Subud Germany’s Position Paper for the World Congress

In preparation for World Congress
 
We present Subud Germany’s position with regard to
- the international Subud organization,
- the GUIDELINES – OFFICIAL BUSINESS OF WORLD CONGRESS 2005*), and
- the proposed changes of the WSA Constitution**)
 
                                                                                                *) distributed by ISC in January 2005
                                                                                                **) distributed by ISC in July 2004
 
Subud Germany organized 3 world congress preparatory meetings (January and May 2005 in Wolfsburg, April in Munich) which provided the opportunity for the national team to discuss related issues with members. 
Triggered by the proposed guidelines and constitution changes we looked initially at the international organization as such. From this discussion followed a widely shared consensus regarding the specific issues on which the German delegates will have to vote in Innsbruck.
 
The international Subud organization
 
We see the need for substantial change. 
Such change to be understood as a process of changing focus, of finding a new balance, not of replacing one structure by an other.
 
In our view there has been too much focus on:                                 
Structure and positions – on (often lonely) chairs (sometimes with their very personal „mission“) – on hierarchy – on events (world congress, WSC meetings) – on talking and testing without action. There is fragmentation (separation, boxes). And some expressed an uneasy feeling about the role of money in the international Subud organization.  
 
We suggest to shift focus to:
The actual process of working / being active together (operations) – clarity / consensus about objectives to be pursued – needs and services – teams and networking and inviting participation – flat / horizontal organization - clarity about tasks/responsibilities and means – improving communication  – integration, unity, and synergy, coordination and conflict management – more continuity and professionalism – transparency in decision making.
 
In this process of shifting focus / finding a new balance we suggest to 
·         discuss and establish consensus amongst the WSA members about objectives of the intern. organization, with emphasis on realistic / achievable aims for the coming 4 years (We have done a brainstorming about WSA objectives resulting in quite a list of what we want the intern. organization to do.) 
·         strengthen the capacity for operations  by e.g.
            - inviting participation of delegates / members of WSA
            - establishing task-forcers for specific objectives (to be dissolved afterwards)
            - strengthening ISC 
            - giving ISC the tools to actually coordinate international operations
            - establishing (more) permanent ISC finance and ISC secr./admin. offices
·         come back to a two board system and clarify the roles of: 
            ISC - in charge of and coordinating operations at the international level and 
            WSC - as supervisory/advisory body in charge of policy and strategy
·         clarify the roles (responsibility, authority) of the (non executive) WSA chair, WSA deputy chair, WSA secretary - and the ISC chair
·         reduce the number of WSC members with the aim of allowing WSC to better function as a team, and keep a balance between committee-members and helper-members 
·         overcome the boxes syndrome by an integrated approach to facilitating activities of Subud members and by effectively networking / co-operating on the operational level (as distinct from having a seat in the WSC)
·         do away with the fixed wings structure but respond to the reality of the actual development of the various aspects of activities in Subud
 
 
Subud Germany’s comments with regard to the guidelines
 
1. Appointment of new officers
 
In our view the practical aspects (clarity about the office/job, qualification of candidates etc.) need more attention when we appoint organ. officers.
Regarding the testing procedure we fully support the proposal of Robiyan Easty.
(Attached is Robiyan’s proposal with our amendments.)
 
Our tradition of just testing chairs has neglected the aspect of building and working in teams. We doubt that we ask the right question when the country as the location for the next ISC is tested. Candidates for the ISC chair should present their (plans for building a) team, never mind from which country the team-members may be.
 
The role of the Zone Reps. needs clarification as well, and there is a close relation with the above mentioned need to clarify the roles of WSC and ISC (and the respective chairs etc.):
As long as WSC acts as an executive body and Zone Reps. are involved in WSA operations, we hardly can expect that there is time left for the other job of the Zone Rep., i.e. to communicate and network and be in touch with the countries of his/her Zone, foster cross-border activities, participate in national congresses and/or other events, be the interface between the countries and the international level etc. At least in our vast Zone 4 we see the present double role of the Zone Rep. as far too big a burden. 
 
Man / woman co-chairs as proposed by SICA: We don’t support this proposal. What matters in our view are teams, not the gender issue which can be left to the respective team. 
 
SES / Youth and Wings in general:
In our view there is something wrong with the wings structure. It divides, many members even consider the wings as something separate from Subud, and it does not reflect the reality of actual developments. 
We believe that the core is to encourage and facilitate activities / working together of Subud members. That doesn’t start with wings, it starts with taking care of latihan facilities, group activities, socializing etc. And when it comes to more substantial initiatives it is hardly ever either SES (practical, material etc. aspects) or SD (caring, human relations, empowering people etc.) or SICA (creativity), usually projects are a mixture of all that.  
Conclusions: 
- We suggest to focus on encouraging / facilitating initiatives of Subud members with an integrated approach of all aspects of the organization (committees, helpers, socalled wings, MSF etc.). Suggested name for this approach: „Active Spirit“.  
- We suggest to assess the reality of actual activities (initiatives / projects and services to projects) and to adjust organizational structures to the process of development. 
On the international level SDIA is clearly a NGO with members and financially sustainable, and qualifies to be an affiliate of WSA.
SICA is an affiliate of WSA as well though it has a weak membership base and hardly any financial resources of its own. Therefore we question whether SICA actually should remain an affiliate at this point in time or rather be amalgamated with ISC (e.g. within an ISC „active spirit subcommittee“).
SES on the international level doesn’t exist, and as long as there are no substantial developments no SES chair should be appointed.
Subud Youth: In our view (and in line with a consensus at the 2004 Zone 4 meeting in Oslo) young Subud members must be at the core of main stream Subud (activities, committees, helpers) and they should be invited and encouraged to fully participate. Teams on all levels (from group to international) should pay attention to this and may find appropriate ways to achieve it. But there is no need for an international youth wing, and no youth coordinators should be appointed to WSC.  
But there is a need to pay more attention to youth before they are Subud members, i.e. to offer attractive „Subud quality“ activities to youth in the range from age 12 to 17 (or older but not yet Subud members).
 
2. Next world congress and ISC office
 
We agree to delegate the decision about the venue for the next world congress to the new WSC. The decision should be taken latest two years in advance. 
And we agree that the locations of ISC office and world congress are not necessarily linked.
 
We question whether the country matters so much to make this the number one test question. Similar to what we said above about ISC: We believe that the organizing team, its competence and ability to work together and the support it enjoys is the key. (Isn’t it time to ask ourselves why congresses moved from Kalimantan to Bali and from Spain to Innsbruck, in spite of our testing ? Possibly we didn’t ask the right questions.)  
 
We  agree with the permanent accounting office for ISC. 
And we support the establishment of a more permanent administrative office for ISC.
 
3. Working parties
 
We suggest to merge working party b) „Strengthening our organization“ and c) „Nurturing member activities, projects, and initiatives“, and consequently have only 4 working parties.
The purpose of this suggestion is to avoid the separation between „the wings“ and „the Subud organization“ right from the start and to find a new and integrated approach. The whole organization, wings included, is about services to the members.
 
 
WSA Constitution's proposed changes
 
Subud Germany rejects all 4 proposals for the following reasons:
 
1) The directors of WSA (WSA Chair and Zonal Reps.) are legally responsible in every respect for WSA according to the Articles by which WSA is incorporated in Washington D.C. The proposed change just would repeat this fact and is unnecessary. 
In our view there is the question how the directors – coming from all over the world and seldom familiar with US and Washington D.C. laws – can actually carry this legal responsibility. The proposed change does not address this question. 
 
2) There is no need to mention WSC in particular in the paragraph „decision making“. The present wording already covers all decision making procedures of WSA. If WSC is singled out, one might ask: why are the zone councils, ISC, the MSF board etc. not mentioned ?
 
3) MSF is not mentioned at all in the WSA Constitution yet. In our view that needs to be amended, based on a clear understanding about the relationship between WSA and MSF. Just to make the MSF chair a member of WSC doesn’t resolve this issue. And in our view it is even questionable whether the MSF chair should be a member of WSC at all, provided WSC becomes the supervisory/policy body as suggested. We should rather focus on the cooperation between MSF, ISC, Zones, SDI etc. on the operational level, i.e. to ensure an effective and well coordinated cooperation between MSF and all bodies of WSA. 
 
4) ISC in our view needs to be strengthened and not downgraded. The ISC chair and his/her team are key to successful and well coordinated operations of WSA. Therefore the ISC chair should be appointed by the world congress, not by WSC.
 
 
Changes of the Constitution to be considered in future
 
Subud Germany suggests a discussion on 3 points which may lead to changes of the Constitution in due course:
 
1) MSF – as mentioned above.
 
2) Aims of the association: Aim 5 (to provide educational facilities) and 6 (to relieve poverty and deprivation) should be reworded  to clearly express that WSA is encouraging / facilitating such activities of Subud members, but WSA and its organs are not undertaking (managing, taking the risk of) such projects.
 
3) By-Laws / Assumptions 1.2 reads: 
„Maximum Autonomy: Unless specifically limited or excepted, individuals and bodies referred to in the By-Laws may act within their own jurisdictions as they see fit.“
In our view this provision is harmful as it fosters the lonely chair tradition. 
We see the need to discuss and come to consensus about roles and responsibilities, we need teams  and networking, coordination and compromise.
Assumption 1.2 points into the opposite direction.      
 
 
Some other issues
  

· Money - three concerns have been voiced: 

 
- Influence on decisions: While WSA is short of money most of the time donations are more than welcome, many activities / projects depend on generous donations. On the other hand we must pay attention to the all too common experience that money rules the world. How can we avoid this in Subud ? At least WSA should try to achieve maximum transparency in this regard.  
- BSBT / Widjojo conflict: This fight about money and the way it has been pursued so far is poison to the body of Subud. We hope that the World Congress will be used to come to an amicable settlement of this conflict in a spirit of mutual respect and compromise.
- Fundraising for members’ projects: Working together in Subud is an important aspect and facilitating and supporting members’ initiatives / projects is an important task of the organization. But fundraising for members’ projects amongst the wider membership needs clear criteria and a screening process so that we may avoid misuse of trust. 
  

· World Congress resolutions: 

We suggest that resolutions should spell out clearly who is assigned to do what and which budget is requested.
  

· A meeting of committee colleagues (e.g. national secretaries) at Congress is proposed. 

 
 
The national team of Subud Germany
June 2005
 
 
Attachment
 
Election of international organ. officers
 
Proposal by Robiyan Easty, KC of Subud Greece (in black)
Amended by Subud Germany (in red)
 
The total to be understood as Subud Germany’s position regarding the election process.
 
 
 
 
1.    The Kejiwaan Councillors (KCs) test the candidates with the International Helpers (IHs). They do this in the latihan hall so that everyone has the same opportunity to receive standing up, with freedom of movement, which I think we would all agree gives us a better way to receive . Agreed
 
They all do latihan before – men and women separately. They also test separately about the present and future needs and which human qualities would best respond to these needs, or similar questions which help to find our direction, and maybe exchange the result of their receiving.  
Female IHs and KCs test with candidate in the presence of male IHs and KCs and committee delegates, as witnesses, and vice-versa: the men test the male candidates in the presence of the female helpers and committee delegates.
 
2.  The committee representatives (CCs) judge the candidates according to the presentation of their worldly qualifications, experience and qualities. Agreed
 
We suggest to take such presentations seriously and not leave the choice to testing, believing that practical considerations are insignificant. 
That requires:  clarity about the office for which the candidates apply
            job descriptions, clarity about tasks/objectives/ responsibilities/scope and means 
And it implies: more professional procedures like written CVs, finding committees for screening,              interviews, presentation followed by questions and answers
 
3. The KCs share their receiving with their committee reps. Agreed
 
We prefer not to talk between testing, the answer be given after all candidates have been tested. No comments on the receiving except for the candidate if he/she wishes to do so. The helpers give one (or more) recommendation(s), according to their receiving. A positive receiving should go as yes or positive, without comments, and be accepted as recommendation; the opposite does not require any comments. The committee delegates should act as “witnesses/observers” using their eyes and own ability to follow the testing with their inner feeling. 
(This point 3 should happen after point 1/testing!)
 
4. The KCs and CCs then thrash out who their country will vote for. Agreed
 
This is the forum where we can and should talk together.
We suggest to keep this forum small, although a small (one/two persons) delegation might wish to join another one.
 
5. The vote takes place in the plenary. Agreed
 
 
We propose the following procedure in starting with
 
establishing clarity / consensus about the office for which the candidates apply – at least start the process! 
a.        Finding candidates, screening, practical considerations, presentation
b.        Latihan and general testing
c.        Testing candidates
d.        Delegations meet to find their candidate
e.        Vote in plenary
 
This is a process that empowers everyone.
It gives 'ownership' of the process to all involved, the KCs in their kejiwaan role and the CCs in their worldly role.
It requires all involved to put adequate time and effort into the process.
It satisfies the democratic principles of our constitution and answers those critics who say that the way of testing we have been using is theocratic and not respectful of the role of the country delegations.
It answers those critics who say that we are being 'airy-fairy' and irresponsible in not considering the  CV of each candidate.
 


