocusing our efforts, so that our Subud life may
be renewed.

Interesting statements, but not clear WHAT you think the unhealthy patterns are, and WHAT you
think the serious problems are.

This might fit into the unhealthy pattern "Reluctance to Call A Spade a Spade for Fear of Causing
Offense." Along those lines, I was visiting World Vision Australia a few months back, and their
management had just had Booz Allen through, who had diagnosed the WVA culture as "Passive
Aggressive". What does that mean? I asked. They said: it means that when someone does
something poorly, no one will tell them face to face, because of the over-emphasis on (or perhaps
mis-definition of) "Christian fellowship." However, since something does have to be done, it all goes
on through subterranean channels, which can be as vicious as the face-to-face meetings are polite.

This rang a bell for me.

It also raises the question: are you talking just about organisational change, or are you also talking
about cultural change. By "organisational" I mean: overt, documented structures and processes. By
"cultural", I mean: the tacit, widely accepted ways of thinking and behaviour. My own view is that if
don't get down to the culture, nothing's going to change. And the first step in that is to start to make
explicit those "unhealthy patterns" -- to point them out, and name them, so they can be seen and
dealt with.

Proposals
The main purpose of the Proposals is to encourage the World Subud Association to become a less centralized, more responsive and
energized body by:

– moving some, most, or all of its functions closer to people (Organizational Initiative)

– while developing helper capacity and the quality of the latihan (Helper Initiative)

– and the application of the latihan in life (Venture Umbrella Initiative).

The aim of these Proposals is to enliven our World Subud Association so that it works better for its members.

Nice clear structure. Makes sense. At the end, potentially, a flaw -- are we just talking about working
better for its members? Or do we need to focus more on working better for potential members. 

My own view is that a lot of the inertia comes from a high degree of comfort many members feel with
the way things are, coupled with a difficulty in looking at Subud as it might appear to a potential new
member, an applicant, or a new member. Most of the numerical data and a lot of anecdotal data
suggest that we have:



Responses to Report and Proposals, Part 1

10

-    a declining rate of new openings
-    a shrinking population
-    a very large cohort of long-term members (30-40 years in Subud) that will in the next 20 years
reach the end of their lives

That spells collapse, unless the "openness" of Subud is specifically defined as being attractive and
sticky for new members, as measured by the opening rate and the early retention rate.

In all areas of the Bali Congress initiatives, there were a number of important results:

These are all positive indicators, but at the same time I feel like I'm reading a report on an
organisation which was reporting improvements in administration, QA, and capitalisation... but was
not reporting on its core business.

-    how many new members did we gain?
-    how many did we lose? (yes, we don't have a census -- but we do have some statisticians among
us)
-    what's our average age?
-    how many new houses?
-    how many new member initiatives?
-    how many dollars into those initiatives?
-    for all of those: up or down since previous Congress?
-    how many new SD enterprises? How many lost?
-    total SD turnover: up, down, or level?

Across the board, the international organization has had the experience that local groups, individual members, and even the nationals
(committee and helper) are where the greatest effort is needed. Whether deepening the latihan, micro-finance efforts, social and cultural
activity, communication, committee and helper workshops – these and many other aspects of the initiatives we were given in Bali are
clearly local. But the "local" level needs refreshment from other sources, be they helper visits, wing actions, committee-sponsored
communication and Gatherings. Even connecting the local groups within a national structure often does not work well.

This really resonates.

The local group is the point at which Subud delivers value. 90% of a members experience of Subud,
as measured in time, is experienced at the local group.

It's also the place where potential new members meet Subud.

So in my mind, future of Subud is dependent on the quality of local group life, as seen by both
existing and potential members. Any new investment or re-orientation has to touch that quality in
tangible and immediate way.

The international organization is yet another layer of indirection and abstraction that requires a lot of
resources if it is to work. And the international organization in the form of WSC/ISC today does not
have the human or financial resources to really do this job. What adjustments can we make?

Yep.

There is no question to me that it is very valuable to have a group of helpers that crosses over national boundaries and cultures, and
whose job it is to facilitate a deepening of the latihan with individuals and to improve the quality of helper work. The local level is where
stagnation and “hardening of the arteries” is most evident in terms of group life and the latihan itself. The local level is where we as helpers
can work too hard for too long, become too serious and too heavy, and without knowing it we can become an obstacle instead of a
channel for a lively latihan. And yet, the local level is where we live as Subud members, and where we need vigorous helper support.
How can we find a way to make support for the latihan more available to members?

Good question.

The theory is not working in practice. The very zonal councils that are supposed to be the channel for the representational process have a
lot of trouble functioning. It may be that they don't feel that they have much real "work" to do. It may be that it is not clear what that work is,
or that they do not receive enough support from their member countries. An example: Although we have nine zones and are supposed to
have nine zone reps, the structure is so weak that we have had to combine zones, ending up with only seven zone reps on the Council. It
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does seem like communication and cooperative efforts between the international network and the member countries is very limited.
In other words, the zonal council/zone rep structure is not a functional reality in most places. Should we go on with a system that does not
work, or try something else?

Good (rhetorical) question. Let's try something else.

The zones have already seemed like an unnecessary layer in already unwieldy layer cake. Why not
just ditch the layer? The WSC can report directly to the member countries, as a committee of a large
group can report to up to a 100 members (who are never all there at the same time, anyway). But
perhaps I'm getting ahead of your case, here.

Wings: Lack of support, lack of clarity, and lack of functional definition make this a cruel, killer job on an international scale

And there is not enough money to go around: we cannot afford the amount of structure we have;
there is too much structure per dollar; it's like a lemonade stand with workers, supervisors, divisional
managers, a general manager, president, board, union... Okay, I exaggerate. But same principle. I
can certainly think of well-run association of 10,000 people with only two layers, not four.

International Subud Committee (ISC): A migrant international committee in transition
The problem we found was that as the committee of the Council and the Congress, ISC did not have the resources to foster projects or
initiatives of the World Subud
Association, nor the mandate from WSA to take initiative itself. Also, having to restart all committee functions from zero at the beginning of
a term makes it very difficult to develop momentum on the Council before a lot of time has passed. 

Not enough money to go around.

However, the relationship between MSF and WSA is troubling, which is inevitable to an extent. MSF was created as the “in-house”
foundation of the WSA, but functions with a board of trustees of 10 with only one from the Council (WSA chair). The legal separation was
established by the WSA so that WSA has some barrier to raiding longterm assets for short-term needs. Given this legal separation, the
MSF trustees must have legal autonomy for ensuring that MSF funds are spent in accordance with MSF aims, funds, and donor earmarks.
On the other hand, in principle, MSF should have only a minimum legal autonomy because the MSF exists as the asset holder for the
WSA and, because of this, since the inception of MSF, the relationship between WSA and MSF is (or should be) much closer than that
between WSA and the wing affiliates. In other words, the MSF exists for the sake of and as an organ of the WSA and its mission.
In contrast, the wing affiliates are more like partnerships with one’s own children who are now grown-up. There is less separation in the
case of the MSF.

This is unclear. For instance, is not the case that in many property investment trusts (at least here in
Australia), there is a separation between the trustee and the manager, with the trustee having
control over the asset, and the investment manager undertaking ongoing management of the asset,
and buying and selling only with the agreement of the trustee.

Why weaken the separation of powers?

Operationally, we have not worked well enough with Subud members to build a strong Muhammad Subuh Foundation – most people do
not even make MSF part of their estate planning. MSF’s basic strategy for developing a large enough endowment to fund WSA’s needs is
based on wills, bequests, and grants from individual Subud members. However, income from wills and bequests, member and enterprise
donations to MSF averaged only $166,219 per year. MSF’s overhead (Management and General expenses) came to 22% of the amount
of all the MSF grants. Like the rest of our organization, MSF is still in a “start-up” mode; we have yet to generate enough action and
revenue to balance the effort and costs involved. We failed to more actively involve ISC, the zone reps, wings, and international helpers in
MSF’s deliberations, and as a result often found that we had a group of 36 people (WSC) meeting in parallel with MSF (10), all talking
about very similar issues but not working together. If we conclude that MSF has not felt itself sufficiently as being under the general
umbrella of the WSA, how can we work together so that MSF can better fulfill its mission as our foundation?

It seems as if you're using the excuse of "start-up mode" to excuse unsustainable overhead ratios
for both MSF, and other organisations. Looking at SDI's Income Statement, it appears that their
overhead ratio is 55%, whereas 10-15% is considered acceptable for development NGOs. "Start-up
mode" presumes that there will in the future be a large increase in income.

In the case of MSF, it is possible that there will be a rise in income, as the current wave of long-
termers reachers the end of their lives. After that, however, if current patterns persist, we will have a
substantially smaller population.

It seems to me that either (a) Subud grow, and alter its demographic, in order to make the overhead
ratios more reasonable, or (b) we reduce the overhead -- primarily by reducing the number if
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separate organisations, each with its own board and staff.

Case study: Australia...

600 recorded members
Estimated that 200 are inactive, though continuing to receive email and publications. 400 active.
Size of national budget: 90,000. Size of national council: almost 40. Ergo:
Nat Council (helpers, wings, group chairs, nat committee) = 10% of total active population
$ per national decision-makers: $2250.

Other than occasional Gatherings, the World Subud Association has not embarked on any cooperative efforts. In other words, there is a
very thin agenda and an almost nonexistent process to fuel movement in the four years between Congresses. It is extremely difficult for
the WSC to build initiatives, because our decision-making process discourages making decisions, and renders action almost impossible.
The system is not constructed to encourage initiative, innovation, and change. Our culture is not yet a culture of engagement. As a result,
the organization cannot fulfill its primary task of facilitating the development of Subud life.

In other words, the WSC has no function except to prepare Congresses? Or do I read this wrong?

Taking action at this Congress
These Proposals are for practical initiatives that we can take together. The focus is on the lifeblood of Subud – individuals, groups, and
our connectedness.

The Proposals address these two related, fundamental questions: “How can we better support the development of the Subud latihan in
practice?” and “How can we be reassured that the latihan really works in our lives?”

The second one might be better rephrased. What does it mean "reassured"?

Sooner or later, almost every Subud member has had the experience, understanding, and capacity to make a commitment to fulfill this
role for his or her fellow human beings – the role of a true assistant. Both newer and older members, whether or not they are helpers, have
these challenges when it comes to the core of Subud:
• Accept the truth that Subud is a spiritual movement.
• Find ways to feel and speak naturally and comfortably about the latihan and Subud.
• Place receiving and action back at the center of our Subud project.
• Make efforts to support a more lively latihan.
• Make our culture more open and the latihan more accessible.

This Initiative involves two Proposals that we could receive on together at Congress as a starting point. (Please remember that these
Proposals are just experiments –
everything reverts to the way it is now after four years unless we decide otherwise.)

1) The first Proposal has two variations.
a. We ask all local helpers to consider themselves inactive at the beginning of the following process: Visiting helpers from outside the
group (like regional, national, or international helpers) lead testing with all members willing to test about taking on or continuing the active
helper job. All interested members participate in receiving and witnessing the process (men and women separately). Helpers are then
chosen by consensus. Every year, the group tests and selects more helpers. Every year, all helpers do self-evaluation testing with visiting
helpers to explore how to improve as Subud members, and whether to remain active or take a break as inactive helpers. At the same time,
all members are given the opportunity to explore deepening their latihan and understanding its application in life. This variation gives
groups a fresh start, and utilizes receiving and democracy.
b. The second variation provides for more gradual change, but does not use testing or a group process for helper appointment: After some
years of consistently practicing the latihan and being active in Subud, a person who accepts the responsibility of being a helper as defined
by Bapak becomes a helper automatically. Every year, all helpers do self-evaluation testing with visiting helpers (such as regional,
national, international helpers) to explore how to improve as helpers and whether to remain active or take a break as inactive helpers. At
the same time, all members are given the opportunity to explore deepening their latihan and understanding its application in life.
Objective: By modifying our existing system, we become more open and welcoming to members who are willing to take on the helper
responsibilities (the system today can be quite unfriendly). We could quickly find a significant increase in helper capacity and group
energy. We would make more realizable our aim of a spiritual social democracy.

As I understand it, the link between the "core challenges" and the first Proposal is to stir up the
helpers group, by introducing new blood in one of the two ways envisaged, and by engaging the
helper groups in a process of self-reflection, and hopefully -- therefore -- self-improvement.

What is a "social democracy"? (I don't have access to the Internet, and don't know :-). Worth
defining.

The question is: 

2) The national helpers in each zone become a group of international zonal helpers whose responsibility it is to work with helpers and
members at the group level and support the national and zonal councils of their zone. They work across the whole zone, so the
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advantages of helpers working with international scope still takes place. We end up with much greater coverage, and support
for everyone, from the groups to the zonal councils. Objective: We get hundreds of international zonal helpers. In the beginning of this
experiment, until the zones decide what they need functionally, this international zonal helper body could possibly replace the existing
international helper body, or at least allow that body to become smaller or more effective.

This reduces the number of layers, and eliminates (if I am reading this correctly) the international
helper level (or alternatively fuses the two levels: national and international).

The aim of this Initiative is to enliven our World Subud Association by combining our resources to create a global network of successful
enterprises at the local level.

One direction which all of the proposals seem to have is away from vertical structures of "layers",
towards network. The difference is that currently, Sydney's connection to Sacramento, say, is:
Sydney-Australia-Zone-World-Zone-USA-California-Sacramento... seven links; essentially no
connection at all. In a networked organisation, Sydney could have a direct link to Sacramento, or
any other group which might have reasons to connect with.

It might be worth attempting to state these structural principles, eg: from levels of direct connection
to networks of direct connection, in order to start forming a vision of what the proposals are about.
Right now, that vision is difficult to grasp, and therefore difficult to support, and to implement.

This Initiative involves one Proposal:
1) By the end of Congress, we create a micro-finance venture “umbrella” enterprise of expertise and funding. Objective: To actively
identify, co-invest, and support small start-ups of Subud members on the local level worldwide. At Congress we would establish a goal of
beginning a small number of start-ups per year, set up a working board, and create a fund of at least 500,000 euro. The initial focus could
be on start-ups in developing countries. The venture co-invests instead of just lending money. Each start-up would have an obligation
to contribute to projects of Subud, and also to provide support to other start-ups.

A fund of 500k euro is very small, even by micro-credit standards. We have to be wary about starting
another organisation, with another set of disproportionate overheads, unless we are deleting
sufficient other organisational structures so that our overall overhead ratio becomes more realistic.

Specifically: what you are talking about SOUNDS like micro-credit. If it is micro-credit, why not
simply put it under SDI, so that SDI has a clearer purpose, and we start making better use of
existing organisational overheads and structures?

If it is micro-credit, be aware that most of the benefits of micro-credit flow not from "starting new
enterprises", but for reducing the "high cost of poverty" for small craft and marketing activities that
already exist. Therefore, that kind of enterprise, while very worthwhile, is not about starting new
businesses.

Finally, I have to express a certain puzzlement at the persistent myth within Subud that small
business is a form of financial security. SMEs seem to me to be:

-    quite high-risk ventures, with high failure rates
-    requiring the leadership of unusual types of individuals
-    rarely producing profit or capital gains beyond the individual reward required by the
entrepreneurs
-    completely dependent for success on employing the RIGHT people, not just whoever happens to
be in your local group

For most people, in practice, financial stability comes from a good education and a good career
choice. 

Therefore, is the old saw "enterprises lead to wealth creation and opportunities for members to work
together" not yet another theory that has not stood up to real-world testing, and might need  a
fundamental re-think?

The Organizational Initiative – Refocusing our efforts on our members
The main purpose of the Organizational Initiative is to encourage the World Subud Association to become a less centralized, more
responsive and energized body by moving some, most, or all of the functions of the WSC and ISC to the WSA members themselves.
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What if we refocus international action on the zones, and don’t stop there? Let the national bodies take an inventory of their own needs
and capacities, and let them generate national and zonal action and inter-zonal cooperation. From this, we will learn what kind of
international structures we need, and the nationals and zones would drive this process and its implementation. The approach is to bypass
structure in the interests of revitalization. Apply this approach until there is a result. In other words, if in some countries the national format
is not functional, look to the regions. If the regions are not really working, look to the local groups. Where local groups are stagnant or
sleeping, work with individuals who have some energy. The Helper Initiative and Venture Umbrella Initiative would directly support this
process.

Why have zones at all. As an active participant at the national and local levels, my experience: the
zones and the international levels don't exist. Ie, they deliver zero value to coalface. 

On the other hand, the national and local levels are both vibrant, and need and contribute to each
other in almost continuous dialogue. Why not, therefore, just have two levels:

-    national
-    local

From that, have inter-national cooperative networks of zonal helpers, but without any zonal levels or
bureaucracy
Have inter-national cooperative networks of enterprise, SD, SICA, whatever, but again without the
layer cake
Have regular World Congresses
Have a tiny permanent secretariat, to carry any international administrative load

One thing that I see missing from your whole paper is any kind of comparison to successful
organisations of similar size and geographical scope. And that reminds me of another Subud-cultural
impediment which might be worth putting naming in your analysis:

A severe case of "Not Invented Here" syndrome.

Do we not suffer this malaise?

The aim of this Initiative is to enliven our World Subud Association by pruning our organizational tree to stimulate the flow of energy
between the roots, trunk, and leaves. 
This Initiative involves five Proposals that would run as a four-year experiment until the next Congress, or until the WSA changes it.

What a good idea: sunset clauses! I like it.

1) The WSA wing affiliates (SDI & SICA), foundation (MSF), and other “winglets” (SES, SYA, SIHA, et. al.) are explicitly adopted as
national and zonal initiatives.
The wings already represent "what Subud members do", so being closer to the action will help them find more support. Until the zones
decide what they need functionally, we need to find some international way to work with SDI and SICA, since they awaken members even
when national organizations are sleeping. However, there is no need for wings, affiliates, or support groups on a World Subud Council in
its present form. Objective: Find the pulse of member action and needs in a more organic, integrated model. De-institutionalize thinking
about Subud life.

I agree that structure should evolve out of member strengths and initiatives, rather than some
cookie-cutter, top-down initiatives. This is classic ABCD. But why "The WSA wing affiliates (SDI &
SICA), foundation (MSF), and other “winglets” (SES, SYA, SIHA, et. al.) are explicitly adopted as
national and zonal initiatives". Why not delete anything that's stock-standard, and say: okay people,
form those associations nationally, and then inter-nationally, that really reflect your local
commonalities of interest. 

Nominating all of these initiatives -- the winglets, etc -- tends to completely expend all available
talent on filling posts in a somewhat formulaic org chart. Not the best use of our people.

2) The 2005 Congress decides on a set of priorities to be funded by MSF. The distribution of funds can be handled by an accounting
function performed or contracted by the WSA members, who could also provide an oversight function. Since the helper and wing
programs would be largely handled by the nationals in their zones, there would be a smaller international helper travel budget and
no more wing budget. Objective: Until the nationals and zones decide what they need functionally, there is no need to have an ISC as we
now know it at the beginning of this experiment. In fact, the zones keep their funds, and decide what to do with the money within their
zones and between zones (Gatherings, microfinance projects, mutual support with other zones, etc.)
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Sounds good: but why have zones? Zones are already far too removed from the heart of the action.
Stick to nations, and then encourage inter-national cooperation and networks on a purpose-specific
basis. Not a static zonal hierarchy where the total value of uncosted time and self-funded travel
starts to approach the value of the funds being deliberated over.

A viable hypothesis: we are stuck because too much of our people's energy is consumed satisfying
the "needs" of a baroque org chart. We need leaner, more dynamic, interest and enthusiasm-based
structures, which do not consume energy which could better be appled to the work itself. (Question:
how many meetings are there in Subud, compared to the value of the work produced?)

3) Since the nationals and zones all communicate and work together horizontally, there is no need for zone reps on a World Subud
Council as it is. Instead, the zone reps could be zonal council coordinators, and the zonal councils could appoint other representatives as
they see fit. A zonal council may be represented by a group of people, or appoint representatives for specific initiatives. For instance, a
zone could have a representative to work on micro-finance projects, another on communication, another on zonal or inter-zonal
gatherings, and another on to help develop an international Quest network to support and mentor young people. The zones could
complement each another: Africa working with Western Europe; all the Americas working together, for instance. Objective: Zonal councils
organize around actual projects and services, and appoint representatives to manage those initiatives.

Why Zones? Why Zones? Why Zones? These are very arbitrary geographical groupings, and at that
scale they do not necessary connect people of common interest. (Local groups do, and national orgs
do.) 

Some examples: Subud mimes. As far as I know, concentrated in USA and Holland. Subud people
working in development: Indonesia, Australia, Norway, Holland, USA, Canada. Education, etc. The
Zones are functionally meaningless groupings. They often don't even make sense at the level of
connection costs.

Above the national, just shift to the functional network: abandon geography! (Now there's a
memorable slogan.)

Again, it would help to look at what other organisations of similar population do. I had lunch with a
friend of mine, who ran Arup's 200-person facade group, over five continents. My impression was
that within Arups (a global engineering firm):

-    strong local firms
-    strong national firms
-    internationally, the focus shifts from geography to community of practice

4) The activity of the WSC, which is meant to carry on the work of Congress between congresses, has now gone back to the WSA
members (nationals and zones) themselves working on projects and initiatives. We consider that the Congress continues virtually, with the
national teams and their zonal councils owning the action. Objective: There would be no WSC as it now functions until this experiment
decides it needs one. (Because the bylaws require a WSA and ISC chair, as well as deputy, and secretary, Congress appoints a chair,
deputy, and secretary. The deputy chair takes on the function of ISC chair.) At any point, the WSA can modify this arrangement by calling
an extraordinary general meeting. Then, at the next World Congress, things can go back to the "old" system unless the WSA makes a
different decision.

In practice, the amount of work involved in shifting one way, is going to make it unlikely that anyone
"go back". But maybe this is just meant to allay fears of change?

But yeah: too much money and energy absorbed at upper levels, without tangible benefit. Let's let
them lapse, and see if anyone misses them.

5) The “Aims of the Association” as added to the Constitution in 1989 should be amended as follows: After the first three aims which deal
specifically with the support and provision of the latihan, insert this phrase: “To support members and their constituents in pursuing the
following six aims as they arise from the Subud latihan.” Objective: Make it clear that the WSA’s aims are to support the Subud latihan and
the activity of its members, not to in itself pursue political, social, or other agendas on the world’s stage.

Good idea.

Conclusion
Change is needed and is now appropriate in five ways:

1) There is less need for a centralized organization now that there are so many computer-based communication tools and ease of travel
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that permit a more decentralized body.

Definitely.

2) The centralized organization is expensive and difficult to change, and we (the WSA) are not sure what we want to do with it. The WSC
has not been given the mandate to initiate new actions and projects, but perhaps the nationals with their zonal councils will.

Definitely: and delivers difficult-to-see value.

3) Subud members and national organizations still tend to feel that the international organization is something that is imposed on them.
The WSA is supposed to belong to the WSA membership – the countries grouped in zones – and so we are saying in Innsbruck: “In the
spirit of democracy, this is your organization – please make it fit your needs and our collective mission.”

The sense of imposition comes from the fact that the cost is clear, whereas the value is unclear.

4) The exercise of the latihan is sleepy in many groups, and we have a lot to learn about how to awaken it and apply it in our daily life. In
addition, our culture does not feel free and open to many people. By expanding and opening the helper function on every level to more
people, we can encourage a more lively latihan.

Stating it this way makes it clear how hypothetical this is. Given the criticality of this area, mightn't it
be better to have two or three viable hypotheses going, and test them all simultaneously. Otherwise
we are in "betting the farm" territory.

5) We have many opportunities and resources to foster local enterprises on a global scale. Even small successes will produce a major
shift in our strength, confidence, and reality of our oneness.

The shift to the local enterprise is refreshing. Has to be undertaken with a full awareness of the risks
and the downside.

In Innsbruck
The most important thing that we can do is to deeply examine our situation when we are all together in Innsbruck. Let us remember the
advice that we are responsible for
the content of Subud as an association. Let us examine everything, find our direction, and make whatever adjustments are needed.

The changes you propose have the potential to change things at two levels:

-    first, the obvious level of changing things in the way you propose

-    second, and in my view more important, by demonstrating that things can be changed.

I think that the latter is so important that, in a sense, empowering people to own Subud, to change
Subud, is so fundamentally important that it hardly matters HOW it changes. What matters is THAT
it changes.

As you point out, Pak Subuh was flexible guy, who changed his ideas and his direction in response
to lessons learned, new information, and new knowledge. There is a sense though that at the point
of his death, Subud became snap frozen. Ossified. There seems to be some communal inability to
enact the kinds of change which most individual, organisations, and communities today consider
matter of course. For a community dedicated to "spiritual growth", inability to change is not good :-).

Best wishes

David Week
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From: "Solihin Garrard" <contact@makesfive.com>
Date: July 3, 2005 6:44:23 AM CDT
To: <dchei@attglobal.net>
Cc: <mariagibbs@ntlworld.com>, <rococo1750@freenet.co.uk>, <admin@subudbritain.org>,
<mairi.store@ntlworld.com>, <n.council@subudbritain.org>, <groups.britain@subudbritain.org>
Subject: SBD-WSC Helper proposals

Daniel

We have only just seen the proposals for the "helper initiative" to be considered at World Congress.
Maybe we're coming to this late, but even so, it's only just been presented to us at group level.  And,
since it will have greatest impact in the groups, it's surprising that there's been no formal
consultation with them - it seems to be a question of being driven top-down, and from the committee
side rather than the helper side of the organisation.
It's also strange that the proposals are for overlaying on a global one-size-fits-all basis: a first, surely,
for almost any "democratic" organisation.

If none of this is true, then no matter, perception is still everything...

While we don't have any inherent difficulties about the second proposal, namely to alter the scope of
coverage and activity of national helpers, it still begs two questions: (i) if there is no actual increase
in the numbers of helpers active at this level, how will it bring about "...much greater coverage" and
"hundreds of international zonal helpers" - except in name? And (ii) if greater coverage also means
greater travel, how will it be paid for?

However, Proposal 2 is not our concern.  More worrying is Proposal 1.  If we weren't a spiritual
brotherhood (sorry, can't use that term any more...), and we were like organisations I (Solihin) deal
with in my consultancy, then all that would be needed would be to do a review, analyse options,
assess risks, present strategic choice and select the most effective way of structuring, organising
and auditing the quality of helpers' work: fine.

But we are, as you yourself say, a spiritual organisation.  So we can't act just like any other body.
We have to work differently.

But even how we make changes is not the real point.  The real point is where the helper function
comes from, and where we owe our allegiance.  We need to
remember that the term "helper" comes from being Bapak's helpers - i.e. from the time when he
appointed others to assist him in his work.  Helpers don't
"help" members - they can't, certainly not directly; and helpers certainly don't wear shoes belonging
to "social workers".  So we have to pay attention to what Bapak told us to do; how he required
helpers to act, and fulfil their role.  After all he did spend the last 30 years of his life giving talks,
explanations, guidance about the latihan: talks that are being retranslated for use, and not for a
museum.  In these talks and explanations he made it quite clear what the duties and responsibilities
of helpers were, and how to deal with situations where helpers did not carry these out. Helpers aren't
free agents; they are obliged to fulfil their given role to the best of their ability; and if they can't or
won't they should (be asked to) become inactive. So if people are saying that helpers are some kind
of a "problem", then let's make the system work to deal with it.  But let's also be careful - how many
of the complaints that people make are due to just not liking what they hear?  It's not always the
helpers that are the problem: it is often the members too.

And if people then don't like this system, and think that something else, or something new, should be
done then you have to ask a number of questions:

(i) why did Bapak spend all this time and effort giving us the clear guidance we have?
(ii) why does Ibu Rahaju continually emphasise the need to read and take to heart Bapak's
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guidance?
(iii) why does she say this guidance is real, and lasting – that it will still be current in

hundreds of years?
(iv) what do people think they have joined - what do they think the latihan is -  if they want to

alter Bapak's guidance at will?  (We have to say that some of the things people say about Subud
makes us ask this question quite often)

The truth is that what we have to do is to buckle down like sensible, non-wilful people, and focus on
achieving those qualities of patience, acceptance, trust, sincerity and submission that are at the
heart of what we are about.  It may not be the sexiest thing for all of us, but it is all that we can do.

So Bapak's guidance is there to help us make things easy for us.  We'd be well advised to find a bit
of humility, cherish it and follow it.  That way we get down to our spiritual work.  The helper structure
is fine as it stands.  What we have to do is make it work, not change to another model, which will
have unintended consequences all of its own.

Well there we are.  There's seems to have been enough compromise since Bapak died over how we
behave in Subud, and the basis for our brotherhood that somehow wants to take its lead more from
worldly than spiritual values. Let's not erode the principles Bapak gave us any further, but draw a
line in the sand.

Solihin & Sofiah Garrard

From: "Jean Sulac" <sulac@club-internet.fr>
Date: July 3, 2005 5:17:29 PM CDT
To: "daniel cheifitz" <daniel@subud.org>
Subject: your valuable Report
Reply-To: "Jean Sulac" <sulac@club-internet.fr>

Dear Brother,
 
As we both (my husband and I) are reading today your long pre-Congress REPORT which reveals
the hard work you have done and is containing clearly so many good observations, suggestions  and
propositions, we felt like Subud had already reached the next "phase" of its real direction. Only
remains now to come together at Innsbruck where each member will feel the reality of it and while
making the "Niyat" intention based on unselfish Love "that back home he/she will keep & work this
new input alive for the growth of Subud and the sake of Mankind ".  
 
Long before being inactive helpers we had created in France a Humanitarian & Social Association
during 12 years concerning help to people of all ages in need inside the non-Subud world. That
experience has been tremendously successful and innerly rewarding. We could feel the help from
the Latihan all the way through our efforts, failures, imperfections and successes. In fact we have
been gaining education and experience, receiving in all fields much more than we had given. Thus
we recognise and bear witness that the Latihan makes things easy for us within the outside world
and makes us highly respected as well.
Humanity is One.

Unfortunately we had to cease this activity. But we did not cease to care and help as we could
whoever needed and called on us. It's a simple way to know something about a wonderful aspect of
life on earth and to foresee what can be achieved in our world. Thanks to Almighty God.
 
We love and gratitude to you,    
Latif & Arifah Sulac, France        
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From: L&LCovert <lcovert@ctelco.net>
Date: July 5, 2005 11:51:07 AM CDT
To: Daniel Cheifetz <daniel@web.net>
Subject: Proposal to WSA

Hi Daniel,
 
Thanks so much for the time and effort you and the others responsible for creating these proposals
that will come before the Innsbruck Congress.
 
After a cursory reading this morning, my immediate response is to implement them all.  There is no
reason to continue trying to fit our small organization into this massive structure that Bapak
established.  We need a vessel that will work for today and not 300 years in the future (that is
assuming Subud is around in 300 years).
 
As former chair of my Region and as an incoming regional helper for this Region, I know that the
condition of the membership and its relationship to the latihan fits the "spiritual pattern" you express
in the proposal.  I am concerned that our region may be moving in the direction of the Shaker
movement..
 
When Bapak changed Subud at the World Congress in Cilandak by adding enterprises to our
spiritual agenda people were shaken by it but went along with it.  I hope we at Innsbruck can do the
same with this set of proposals and look at it as an "experiment" as you say.  Nothing ventured,
nothing gained.
 
If my schedule permits, I may add some comments.  I leave for Europe July 13.  Again thanks for
your service to the Subud Association these past four years!!!!!
 
Your brother in Subud,
Lionnell Covert,
Crestone, Colorado
San Luis Valley Group

From: "Leonard Van Hien" <vanhien@sig.net.id>
Date: July 5, 2005 11:26:36 PM CDT
To: "Daniel Cheifetz" <danielche@gmail.com>
Subject: Re: feed back on your proposals and request for permission
Reply-To: "Leonard Van Hien" <vanhien@sig.net.id>

Hi Daniel
 
We cannot expect to grow the Subud organisation only from contributions out of individual members'
pockets. PT SWidjojo was intended to be just an example. The ambitious plans set for PTSWidjojo
in 1997 temporarily weakened the engine that had begun to enable the international organisation to
operate at a moderately effective level. It would merely compound the problem to now dismantle a
structure that was set up and developed for our long term needs. WSA does need sizeable
contributions from large businesses going straight into the international coffers as well as
contributions from members pockets trickling up through groups, zones etc.. By calling for
contributions upwards from individuals, groups and zones into the international one automatically
engages individuals throughout the entire association; it eventually encourages people to think more
about the respective roles being played at every level. Changing the structure just because it
isn't operating effectively at every level is a questionable approach. It may be better to keep a
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fundamentally sound structure in place and wait for more capable people to fill the positions, in the
meantime work harder at funding. However, if changes are to be made to the organisational
structure, perhaps it would be best to do it in a way that we can revert to the full format when we are
ready for it.
 
Best. Leonard.

From: "Lawrence Brazier" <lawrence1@aon.at>
Date: July 6, 2005 3:56:26 AM CDT
To: "Daniel Cheifetz" <danielche@gmail.com>
Subject: Ideas for change

Dear Daniel, after 14 pages of your recent missive about "changes needed", we read somewhere
near the end that the sum of 500,000 euro is to be found. Hmmmmn!
All of your suggestions are obviously sponsored by sincerity. You simply need everybody to play
ball. I’m prayin’ for you!

Has it occurred to you that people can only do what they are spiritually capable of doing (remember
the Bible story of the woman who had little money but was strong enough to give it all, in other
words, she was spiritually strong enough). The six companies (you mentioned) donating so much
are apparently not only rich enough, logic tells that they are also spiritually rich enough to do so. But
the thousands of Subud members in general, all of them famously individual, would require the
combined efforts of God and all of His angels to get them all going in one direction at the same
time. 

We can hardly deny that selfishness is one of greatest problems (certainly one of mine) in what we
are pleased to call the human condition. I seem to remember an interesting idea that went
something like...."prayer (read Latihan) changes nothing, prayer (again, read Latihan) changes
people and people change things." Ultimately therefore only the Latihan, itself a famously individual
undertaking, can break down our hard attitudes to donating a part of what we are obliged to struggle
for in a very demanding world. It therefore follows that all of our resources should be directed toward
the Latihan. After which the rest should be automatic. Furthermore, just how our resources should
be directed toward the Latihan should be left to individual conscience, I believe.

As for the changes needed - I only wish I could offer something more positive because I can sense
your concern. One supposes that it will all come out in the wash, one day!

Cheers - Lawrence

Date: July 6, 2005 10:58:56 AM CDT
To: daniel@subud.org
Subject: feedback to Proposals

July 6, 2005
 
I feel such hope for Subud when I read through your proposals.  I believe and trust that God is
guiding you and feel that these proposals need to be implemented with full courage, love, honor and
respect, as you say.  …..
 
The only proposal I feel to address, very briefly.. is the "helper" one (I like the word assistant!).. as I
have lots of experience in feeling the need for improvement there.
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I favor the second proposal.  Put everyone who has received the latihan at length and with sincerity
on an equal footing to start with.  Equality of souls is the truth and maybe that way we would spend
our energy learning to support, encourage and strengthen each other, and discovering what we
have to contribute.
 
If you rely upon consensus or group process--well, in some places trust is totally gone.  It'll be the
same old story.  Those dominant "helper" personalities who are into the power and status of it (there
is no delicate way to state the truth here, so I'll just be honest), will continue to influence, manipulate,
persuade, intimidate, bully, and injure people to the point of driving them from the latihan...when they
feel threatened by equality (or whatever else their problems may be).  There will be no true group
consensus.  Those who have long been on the receiving end, will still feel intimidated, discouraged,
frightened and hopeless to even return and attempt to participate.  Some gentler souls cannot bear
the disharmony.
 
Sadly, we know such situations exist and have driven away long time sincere members as well as
newly opened members.  Of course, we also know that Subud can be and has enormous potential
for being loving, caring and life and soul-saving.
 
But you are right.  Change is NECESSARY now!  Bapak made plenty of changes, as the need
arose. That's my opinion.  Thanks for listening!
 
Love from here, too,

From: "haris wolfgang" <hwolfgang@comcast.net>
Date: July 7, 2005 12:23:38 PM CDT
To: "'Daniel Cheifetz'" <danielche@gmail.com>
Reply-To: <hwolfgang@comcast.net>

Hi Daniel,
 
What I have to offer is not a proposal but what I experience as a subud person and to me what
subud is seeking  at this time. 
 
Journaling this morning, on my 35th Subud birthday.  I recognize perhaps what hasn't happened for
me in my life may also be what is in part is needed for Subud. During our west coast helpers
gathering last fall many of us older members acknowledged there were so many deep
untouched significant issues buried within each of us. I have so centered for so long on making
the organization function that I have ignored what the whole latihan experience is really about -
caring for me.  Honoring myself, my ancestors and nurturing  a healthy person within me.
 
What I have yearned for and searched probably from the first moment I came into this world is to
return to the comforts of a eternal place close to the One who Loves us who is Pure Goodness.  It is
a probably a terribly silly wish to desire to live in a community that is healing, offers acceptance and
is safe.  However, I know this isn’t such a silly wish  if I am willing to let go and change. To be willing
to learn acquire new tools and skills that God offers in a multitude of ways and use what I have
acquired in the latihan.   
 
If I was subud I would center not so much on what I could do for the organization, but what I could
do for myself and my own process first. To disengage from carrying the burdens that are correct for
me to carry and carry my own first.  To be willing to be open, with courage to let go and
begin without a program. 

 Many of my friends in subud do not care about the proposals you have made because they don’t
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perceive them to have anything to do with them.  
 I do agree with many of your proposals Daniel. Especially, letting go of jobs and roles that block
personal and the collective process. To center on healthy local groups, regions by enlivening the
mixing of cultures within a zone. We can do this when we are closer to what we can feel and relate
to.  My hope is that we create at this congress a space that plants a seed for a more Caring culture
in Subud.

regards Haris

 From: "Solat" <ssolat7@att.net>
Date: Thursday, July 07, 2005 4:52 PM
To: "Daniel Cheifetz" <dchei@attglobal.net>
Subject: words for your request

It was rare for Bapak to ask for questions after a talk;  I was only present on one occasion where he
allowed for Q&A; it was in the Marin County Subud House, when Bapak was being driven to several
centers in California. The question & answer that have stayed with me always were as follows:

Q (paraphrasing--from the lady Chair of Subud Marin):  Although we have quite a few members in
our group, there is very little interest in participating in Center Committee work or even to attend
membership meetings. What can we do about this situation?

A (paraphrasing and extracting from a much longer answer): 
"The members are not interested in what the committee does because they feel that 'They (the
committee) are Subud', instead of feeling 'I am Subud'.   If members realize that Subud is not
external to, but within themselves, they would then understand that the development of Subud
depends on themselves, rather than others."

The more WSA centralizes its authority and responsibility, with respect to both committee and helper
functions, the less individual members will feel that they have a participating role in how Subud
develops--both locally and globally.

The same trend is easily seen in the non-Subud world, wherein many citizens of old parliamentary
democracies have become apathetic to the point where they don't even bother to vote for their
representatives, figuring that they have virtually no power to affect or change the status quo.

On the other side, you have the more vibrant democratic forms, such as community-based decision
making through Peasant Associations (in Ethiopia), Town Hall Meetings (in some parts of the US),
or the system of Cantons in Switzerland. 

Daniel's proposals, moving toward the localization of decision-making authority & responsibility,
should help more of our members to feel motivated to take an active part in bringing Subud into the
world in a good way.

My qualm with the proposal is with respect to "automating" the making of helpers.  We are
already lax on using appropriate criteria when selecting helper candidates (criteria that are supposed
to be used before testing), which has resulted in there being many helpers who neither show the
motivation to fulfill their helper function nor have a caring attitude toward the members (including
other helpers). 
...We need to strengthen our adherence to these criteria, rather than doing away with them
altogether. 

Warmest,
Stephan
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From: Isman Kanafsky <isman37@sbcglobal.net>
Date: July 8, 2005 9:18:37 AM CDT
To: daniel@web.net
Subject: Feedback

Hi Daniel,
 
Thanks for all the great work that you have done. You asked for some feedback, so here goes.
Bapak's weekly talk came this morning and interestingly it says some of what I feel.

“Bapak will give you an illustration. The problem is that you do not yet know the truth of what you
need to do, or what you need to bring with you to do the work. So it's as if you need to hang a small
picture, for which one small nail and a small hammer should suffice. But because you don't know
how to organise things within yourself, not yet having been purified or having received God's gift,
you bring along all the tools of the trade. You bring a saw, a large hammer, a small hammer, nails -
sometimes you bring three boxes full - and then you bring a big saw, a small saw, a chisel and other
tools; and in the end you only knock in a nail for a picture. So you use your whole being just to do a
small job. Most of what people do in this way just harms their own self, because they force parts of
themselves that need not join in the work, and order them to work too. One day, you will be able to
receive, feel and verify what Bapak is saying.”

In a way this sums up how I feel. The parts of your proposals that I feel are valid are the parts that
relate to the material side of Subud. Such as enterprise and the organisation. The parts about the
helpers, I feel are out of place. As time goes on and the helpers become more purified, the situation
will become better, in general. As Bapak always said, "when it comes to the spiritual, all we can do is
surrender completely to the One Almighty God."

If you focus on the MSF situation and on enterprise, my feeling is that you will have a much easier
time and will probably accomplish more in the long run. I fully support those parts and any other
ideas that relate to the committee. I do not support changing the helper structure because Bapak
was in a better position than we are in seeing the reality of what is needed.

Sudarto told me an experience that he had when he went to a group and did latihan there and felt
very heavy and got a bad headache. He thought to himself that this group was really in bad shape
and he told Bapak about his experience. Bapak told Sudarto that what he was experiencing was his
own state. It was not the state of the group.

Well Daniel, in a nutshell, this is my feedback. I hope it is helpful.

Your brother,
Muhammad Isman

From: "lambert hughes" <lambert.hughes@virgin.net>
Date: July 8, 2005 2:48:40 PM CDT
To: <dchei@attglobal.net>
Subject: reply to your pre-congress statement

Dear Daniel,
 
Your pre-congress statement was very interesting and full of material for discussion. However I don't
feel able to give a fully comprehensive response. So here are just a few the things that occurred to
me.
During my time of the National Council of Subud Britain I attended a meeting in March 2004 which
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was quite difficult and was felt by several present to be a "bad" meeting. I suddenly saw that a
meeting could not be better than the people taking part and the outcome would inevitably be
affected by those taking part even with the help of the latihan and testing. This seems grim but was
actually a liberating experience especially if we remember that Bapak said that Subud can't be
harmed. Again it is another way in which we have to exercise patience.
 
Probably the most contentious part of your statement will be your remarks about helpers. The idea
of needing many more International helpers may be desirable but how practical is it? As I
understand it, it is very difficult to obtain people who are willing and able and then are tested in. To
me it seems the most demanding job and requires unusual qualities from those who undertake it. It
was noticeable too that you kept referring to "a lively latihan", as I remember it Bapak said that
people were ready to be helpers when they had a quiet latihan. However a diligent or a deep latihan
could also be as much needed according to the needs of the member in question. I do understand
that individuals and possibly whole groups can sink into a kind of lethargy when their latihan
becomes passive and repetitive.
 
To raise the consciousness in the Subud world about our International dimension, "for all mankind",
is really necessary and in my view Subud groups, regions and nations can easily become
submerged in parochial concerns. So much so that International matters continually get deferred to
the next meeting! Whilst on National Council I suggested that we get in the habit of dealing with
International matters first. This was greeted with delight and approval - but never happened! 
 
Another vital element is getting together with each other and providing plenty of opportunities for this
to come about. I wonder are we using new technology as well as we should? With the spread of
broadband it should be possible to use video-conferencing as an adjunct to face to face meetings. Is
it possible that this could allow the present WSC/ISC system to work better. Rather than go for a
wholesale revolutionary change finding ways to get the present system to work better is preferable,
at least I think so. Finance is obviously a limitation and obviously cannot be ignored. It has been said
that money is never a problem when everything else is right. That is rather utopian but does seem to
be something to bear in mind. I suppose we have to face it but everything else is never going to
be right.
 
On a personal note I can say that I now know (after 48 years) that purification is a long miserable
business and I wouldn't blame anyone who doesn't fancy it. Knowing that the spiritual life is real and
that Bapak was right is at least some compensation.  
 
with best wishes
 
Lambert Hughes       


