The Shambhala Congress
4-9 November 2003



Summary

This First Shambhala Congress was attended by more than 220 participants from North America, Latin America and Europe (apologies were received from the Shambhala Community in New Zealand as well). Representatives from all the major leadership groups of the mandala were present, including the Sangyum, the Council of Acharyas, the Council of the Makkyi Rabjam, the Council of Warriors, the Board of Shambhala International, the Shambhala Trust and the Directors of Practice Centres and Shambhala Centers worldwide.

The purpose of the Congress was to examine how we can further develop a unified, functioning mandala in order to serve and propagate the teachings of the Shambhala and Buddhist traditions and create enlightened society. The goals were to deepen communication and understanding within the mandala, work on issues of trust and mistrust and identify the topics uppermost in our minds. The Congress aimed to take the first steps to work through those topics and lay the basis for follow-up afterwards.


Welcome to the Congress: Tuesday 4 November
The Congress was opened with a welcome to all participants by the Warrior General of Shambhala, Mr. Marty Janowitz. He expressed his delight on behalf of Shambhalians living in the Atlantic Provinces who were hosting so many of the participants in their homes and who had worked hard to create the sacred practice space for the event.

On behalf of the Board of Directors of Shambhala International, Mr. Chuck Lief, the Chair of the Board, stressed the appropriateness of holding the Congress at Pier 21 in Halifax, Nova Scotia, one of the primary sites in North America through which countless immigrants and refuges had come to the continent in the past century. He also traced the history of the Shambhala Community in arriving at this point where it was possible to hold such a congress, thereby fulfilling the aspirations of the Druk Sakyong, Chogyam Trungpa Rinpoche and of Sakyong Mipham Rinpoche.

Participants began a process of deepening their connection with each other and our ever-expanding community by grouping themselves geographically to form a living map of our global mandala. They then turned to discussion of two questions: "What do you feel would be needed to make the Congress a safe place for people to share whatever is on our hearts and minds?" and " What would be needed to make the Congress as productive as possible?"




Opening Day: Wednesday 5 November
A strong practice container had been created for the Congress, with opening chants and mediation for an hour each morning and with the afternoons closing with meditation, protector chants, the longevity and aspirational chants and the dedication of merit.

After morning practice, President Richard Reoch welcomed Sakyong Mipham Rinpoche to the Congress, and gave the Congress a summary of the many answers that people had given the night before on the questions of making the Congress safe and productive. He clarified the meaning of "safe", quoting from Pema Chodron who said that our role was to create safe containers in which the dharma could be threatening. He outlined people's suggestions under the themes of "How we speak", "How we listen", "How we hold the view", "how we give leadership" and "how we practice." He ended by quoting one participant who expressed the wish that "we leave feeling something has started, not ended."

The Sakyong addressed the Congress saying that as a community we need to ask ourselves what we really want and what we are really willing to do.  Society is taking us along and things are changing around us whether we wish them to or not, he said, and as a community we have the opportunity to decide how to respond to the world as we move forward.  At the same time, we are continually trying to learn how to live together and how to work together, and to do so means that we must be willing to soften up in the process.  The notion of community is about supporting one another’s lungta. By practicing together we can raise the lungta of the whole group.  The ‘big mind’ that we develop through practice and study allows us to see a bigger broader view, to see the breadth of what is possible.  It is not an accident, Rinpoche explained, that we are here in this time and place, and we need to have the courage to try to make an impact on the future.  “Somebody is making decisions about the future and it might as well be us,” he said. Posing the question as to whether our community wanted him to reach out and bring many more students to Shambhala, he made it clear he needed our support in whatever direction we wanted him to lead us.  “I am here for you,’ he said. “Are you here for me?”


The afternoon was devoted to identifying the core topics that were uppermost on people's minds through a process of contemplative circles. Out of this process, aided by a team of 18 facilitators, the core topics of the Congress emerged. This was also an opportunity for participants to contribute questions for the Sakyong and Shambhala leadership on any matter they wished.

Workshops took place that evening offered by people on a range of topics, including repect for the environment, auspicious aging, delegs and legal issues of relevance to Shambhala Centres.


Day Two: Thursday 6 November
The Sakyong agreed to an open-ended question and answer session that lasted the full morning. Questions had been submitted in advance on email and there were many more that arose from the previous day's discussion circles. These were grouped into four main themes: "Democracry and Hieracrchy", "The Sakyong's vision for the future and our growth", "The Role of the Sakyong, his relation with students and the succession of Sakyongs", and "Our Shambhala Buddhist Lineage and relations with other lineages".
An edited transcript of the Questions and Answers will be prepared for the benefit of the Shambhala Community as a whole.

The Congress participants then grouped themselves for the afternoon to discuss the Core Topics, whose outcomes are summarized below.

That evening there were further workshops on themes such as family programs and support in Shambhala, Vajra Dawn, and a discussion among representatives of Shambhala Centres in Canada on future cooperation and communication.

Day Three: Friday 7 November
Molly de Shong of the Shambhala Sun was invited to host a morning question and answer session directed to the president and members of the various leadership groups in Shambhala. Questions covered Shambhala's finances, financial reporting by  Shambhala Mountain Centre, the role of the Acharyas and the Dorje Kasung, the relationship of and respect for the Vidhyadhara in our mandala, and the role of the President, among others. This opened out into a broader discussion of the Varja Regent, and the general issue of authority and trust in leadership in our community.

Synopses of the Core Topics
(A full report on the Congress will be prepared for the entire Shambhala Community. Each of the core topic groups prepared the following short synopsis of their work.) 


Our Core Identity

Offering:

1. Raw material as the basis to begin discussion.

2. Aspire to the open possibility for everyone in the mandala to contribute/participate in the discussion.

Key Issues:

1. Core issue is the willingness to relate to each other.

2. Membership/citizenship criteria is willingness to open the heart.

Next Steps:

· Facilitated small groups would be helpful, throughout the mandala to allow space and safety for people to be heard.

· We need to create ground by beginning with the question “who are we?”

· We need to empower the discussion through raising windhorse or bodhicitta.

· We value the contemplative aspect of our container.

· Having a local congress could help develop core issues.

· Offer the raw data from here, suggestions for form, and how to help the process in a sourcebook.

· The “final” expression of core identity should come from the whole mandala.

· Persons willing to take this forward: Candlin Dobbs, Adam Feuer (adamf@pobox.com).


Lineage, Devotion and the Kingdom of Shambhala

-          Questions/concerns about the Sakyong’s expenses/lifestyle when we are facing a financial crisis

-
Need to have a handout for new people explaining our mandala, lineage and respect for teachers.  Devotion may be a Vajrayana term but its expression in how we relate with the lineage teachers is visible to all and often misunderstood.

-
Need to explain levels of respect/devotion and levels of relationships – spiritual friend, Vajra master, etc.


-
Need to retain integrity/magic of the Vidyadhara’s teachings and move forward in harmony with each other and the Sakyong.

-
All of us can take responsibility as holders of the lineage – all Sakyongs and Sakyong Wangmos.  Greet people new and not new in a friendly open way.  Go beyond our fear/hesitation, etc, and say “hello, my name is ……..”

-
The formal forms of the Shambhala style do not work equally well in all cultures.  How can we adapt them?


Towards a Unified Mandala

Ground:

The heart of our mandala is healthy and strong!  The roles and relationships of our mandala are tangled, antiquated and far more complicated than abhidharma!

Fruition:  

We envisioned a unified mandala by focusing on the roles and functions that the “center” should provide to the fringe.  Working from the perspective of individuals and centers, we brainstormed a “wish list” of 52 functions the “center” could provide and we considered new structures and relationships such as regionalization.  But because the design of our organization alone won’t insure its health and harmony – we also outlined key principles and qualities of secular/sacred governance.

Path Ahead:  

Working groups will need to delve deeply into the specifics of designing and implementing a “new and improved” mandala.  If the energy, expertise and devotion displayed by the group working at this congress is any indication – then achieving a unified mandala is only a question of when, not if.


Outreach and Diversity


Key Issues Discussed:

· Our mandala is lacking diversity in terms of race, socio-economic status, sexual orientation, physical abilities, cultures, age, nations and beliefs.

· Our mandala does have tremendous diversity related to difference of opinions, organizational styles, personalities, etc.  We are not always so good at tolerating the diversity we already have.

· We are not always creative and open to working with others beyond our center walls.

· We tend to forget that we were new once too.

Recommendations:

1. Mission statements at every level of the mandala should include that persons of all races, sex, sexual orientation, cultures, ages, physical abilities, nations, and beliefs are invited and welcome.

2. We should extend a triple welcome:

· Welcome #1: going beyond our center walls to meet people where they are

· Welcome #2: if and when people do come to our center, they must be warmly welcomed into a space that is inviting and wakeful: our center should be an extension of Kalapa Court.

· Welcome #3: personal connections with newcomers must be nurtured on an on-going basis; newcomers must be allowed to progress relative to their own interests and learning curves.

3. Outreach should extend from a strong, stable base of individual and group practice: we must face our own biases and lean into our fears, going to the places that scare us.

4. A working group should be formed which utilizes email, a website, etc, to share best practices and to support one another in implementing the above recommendations.



Our Finances and Risks


Topic: 

The finances of Shambhala International

Key Issues discussed: 

The current funding model for Shambhala International is not working.

Recommendations:

· A central organization that provides core services is worthwhile and should be financially supported.

· This funding should flow in a predictable and systematic way from the fringe to the center.

· The goal is that this regular flow of support should fund most of the central organization’s operating expenses.

· The success of this goal presupposes several developments including:

1. that there is a unified definition of membership


2. that there is a unified definition of the duties and functions of both center and fringe

3. that improved marketing would help clarify these definitions

4. that the current mistrust of central financial management practices be mitigated by procedures such as: a) better communication in general, specifically providing a “face” to represent the central organization to local centers; b) allowing local and regional representatives more involvement in financial decision-making; c) providing transparency, accountability and professionalism in financial management

5. that the current trend toward regionalization be integrated into this restructuring of financial relationships.

Specifically, we recommend that local centers support the central organization by remitting a portion of their income to the center on a regular basis.  This portion should be tiered to reflect local resources.  This restructuring would allow major fundraising opportunities like Shambhala Day to be focused primarily upon designated special projects.

Several open issues remain.  A new financial model working group has been established and many members of our group would like to continue their involvement in this area.

The Shambhala Path of Social Engagement
Key Issues:

1. Why social engagement?

· Social engagement is part of our practice (called “post meditation” practice).

· We have been given special, precious teachings on creating enlightened society and the exhortation of our teachers VCTR and SMR to help others and protect this sacred world.

· The world is calling for help—are we listening?

2. What is social engagement?

· We are all already socially engaged, whether aware of it or not.

· Social engagement as path invites us to acknowledge that our working with others is our path.

· There are many ways to work in this realm from individual efforts within family, sangha, workplace to tackling social ecological issues (e.g. prison dharma, environmental work, Habitat for Humanity, Amnesty Int., etc), to transforming worldview.

3. How do we engage?

· Apply “practice” to our lives and relationships.

· Access resources currently available.

· Build on current work, within and outside the sangha.

· Design training programs for social engagement.

· Include social engagement components in existing programs within the sangha (such as Shambhala Training, Nalanda Programs etc.).

Next Steps/Recommendations:

1. Call upon the Congress to endorse social action as a major issue.

2. The creation and development of a Shambhala Path of Social Action.

3. Announce the formation of a group empowered to accomplish this (we will start).

4. The group will further develop a vision statement and a set of guiding principles (using the preliminary work of the Social Action working group) and implementation plan.

5. Invite participation in the working group and online discussion group: www.LearningAlliances.net/SPSA.

6. Survey results available at the Congress, free (“Glimpses of Shambhala,” “Shambhala Survey: the social dimension.”

7. Training programs to be offered

· Dechen Choling (May 2004)

· Dorje Denma Ling (August 2004)

8. Develop ongoing training for future programs to integrate components into existing programs.


Sangha and Community Care

Key Issues:

Principles of a caring community- we created a list of qualities and actions which reflect what it means to be a caring community.  Basically this comes down to community as the manifestation of warriorship in action.  The qualities are kindness, warmth, genuine interest in each other, and leaving no one behind.

Challenges:

· Community versus assembly of individuals

· Mandala versus pyramid

· Insider versus outsider (exaggerations of old/new)

· Acceptance versus exclusion

· Natural versus forced

· Quality versus quantity

Recommendations:

1. Survey each community using a “caring community list” and address the gaps discovered through the survey.

2. Delegs

· Flexibility of design to reflect the diversity of the population

· Geographical or activity related

· Mixture of information exchange and socializing

· Dekyong training manual

3. Meditation Instructors

· Recognition of their role as caring for individuals and as holders of caring for the community

· Collective gatherings of MIs and students

4. Supporting the leadership in each centre through diverse methods

5. Ratna book

· Listing talents and passions each person has and would like to share or develop

· Develop community methods to address

6. Padma Group

· Welcoming newcomers and ongoing support

7. Practice forms need to be flexible to combine practice, food, dharma and socializing (e.g. Café).

8. There should be an accessible description of rituals and chants used.

9. Bodhicitta Boosts- gentle reminders to enhance bodhicitta expression (e.g. humor); inclusion of bodhicitta practice as a part of regular practice.



Shambhala Conduct


Topic: How we deal with abuse, misconduct, harassment, justice, ethics

Key Issues discussed

· Kindness to each other/how mean we have been/are to each other.  Good people have been hurt and left.

· How our “culture of secrecy” has created pain, unresolved hurts, karmic debt – how this has evolved

· We have made attempts to work with this: we haven’t done very well and we could do better.  A document on care and conduct is a start.

· Teachers’ responsibility to ethics --- samaya, cultural issue of  Tibetan relation to teacher versus Western

· Appreciating what we have: sangha, teachings, collective wisdom – and work with this.

· Education at all levels important

· Need not to sweep things under the rug.  Why it’s hard for us to challenge each other in areas of misconduct.

· We aren’t different from rest of society in having these problems, but we have teachings too – we could model and lead in the future in these areas.

Recommendations

· work further on a document with open community input: 

· should be widely disseminated

· should be distributed and signed by those who worked on it

· offer it as a work in progress

· oversight by another body

· fill post of  “chief justice”

· restorative justice

· post Shambhala “Edicts of Wholesome Conduct” in centers

· policy of education on abuse, substance abuse, etc, as part of preventative measures and part of a formal justice system

· continuing discussion on the role of  the teacher and how he/she embodies ethical principles; how this relates to samaya (there should be a dialogue with the Sakyong on this)

· be kind to each other

· creating forums for people who have been hurt to speak out


Listening:  Bringing Our Experiences with the Vajra Regent to the Path


A diverse group of 25 Shambhalians gathered:  new students, students who felt they were abused by the Vajra Regent, close students of the Vajra Regent, and everything in between.

Process:  

A talking circle, passing a picture of Manjushri.  Each person was given the space to speak from their hearts and share their contemplation of the issues surrounding the life and death of the Vajra Regent.  If one did not want to speak, one simply passed the picture to the next person.  Each person intently listened.

What emerged was an expression of the three prajnas:  hearing, contemplating, and meditating.  Analogy of eating food:  hearing is reaching for the food, contemplating is putting the food in our mouths and chewing it, and meditating is making it our own energy and radiating it out.  Making it our own wisdom through practice

Hearing:  

Each of us told our story and we all listened.  

Contemplating:  

Common threads emerged:  the dangers of theism, personal responsibility, fearlessness in telling the truth, abuse of power and secrecy, misunderstandings about the true nature of a teacher, the necessity of cultivating prajna.

Meditating:  

How to make this wisdom our own and go forward:  talking circles; Town Hall meetings (in a circle format, if possible); study of key issues like theism, nature of the teacher student relationship, the Buddhist Vinaya as an example of a code of conduct, etc; annual Shambhala Congress; Bringing Our Experiences of the Vajra Regent to the Path website to share our insights and tell our stories; and finally, approaching the consecrations of the stupa for the Vajra Regent with an open mind and heart.  Conclusion:  inclusiveness of cosmic mirror that includes and reflects everything.

To conclude, each member of the group said one word that reflected their experience.  


Communications within our Mandala

Key Issues Discussed:

Heart of issue = Trust

Key points of communication: 

· How we communicate with each other

· What

· Why

Complexity of communication:

· Language, word usage

· Culture

· Diverse aspects of organization

· Medium-related!

Recommendations:

1. Create/restructure sangha email and website 

2. Communication as practice/path: training levels, eg deep listening, community as practice

3. Continue: Dot, Shambhala News Service, local newsletters, interest specific email lists

4. Strengthen delek system

5. Website: need search link for “Buddhism”, make easier to navigate, other languages

6. Generic publications and videos:  brochure about core identity, information sheets – iconography

7. International database that can be used regionally and locally

8. Plan another Congress

9. Working group of people with communication skills, technical and personal

10. Frequent, clear reporting of financial status of mandala


The Heart of Leadership

Core Issues:

1. We found a DEFINITION OF LEADERSHIP

· Fulfilling potential: leading your life

· Conventional: manager/administrator

· Creating the Container: inspiration and empowerment

2. We found the RESOURCES existing in our mandala

· Basic Buddhist/Shambhala training as the ground for good leadership

· Existing training (Sun Camp, Kasung; Shambhala Institute; Marpa Center, College of Ashe Prince and college of Denma

· Devotion and enthusiastic, well-trained people (human resources)

3. We found the ROOT ISSUES in our mandala

Leader Symptoms (problems):

· Missing container- no practices, forms and teachings are available

· Clarity of view around dichotomies- masculine/feminine; hierarchy/democracy; task/process

Recommendations:

To create a path of sane, effective leadership, we recommend the formation of a body to produce manuals and practices, to create resources and a training program, and to host online conversations and conference calls provided resources and training program.


First Steps-

· Simple resource website

· Mentorship

· Coordinator work as path program/ slogans etc.

· Slogans for leadership (in general)

· ‘Mining’ history.


Education and Practice


Key Issues:


Meditation Instruction / Teacher Training and Development

· Infrequency of AD & MI training and accessibility – location, cost

· Transition of training curricula for meditation instruction, no programs authorized currently

· Continuing education for senior students (i.e. MI & Director retraining)

· Skillful quality control for teachers, MI’s, Directors. 

· Evaluation systems for teachers, MI’s, Directors

· Cumbersome process to become AD / MI – i.e. dathun requirement, travel – need to balance with quality of instructors

· Database maintenance for MI and teacher certifications

· Continuity, Mentorship, Invigorating

· Minimal structure for teacher training for Buddhist track

· Teacher availability – regional sharing

· Role of Acharyas

Curriculum

· Curriculum development:

· special needs groups

· Distance learning

· Huge, complicated curriculum for small centres to manage

Other issues

· Perception that only/best contribution to mandala is teaching (as opposed to administration)

· Youth Education

· Entrance of new students

· Bi-lingual teaching

· Sharing resources

· Financial support of teachers

· Cost of programs

Recommendations:

1. Heart of our issue:

Fully funded office of Practice and Education for quality, consistency and support and to be the central repository of resources.  Immediately. Essentially everything else relies on this.

Funding suggestions beyond preferred stable centralized funding solution:

a) adopt an employee at SI (in P&E)

b) adopt a month (of salary)

2. Continuing education for senior students, directors, MI’s, administrators, staff.  Suggestion – rotate visits to SI and other centres for information gathering.

3. Investigate and combine current and possible alternative delivery systems of our curriculum – distance learning, webcasts, Acharyas without borders, senior teachers use, conference calls, etc.

4. Create and maintain databases which can serve to disseminate information efficiently as well as connect centres to resources. Shambhala Training model valuable.

5. Develop systems for monitoring and mentoring.

6. Regard children as full members by developing, gathering and sharing age-appropriate educational materials and programs from throughout the mandala such as: Bodhi School, Rites of Passage, Sun Camp, Shambhala School, etc.

7. Plan for the needs that will arise in our continually more diverse and multi-national (multi-lingual) sangha, working with individuals and groups from other countries.

8. Make better use of the experience, wisdom and willing participation of those in the wider mandala

9. Create a grassroots advisory council representative of the mandala (no acharyas) with representatives from:

a) Centres of different sizes

b) Centres from different countries

c) Different educational programs

to support greater communication and intimacy within the mandala.

10. Fund a webmaster to tap into the rich possibilities inherent in the website and database resource and communication tool.

Next Steps:

Commitments by members of group:

Carol C.
creation of teacher availability resource

Rita G.

practical ideas for traveling teachers

Monica
work with Carolyn M and the Office of P&E to fill in technology and other needs as an offsite volunteer for an interim period (12 to 18 months.)

Carole S.
Serve on advisory council, experiment with distsance learning, webcast, etc.

Florence
Contact for Europe. Gather information for directors in Europe, work with developing European P&E office.

JP H.
Solicit ideas for dharma brats and parents for youth initiatives, old and new.

Nicki D.
Boulder children and youth programs syllabi are posted on the web, bibliography available, information on youth teacher training. Probably a two year project

June
continue with support of Practice and Study in Halifax.

Gayle
work on distance education curriculum and implementation

Cortez
help Carolyn with continuing education

Jill
continue to help SI P&E as a volunteer



Membership


Key Issues:

· Financial Support

· Community Building

· Inclusiveness

· Fearlessness

· Generosity

Recommendations:

1. Open Model

· Broad range, inclusive self-determined

· Not tied to practice commitment

· Pre-supposes clear, well-defined centre governance

· Individual centres are free to establish levels and form of membership dependent on their situation

2. Local membership includes membership in the wider mandala.

3. Membership includes benefits such as access to Meditation Instructors, discounts, newsletter, etc.

4. New members receive a mission statement, information on Shambhala International, and a personal orientation/contact.

5. Ongoing Attention to membership is needed at Shambhala International (perhaps it could be a Board or paid administrative position).

6. Meditation Instructors and Shambhala Guides are free to, but not required to, discuss membership with prospective members.

7. There should be the opportunity to be a member of Shambhala International directly.

8. Membership should require some level of financial commitment.

Membership Marketing Suggestions

Information about the opportunity to become a member could be readily accessible in the following places/ways:

· Website

· Brochure

· Centre displays

· Invitations

· Announcements

· Membership forms


Implementation

Recommendations:

1.     Maintain 13 working groups

2.     Involve the broader Shambhala community, ie those not at the Congress
3.     Ensure diversity represented in the groups

4.     Create connection of groups with President and Boards

5.     Link to working group through designated representative

6.     Each group to recommend priorities and timelines for their recommendations

7.     Communication be open, transparent and on-going, eg, through Dot, through website

8.     Designated representative make appropriate linkage/collaborate with inter-connected group

9.     President/Boards take “big picture” view and report on any decisions or perceived conflict regarding priorities

10.   LESS TALK, LESS PAPER, JUST DO IT!

Group members to be committed to actually doing things in order to implement recommendations.


Day Four: Saturday 8 November
Work continued in the topic groups, preparing the synopses and presentations to be given in the feast that evening. The afternoon was given over to an open session of discussion and brief reports back from the groups.

The Congress concluded with a Sadhana of Mahamudra Feast presided over by the Sakyong. In the course of the feast, there was a statement read out by Acharya Richard John on behalf of the Council of Acharyas, and this provisional summary of the Congress was presented by President Reoch.  On behalf of the entire Congress the Vajra Dawn participants gave a spontaneous presentation answering the Sakyong’s question posed at the outset. They said together, in their own unique way: “WE ARE HERE FOR YOU”. This took place amidst many expressions of thanks for all those who had worked to prepare the Congress and the many Shambhalians who had devoted themselves throughout the days to the entire process of contemplation and deliberation, as the practice of what the Sakyong has termed “Secular Sacred Governance.”
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