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“Join with me in creating a decade of Jewish renewal. Let us cease to be a community whose
institutions and attitudes are growing old. Let us work together to plan and to create a decade of
renewal of Jewish leadership, education and spirituality. Let us start this day, and for the next ten

years, a process of working together to build a community”.

Chief Rabbi Dr Jonathan Sacks
Installation Address September 1991

“Our congregations will require more autonomy, greater rights to use the fruits of their extra
exertions for their own expansion, if we are to provide incentives for local initiative, rewards for
harder efforts, and opportunities for more dynamic leaders and members. The prescription for a

modern vibrant community is mass participation, some decentralisation and healthy diversity, apart
from an imaginative programme of constant improvement and growth”.

Lord Jakobovits
United Synagogue Centenary Address July 1970

This report and the research and investigation leading to its publication has been entirely funded by the
Stanley Kalms Foundation
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INTRODUCTION

FINDINGS

The United Synagogue has a great and venerable history. More than any other
organisation, it has fashioned the character of Anglo-Jewry. It still commands the
loyalty of a large percentage of our community and for many it is the social glue that
binds Anglo-Jewry together.

But today the United Synagogue stands at the crossroads. Sweeping changes have
transformed the Jewish landscape over the past fifty years. The impact of the Holocaust
and the rise of the State of Israel, as well as the march of technology, the breakdown of
the family, and the competing tensions of secularisation and new religious fervour have
affected the very fabric of Jewish life. The nature of Jewish identity has changed, as the
range of Jewish choices has expanded radically. Traditional ties no longer exercise a
hold over the individual. New expressions of Jewishness are being heard. The
repercussions of all this on the United Synagogue have been profound, but not always
understood.

In October 1991 the President of the United Synagogue established a review of the
organisation to present recommendations regarding its role in the years ahead. The
review was set up against a background of crisis and opportunity - crisis in the form of
declining membership and severe financial difficulties accentuated by the current
recession, and opportunity represented by growing interest and participation in Jewish
life, as well as the challenge of a new Chief Rabbi. The terms of reference for the
review were broad and it was assumed from the outset that the task would be to
transcend immediate concerns - the 'symptoms' - and to uncover the deeper roots - the
‘causes’ of the crisis.

During the nine-month enquiry that has led to the publication of this report, a team of
professional and lay colleagues has sought to come to terms with the problems facing
the United Synagogue today. Many possibilities were considered, including the notion
that this once vital lynchpin in Anglo-Jewry was no longer relevant or needed, but
research convinced us that it had a critical role to play. The team conducted a thorough
investigation, starting with problem analysis through interviews with a wide range of
individuals and groups, market research of a qualitative and quantitative nature,
professional consultancy, reading and group discussion. As first thoughts were
formulated regarding the definition of the problem and the outline of possible
responses, further consultation was held prior to setting up a number of detailed
investigations in specific areas. This report was eventually constructed following the
outcome of those investigations.

Our most serious finding is that the United Synagogue is an institution in a state of
acute financial decline. It is at the top of its borrowing facility, locked into illiquid
assets, earning relatively less each year from a declining membership and yet spending
more each year on a constantly expanding programme. The recession has merely
brought to a head a situation that has been developing for some time. Many individuals
laid the blame on bad management, and undoubtedly this has been a factor. However, it
soon became clear that, whereas some symptoms might be financial, the causes lay
much deeper.

Along with the financial malaise, other symptoms were manifest. These included a loss
of morale at every tier within the organisation, confused and conflicting approaches to
the United Synagogue’s objectives, lack of role definition at both a lay and a
professional level and, above all, a deep dissatisfaction with the centre. These factors
may have been aggravated by the pressure of a financial crisis, but they exist
independently of it. The search for a more fundamental cause continued.
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The conclusion to which we were driven was that the root cause of the United
Synagogue’s crisis was a drift away from the fundamental goals or 'mission’ of the
organisation. This was the single factor common to all the symptoms.

The original mission of the United Synagogue was to include Jews within an Orthodox
community framework. This was a task that had to be carried out at the local level,
using the intimacy and caring of the neighbourhood synagogue to bring people in and

to service their Jewish needs. The centre was established simply to create a structure for
carrying out the mission - to assist in the creation of new communities where needed, to
guarantee the support of the weak by the strong, to offer those services, such as burial,
which could best be organised at a cross-community level, and to provide spiritual and
religious direction for the community as a whole.

What has happened over the past few years has been that the centre has taken on a life
of its own. It has grown out of proportion to the aim of the organisation. As Jewish
needs have diversified enormously, local communities should have been retaining more
and more of their resources to cope. Instead, an ever-expanding centre has taken on
more and more and has become the main generator of expenditure, in a misplaced
centralised effort to respond to trends, particularly in education, that should have been
dealt with at the local level.

This approach has drained the resources and energies of the whole organisation. The
income base of the United Synagogue is declining, because membership is declining.
Membership is declining in part because younger people are not being attracted to join.
Younger people are not joining because they perceive that the community has little to
offer them. The expanded range of services offered by the centre is paid for by the
membership but benefits are not fully felt at a local level. This explains the financial
difficulties, because it is a policy that extracts without replenishing. It explains the loss
of morale, because it creates a 'them and us' environment within a single organisation. It
explains the lack of role definition, because the leadership have lost critical insight into
their real purpose, and it may explain the dissatisfaction with a centre that appears to be
obstructing rather than assisting in what is perceived at a local level as the most
important task - the development of the communities themselves.

NEW MEMBERS

1988 | 1989 1990 | 1991 1992

Source: Central membership records

1986 1987

What follows is an attempt to address the problems facing the United Synagogue and to
establish for it a viable role for the years ahead. What is needed is to restore the
underlying health of the organisation, and that cannot be achieved by reference to the
financial issues in isolation. First, the aims of the United Synagogue must be clearly
understood. That having been achieved, policies and programmes can be constructed
for the organisation which reflect those aims. Leadership - lay and professional - must
then be empowered to execute those policies and programmes with the goodwill and
understanding of the membership.




But one further step is required, and that is the belief that revival is achievable. There
are those who read the negative signs in communal life - declining numbers,
assimilation and so on - and draw from them some depressing conclusions. They see
the current state of the United Synagogue as a natural product of decline: tragic but
irreversible. That view is not shared by those who participated in this review.

As the enquiry proceeded, puzzling paradoxes were observed. On the one hand we
encountered a deep sense of frustration and disillusionment with the United Synagogue.
On the other hand, market research revealed an equally deep and pervasive loyalty to
the moderate, contemporary Orthodoxy with which the organisation was identified.
Alongside the perception of a centre that had lost its way we encountered example after
example of success, buoyancy and enthusiasm at the local level. Negative images of the
rabbinical impact on communal life were contrasted with equally powerful rabbinical
success stories, epitomised by the appointment of a dynamic and forceful new Chief
Rabbi. Statistics on declining synagogue membership were more than matched by
growing participation in various educational enterprises, often sponsored by the United
Synagogue. Is this a community in decline or in renaissance?

The answer to that question lies in the hands of the leadership of the community, and
particularly of the United Synagogue. It is clear that renaissance is a possibility. What
might prevent it would be a determination on the part of the lay leadership to cling to
patterns of control that no longer serve the greater cause. Releasing that control,
releasing energies as well as resources to thrive in a productive environment, should
turn the isolated examples of success into a general pattern of communal regeneration.

Our report advances the following six simple propositions, each of which is explained
in a separate chapter. They are :

* THAT SYSTEMATIC, COMPREHENSIVE CHANGE IS ESSENTIAL TO THE
SURVIVAL OF THE UNITED SYNAGOGUE THROUGH THE MOST SEVERE
FINANCIAL CRISIS IN ITS HISTORY, AND THAT THE TIME FOR CHANGE IS NOW.

* THAT THE MISSION OF THE UNITED SYNAGOGUE COMMUNITIES IS TO
INCLUDE JEWS WITHIN A TRADITIONAL FRAMEWORK AND THAT THE TASK OF
THE CENTRE IS TO ASSIST THE COMMUNITIES IN THE FULFILMENT OF THIS
MISSION.

* THAT THE POTENTIAL OF THE UNITED SYNAGOGUE CAN BEST BE REALISED
BY EMPOWERING AND ENERGISING JEWISH COMMUNITY LIFE AT THE LOCAL
LEVEL.

* THAT A NEW LEADERSHIP ROLE MUST BE DEFINED FOR THE CENTRE TO
REFLECT THE PRIMACY OF THE LOCAL COMMUNITY.

* THAT JEWISH EDUCATION HOLDS THE KEY TO JEWISH CONTINUITY, AND
MUST BE STRENGTHENED BY PROMOTING BROAD PARTICIPATION, AND LOCAL
RESPONSIBILITY AND INITIATIVE.

* THAT THE MOST SIGNIFICANT PROFESSIONAL RESOURCE FOR COMMUNITIES
IS THE RABBINATE, AND THAT ITS LEADERSHIP POTENTIAL MUST BE NURTURED
AND MAXIMISED.

In the pages that follow, we explain how we arrived at these conclusions, and set out the
detailed practical recommendations that flow from them. Some of these
recommendations can be implemented immediately and with little disruption to the
existing work of the organisation. Others will take time and will mean a radical revision
in thinking and in action. The time is short and the labour long, but the prize will be a
revitalised community, more diverse, more exciting, more attuned to contemporary
possibilities, and a more challenging environment in which to secure the identity and
commitment of the next generation of Anglo-Jews. Now is indeed a time for change.



SUMMARY OF PRINCIPAL RECOMMENDATIONS

The following are in summary form the recommendations of the Review.
MISSION

I The historic responsibility of the United Synagogue is to provide for
the broad majority of Anglo-Jews, offering a place for every Jew
who wants to identify with the community within a traditional
framework.The United Synagogue should pursue this fundamental
goal by adopting, as its mission, the need to expand its membership
under the banner 'including Jews within tradition'. This should be
the basis of future policy development and strategic planning.

COMMUNITIES

| R

Local synagogues should become Independent Trust Communities,
managing their own administration and finances, whose relationship
with the centre would be based on a formal 'community agreement'.

Il A new system should be instituted for calculating the local
communities’ contributions to the central organisation. This should
be based on the principle of site value.

Il Local community management should be increased, and central
control in the affairs of local communities should be decreased.

|I8l| Local community life should be expanded to respond to the needs of
the contemporary Orthodox Jewish community.

|| The functions of administration and finance should be split from
those of ritual in the organisational structures of local communities.

ISl Communities should be encouraged to establish broad-based
education committees to develop an overall strategy for Jewish
education at a local community level.

I Communities should be encouraged to set up policy committees to
construct a strategy for their development, to plan facilities for
youth and retired members, and to examine possibilities for inter-
community co-operation.

BB A permanent chazzanut/nussach committee should be established to
examine ways to preserve the tradition of nussach in light of the
decline of the full-time chazzan.

THE CENTRE

|| The United Synagogue Council should be reconstituted as a
representative body for a group of equal communities, with
representatives from each participating community.

|| A Council of Elders should be set up comprising the elders, past
presidents and life members of the United Synagogue.

|| A new, elected, position of chairman of the Council of the United
Synagogue should be established, although not necessarily
immediately instituted.
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The central executive structure of the United Synagogue should be
reconstituted on the basis of an elected president and vice-president
with powers to appoint their own executive team.

The central organisation of the United Synagogue should streamline
its executive and committee structure.

There should be a re-examination of women members’ access to
United Synagogue management positions.

A permanent advisory policy review board/think-tank should be
established as part of the central organisational structure.

A community development committee of the executive of the
United Synagogue should be established.

Independent trustees should be appointed forthwith for the pension
fund. In addition, the debt to the pension fund should be given the
highest priority for repayment and the United Synagogue should, in
future, forgo its technical rights to borrow from the fund.

The central organisation of the United Synagogue should be
relocated, eventually, to premises appropriate to its revised size and
role, physically separating, if necessary, the Chief Rabbinate, the
new Bureau of Education, and the administrative centre.

EDUCATION
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The existing United Synagogue Board of Education should be
abolished and a Bureau of Jewish Education, supported by the
United Synagogue, should be established, to offer guidance,
inspection, and training to communities and schools on a
supplier/purchaser basis.

Responsibility for education should be placed at the local
community level and in the hands of the users.

Central subsidies to chadarim and the central employment of
teaching staff should be abolished and guidelines established for
local employment of teachers.

The teenage centres should be reconstituted as a single entity or
College for Secondary Jewish Education. This would be a charitable
trust operating on several campuses under one leadership structure.

All day schools currently under the aegis of the United Synagogue
should become independent charitable trusts.

Central subsidies to Jewish day schools should be abolished, within
a limited transitional period.

RABBINATE

] koo |

A separate organisational structure for the Chief Rabbinate should
be developed to encompass the full range of its responsibilities and
to reflect the relationship of the Chief Rabbi with the constituent
organisations who recognise and support his office.
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|| An effective organisational structure for the Beth Din should be
established to determine general policy regarding areas of
involvement and financial management. The Chief Rabbi should
ensure that regular consultations are conducted with the rabbinate
and lay representatives. 87

If Procedures should be established for Chief Rabbinical authorisation
of any rabbi to be appointed to a community within the United
Synagogue. &5

|IB&]| Procedures for continuous personal and career development for
rabbis should be instituted by means of a system of annual
professional review. 81

IE&l| A full programme for in-service training/practical rabbinics should
be re-established under the aegis of the Chief Rabbinate. 82

|IB¥ll| The rank of senior rabbi should be established to create a broader
career structure within the rabbinate, and to facilitate professional
review/development. 84

[k]

The Placements Committee of the United Synagogue should be
abolished and a new Placements Bureau established within the
Chief Rabbinate organisation. 84

A support structure should be established within the Chief
Rabbinate to assist rabbis and communities in the work of adult
education and community initiatives. 88

(k]

|| Guidelines for communities regarding the rabbi’s terms and
conditions of employment, salary scales and models for best
practice should be developed under the auspices of the Chief
Rabbinate and reviewed on a regular basis. 84

IS8l A new contract of employment for the rabbi should be drawn up and
established as a model for all new rabbinical appointments, under
the terms of the community agreement between each local
community and the centre, to include a procedure for mandatory,
non-binding arbitration in cases of dispute between a communal
rabbi and his community. 91/93

TRANSITION

|| The United Synagogue should initiate a programme to substantially
reduce the organisation’s debt over a five-year period, based on a
cross-community levy and the disposal of surplus assets. 95

These are the principal recommendations of the United Synagogue Review. Additional
recommendations and suggestions are contained within the report itself. Principal
recommendations are highlighted where they appear in the text by the |JJJj| symbol in
the margin.
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TERMS OF REFERENCE AND PROCESS

In October 1991, the honorary officers of the United Synagogue invited
Stanley Kalms to review the role of the organisation in the years ahead.

Mr Kalms was asked to investigate all aspects of the United Synagogue, with the full
co-operation of the organisation, using appropriate research methodology and taking
evidence and advice from a broad spectrum within the community. On completion, a
written report was to be submitted to the honorary officers and to the council for their
consideration, and immediately made public.

It was agreed that the review would include, but not be limited to, consideration of the
following issues :

All United Synagogue activities

The membership profile

The political and organisational structure

The financial situation

The best use of assets

The role of the rabbinate

The role of the organisation in the context of Anglo-Jewry
The relationship of the organisation with outside bodies

* oK OX ¥ ¥ % ¥ ¥

The report has been compiled over nine months of intensive research, investigation,
consultation and analysis.

THE REVIEW PROCESS

The nine months available for the conduct of the review were divided into three equal if
overlapping stages as follows:

STAGE 1 PROBLEM DEFINITION AND CONSULTATION
STAGE 2 RESEARCH AND INVESTIGATION

STAGE 3 ANALYSIS AND CONSTRUCTION OF THE REPORT

STAGE 1 PROBLEM DEFINITION AND CONSULTATION

During the first three months, issues and problems were identified. Having consulted
relevant existing documentation, over 100 informal interviews were held to solicit the
community’s views on the problems facing the United Synagogue. The wide spectrum
of interviewees included senior lay and professional leaders at a national and local
level, in addition to ordinary United Synagogue members and non-members. The public
were invited to contribute to the review process, and more than 100 letters and articles
were received covering every aspect of the work of the organisation.

A series of group consultations took place involving key sections of the community.
These included representatives of the rabbinate, dayanim, chazzanim, women, young
adults, and individual synagogues.

A research design was constructed on the basis of the information supplied from the
interview process. A research advisory panel was established to provide an objective,
external, professional observer body in relation to the conduct of the research. This
group of noted academics in relevant disciplines was asked to comment, at each stage
of development, on the research and on the review process as a whole.



STAGE 2 RESEARCH AND INVESTIGATION

During the second three months, research was carried out to deepen understanding of
the problems facing the organisation and to test potential solutions.

Market research was conducted in two phases: in focus groups, spanning the full extent
of age, religious identity, and diversity of communities, as well as separate and
comparative focus groups for non-affiliated individuals and for teenagers, and
subsequently through a questionnaire which was circulated to 1500 members of the
United Synagogue and 300 former-members.

Three principal task forces were established in the areas of communities, education and
the rabbinate, to investigate specific proposals for change and to stage appropriate
consultations.

Detailed investigations were commissioned in key areas. These included a complete
financial survey, a survey of existing arrangements in synagogue management at local
and national level, investigation into appraisal systems in professions other than the
rabbinate, a review of the constitution and by-laws of the organisation, and a review of
the organisational structure of other UK synagogal bodies, in addition to examination of
models of Jewish community life in other Diaspora countries.

STAGE 3 ANALYSIS AND CONSTRUCTION OF THE REPORT

The final three months of the Review were used for analysis and construction of the
report.

The results of earlier research, investigation, consultation and analysis produced a
number of significant but theoretical propositions designed to resolve the problems of
the organisation. Detailed working papers were commissioned to establish the
feasibility of these propositions.

A number of final consultations were held to test out ideas and proposals. These
included sessions with the lay leadership of a number of synagogues, and with the lay
and professional representatives of a regional group of communities within the United
Synagogue.

The market research findings were analysed together with the results of other
investigations and a report was constructed with the advice and assistance of the task
force chairmen.

The report is presented in two sections. The first contains an analysis of the United
Synagogue in crisis as it stands today, followed by a vision of what it might become.
The formal language normally associated with a report of this nature has been put aside
in favour of an essay style which lends itself more easily to painting a picture of
problems, together with potential solutions, in their full complexity. Specific
recommendations are highlighted in the text, to assist in the decision-making process,
without sacrificing the advantages of adopting a narrative approach.

The second section should be considered in tandem with the recommendations.
Material in this appendix aims to back up the principal recommendations of the Review,
and includes a financial critique, the first published analysis of extensive qualitative and
quantitative research, a number of challenging articles on community life drawn from
other Diaspora Jewish communities, and detailed working papers in respect of the key
proposals.

Simon Caplan
Secretary to the United Synagogue Review



A TIME FOR CHANGE

THE SINGLE MOST IMPORTANT CONCLUSION TO EMERGE FROM OUR RESEARCH IS THAT THE
UNITED SYNAGOGUE MUST CHANGE IF IT IS TO SURVIVE.

We know that great institutions never change voluntarily without a crisis. We now have
a financial crisis of such dimensions that it calls for an urgent response to reverse a
rapidly deteriorating position.

There is a natural resistance to change because it is unsettling, painful and often
threatening. Those who accept that the United Synagogue faces serious problems still
have to be convinced that real change is essential. In this chapter we describe the
financial situation facing the United Synagogue today and conclude that without
systematic and comprehensive change, the organisation has little chance of recovering
from its current difficulties.

The imperative need for change coincides with two positive opportunities. The first is a
renaissance in Jewish consciousness among Anglo-Jewry. The second is the installation
of a new Chief Rabbi committed to a programme of Jewish renewal. These opportunities
lead us to believe that change is worthwhile as well as essential at this time.

In this chapter we describe both the crisis and the opportunity facing the United
Synagogue and outline a basic strategy for the future.
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THE FINANCIAL SITUATION

The United Synagogue is now facing the most serious financial crisis of its 122-year
history. Our financial review, arising from a thorough investigation by a leading firm of
accountants, reveals that:

* The presentation of financial information fails to give any meaningful warning as to
the seriousness of the current financial situation.

* The net underlying deficit for 1992 is likely to be in the region of £1.5 million - the
equivalent of almost £80 for every male member of the United Synagogue.

* The organisation has moved from the position of a cash surplus throughout most of
the 1980s to the point where it is in danger of exceeding its bank-borrowing facilities of
£7.75 million by the end of this year.

* The United Synagogue has borrowed from its pension fund and the Funeral Expenses
Scheme (FES) and does not have the financial resources to fully repay these loans.

* The assets shown in the balance sheet are over-valued and, at a realistic valuation, do
not cover liabilities.

What emerges is that, at the very top of its borrowing facility, locked into illiquid and
over-valued assets, borrowing in addition from its pensioners, and devoid of a strategy
for increasing membership or for local fund-raising, the organisation has responded by
minimising the appearance of the problem through a series of superficial accounting
procedures, applying a moderate brake on expenditure and increasing the tax burden on
a declining membership base.

This is a completely inadequate response to the severity of the problem.

To obtain an objective professional analysis of the financial situation of the United
Synagogue, we retained the services of a leading firm of accountants, Levy Gee. A
summary of their full report is on page 183. The following brief survey, prepared by the
Review's financial team, highlights the main findings of this report.

The survey sets out the situation as we encountered it. It leads us to one simple

conclusion - that systematic and comprehensive change is essential to the survival of
the United Synagogue.

12



FINANCIAL REVIEW
1. Review of financial statements

The 1991 accounts of the United Synagogue fail to meet the basic criteria of
transparency and accountability (see page 34).

Whilst, as one would expect from audited (albeit qualified) accounts, they are
technically correct, they fail to reflect the imminent financial crisis facing the United
Synagogue.

Indeed, as the following report will show, the 1991 financial statements continue an
inconsistent pattern of financial reporting. They obscure the underlying income and
expenditure and net asset position of the United Synagogue as an operational body;
they fail to make sufficient provision for likely substantial bad debts; they fail to
realistically value the major assets; most importantly, they fail to give any meaningful
warning to the members of the scale of the United Synagogue's problems.

Over the past decade the accounts of the United Synagogue have changed in form and
substance. They now contain substantially more information and better represent the
level of financial detail that should be expected of an organisation with turnover in
excess of £7 million. Much of the improved level of reporting reflects increased
regulatory requirements placed upon charities.

However, the history of the financial statements of the United Synagogue is one of
restatement, reclassification and, for external readers, confusion. In three of the past six
years the previous year’s figures have been restated in the following year's set of
accounts, making it near impossible to determine trends. These changes relate mainly to
reclassification of the treatment of investments and separate funds. The inclusion of the
funds of the Funeral Expenses Scheme has, for example, added almost £1 million to the
level of investments in the 1991 balance sheet. Like the Burial Society, it was not
deemed to be a fund of the United Synagogue before 1990.

Although the financial crisis is at the core the United Synagogue’s problems, the deficit
of £1.5 million in the 1991 accounts is not referred to in either the report of the
President or of the Chief Executive. Whilst ‘a shortfall in operational activities’ is
mentioned in the treasurers’ report, there is little explanation of its causes, or why it
was substantially in excess of budget. There is only an inference that the excess over
budget was due to a shortfall in income. In fact the payover from the constituent
synagogues was only marginally below budget. There is no mention of the fact that
only education among the cost centres remained within budget, indicating that the
budgetary inaccuracy was at least partly due to cost-control problems. The failure to
meet budget is also hidden by the fact that the management accounts show only revised
1991 projections as a comparison, which are naturally closer to actual, rather than
showing the comparison with the original budget. Whilst it is acceptable to show
revised forecasts, it is standard practice to retain the original budget for comparative
purposes. This allows for better understanding, accountability and control. It is also
interesting to note that in 1990 the United Synagogue departed from its practice of
showing the estimates for the following year in the accounts of the year just ended. The
1992 estimates contained in the separate management accounts are in fact, only for the
General and Charitable Purposes Fund and will be therefore difficult to compare against
the full results of the United Synagogue as shown in the financial statements.

There are also a number of technical and valuation issues with regard to the accounts.
These are dealt with later in this report.
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2. Income and expenditure

The financial problems at the United Synagogue have been brought about by a number
of years in which expenditure has exceeded income. Until the mid 1980s the United
Synagogue’s expenditure was broadly in line with income. As Graph 1 shows, a
substantial change took place after 1985. Deficits became the norm and their size grew
rapidly. In 1991, the deficit of £1.5 million was equivalent to over 20% of total
constituent synagogue income.

The graph below shows the actual surplus/deficit of the United Synagogue since 1982
compared with the United Synagogue’s original budgets. Due to the problems of
restatement of prior-year figures in the following year’s accounts, the figures used are
extracted from the original year’s accounts and ignore any restatement of
comparatives.

GRAPH 1. NET SURPLUS/DEFICIT COMPARED TO ESTIMATES
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These deficits have arisen as a result of expenditure growth outstripping income.
Below are illustrative examples of the rise in certain categories of income and
expenditure over the last decade.

£000s
1991 1981 % Growth
Constituent synagogue income 6,891 2,704 155
Synagogue expenditure (5,063) (1,778) 185
Education (net cost) (1,214) (406) 199
Central administration 970) (362) 168
Shechitah (net deficit) (228) - n/a

The Chief Rabbi/Beth Din comparisons have been excluded due to the distortion in the
1991 figure caused by the overlap between the appointment of the current Chief Rabbi
and the retirement of his predecessor.

It may be noted that central administration costs have risen broadly in line with
constituent synagogue income, with other areas of expenditure having risen more
rapidly. .

Whilst the deficits became a significant problem from 1985 onwards, until the late
1980s the United Synagogue had a reasonable record of forecasting the deficits and
thereby giving the membership some forewarning of the levels of expenditure. As
Graph 1 above shows, from 1989 onwards the United Synagogue seriously
underestimated the size of the future year’s deficit. This may have reduced not only the
ability of the honorary officers to control the level of expenditure, but also general
confidence in the financial management of the United Synagogue.

It is within the context of misforecasting future deficits that the current year’s forecast
of a deficit of £254,000 should be examined. This forecast represents only the deficit on
the General and Charitable Purposes Fund. Our investigating accountants estimated, at
the time of their review, that the reported deficit of the United Synagogue (including
the Burial Society and FES) is likely to be in excess of £400,000. This estimate does
not reflect any adjustments for controversial accounting policies or for one-off items.
The following table shows what we believe to be the underlying deficit by adjusting for

such items:
(£000's)

Estimated ‘reported’ 1992 deficit (425)
Less:
i Sale of assets
Levy Gee estimate that these sales will reduce the reported deficit by
£505,000. Whilst technically correctly accounted for, these are one-
off in nature and therefore distort the underlying deficit.
(505)
ii ~ Burial Society grants
The Burial Society is forecast to contribute a large part of its surplus
to other United Synagogue activities. This surplus has been generated
largely at the expense of an actuarial deficit in the FES. The issue is
dealt with in detail in section 6. It should be noted that the Burial
Society has been included in the United Synagogue consolidated
accounts only since 1990.
(372)
iii ~ Synagogue interest receivable
The current practice is to credit the Income and Expenditure Account
with the full interest due from a synagogue on the outstanding
advance owed to the United Synagogue without regard to either its
recoverability or to the interest actually paid. We believe that where
any synagogue is unable to meet its interest charge in full, only the
interest actually paid should be recognised as income. Levy Gee
estimate that this treatment would add £184,000 to the 1992 deficit.
(184)

Net ‘underlying’ deficit (£000s) (1,486)
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In order to eliminate this underlying deficit for 1992 alone, there would have to be
either substantial cuts in expenditure or an additional levy in excess of almost £80 per
male member. This levy, in practice, would have to be set at a higher level to reflect
those members who would be unable or unwilling to meet this additional sum.

3. Debt

As can be seen from Graph 2 below, the United Synagogue maintained a healthy
balance of cash and investments up to the late 1980s. The balances peaked at over £3
million in 1985. From 1989 onwards the United Synagogue moved into a net debt
position, which has continued to worsen. Whilst part of this rise in borrowings can be
attributed to increased advances to constituent synagogues, more fundamentally it
reflects the deficits occurring from the mid 1980s onwards.

GRAPFPH 2. BANK BALANCES AND SHORT-TERM INVESTMENTS
(EXCLUDING FES)
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This growth in debt is despite asset sales and borrowing from both the United
Synagogue's pension fund and the Funeral Expenses Scheme. Our investigating
accountants forecast that the net borrowings of the United Synagogue (excluding the
FES) after full repayment of loans from the FES and pension fund will be almost £9
million by the end of 1992. This is significantly above the United Synagogue’s bank
facility limit. In practice, the United Synagogue may be able to temporarily delay the
necessity for additional borrowings by not fully repaying the monies owed to the
pension fund and FES. We consider repayment of both of these loans to be of the
highest priority.

As stated above, in addition to using all cash reserves and borrowing from the pension
fund and FES, the United Synagogue has become heavily indebted to the bank. The
debt is due for repayment in September 1996. It is difficult to envisage how this money
will be repaid.

The possibilities are:
i Sale of assets

The single most valuable asset shown in the United Synagogue's accounts is
Woburn House. We believe its value to be no greater than £1.6 million (see
section 4). In the submission to the Charity Commission to seek their
approval for the bank borrowing, the United Synagogue stated that it is
relying on proceeds from the sale of Woburn House of £4 million and
additional sums from the sale of 3 small synagogues to repay the bank debt.
A sale at an acceptable price in current market conditions is highly unlikely.
The other assets, synagogues and related buildings, are generally illiquid
and the timing of any sale or potential proceeds is uncertain.

ii ~ Repayment of synagogue advances

Whilst some repayment of synagogue advances can be expected, the
problems of irrecoverability are dealt with in section 4. As Graph 3 over
page shows, the United Synagogue has for many years lent more money to
synagogues than it has received in capital repayments. Even if all new
lending to synagogues is stopped, the ability of the communities to repay
their advances is limited. As an example, in 1991 even if no further capital
had been advanced, total outstanding debt due from the synagogues after
the addition of interest would, in aggregate, have been reduced by less than
£500,000. To date, constituent synagogues' repayments have not been used
to reduce the term bank loan, either by establishing a sinking fund or
reducing the actual debt balance.

Graph 4 over page, shows the level of accumulated advances to
synagogues, actual advances in each year and net aggregate capital
repayments after the addition of interest to the capital balances.

iii ~ Membership

It appears that the only way in which the debt can be paid off as scheduled
would be a levy on individual members. Our reporting accountants estimate
that total debt as shown in Graph 4 is expected to be in excess of £450 per
full male member by the end of 1992. This figure represents the amount
that would have to be raised from each member, but in reality a much
higher levy would be required, as a number of members would be unable or
unwilling to make such a payment.
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GRAPH 3. ADVANCES TO SYNAGOGUES AND ANNUAL REPAYMENTS
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The auditors have, this year, indicated some degree of concurrence with our view by
qualifying the audit report on the grounds of uncertainty over the value of Woburn
House. At the £1.6 million value, the cash received after moving costs is unlikely to
provide sufficient income to cover rentals on an alternative site. Woburn House, in its
current condition, may therefore represent as much of a liability as an asset.

A similar overvaluation relates to the short leasehold property at Hamilton Terrace. Its
value in the accounts is shown at £1.1 million, yet an external valuation in July 1991
has valued the leasehold interest at £400,000. It is difficult to fully understand why the
treasurers consider it appropriate to value Woburn House at an historic market value,
yet Hamilton Terrace continues to be shown at cost less accumulated depreciation.
Whilst there may be an arguable justification for this inconsistency, the net effect is to
over-value both properties relative to their true worth.

Advances to constituents

After fixed assets, the largest asset of the United Synagogue is the advances it makes to
its constituent members. However, these advances can be truly recognised as assets
only if there is a likelihood of repayment. In 1991, of the balance of £5.2 million due
from constituent synagogues, those representing 57% of the total balances were unable
to meet even their interest burden, let alone repay capital.

Some synagogues also received additional capital advances to cover operational deficits
or repairs. These synagogues appear to have cashflow problems already and repayment
of these advances must also be considered uncertain. On an optimistic assumption that
only those unable to meet current interest payments represent doubtful debts, a 50%
provision on those balances would still represent a £1.5 million reduction in net assets.

Debtors

The other major area of concern over value is in the section of the accounts headed
Debtors and Prepayments. These are shown at £1.685 million, which in itself is a large
sum for a synagogal body. This total consists of rental income due, tax repayable, loans
to employees or others connected to the United Synagogue and sundry other items. Our
investigating accountants estimate that the full recovery of balances totalling £548,000
may be doubtful. These doubtful debtors include sums owed by companies in
receivership and loans to former-employees or their spouses. Not included in the above
doubtful balance are certain loans to current employees which are intentionally or
unintentionally interest-free. Again, providing at the rate of 50% for these doubtful
debts suggests a write-off of £274,000.

Summary
In summary, a more realistic valuation of the net realisable worth of the United
Synagogue would be as follows:

~ £000s

Reserves, per accounts . L 4,889
Less:  FES reserves ; i ' (1332) .

Bushey Road ' . #4h

Woburn House overvaluation : 24000

Hamilton Terrace overvaluation , (738

Provision for synagogue debtors , 1,500)

Provision for other debtors i 274)

' | - (6,691)

Net deficiency : , . 180

The net deficiency of £1.8 million represents a more realistic view of the United
Synagogue’s financial position without resort to the sales of synagogues and related assets.
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5. Constituent Synagogues

The financial problems of the United Synagogue are not purely a matter of a central
organisation spending beyond its means. The constituent synagogues have not
achieved an aggregate surplus since 1987. The position is actually substantially worse
than shown by the figures in individual synagogues' accounts, which do not deduct
interest payable on advances owed to the United Synagogue. Whilst some of the
interest payments would have been met from ‘building funds’, a significant amount of
the £647,000 interest charged to constituent synagogues in 1991 would, under normal
accounting principles, have gone to increase their 1991 deficits. Therefore the
individual synagogue accounts often do not show the true underlying financial
performance of those synagogues.

The position regarding repairs and renewals is similar. Whilst some synagogues make a
provision out of annual income and expenditure, a number make either no provision or
insufficient provision. This may show itself in additional ‘capital’ advances having to
be made to these synagogues in respect of items that are in reality repairs because there
are insufficient reserves within the synagogue to meet ongoing maintenance costs.

One of the major functions of the United Synagogue is to be a bank to the new and
growing communities to ensure communal regeneration. The ability to meet this need
has now been compromised as a result of past deficits and loans that have not been
repaid. Loans have been made to synagogues apparently in excess of their capacity to
meet these commitments. In one case the debt per member is now in excess of £2,000
(and growing). As discussed in section 4, it is likely that over 50% of current balances
will never be repaid in full unless the synagogue or associated properties are sold.

6. Funeral Expenses Scheme (FES)

The FES is most easily likened to a life assurance scheme operating within the United
Synagogue, collecting yearly subscriptions from the members of the United Synagogue
and in return providing free burial for the member and his dependents. This is done by
using the funds of the FES to meet the costs of the burial charged by the Burial Society.

The diagram opposite shows the flow of funds from the FES to the Burial Society and
onwards to United Synagogue general funds. It also shows that part of the payments by
members to the FES have been withheld by the United Synagogue to meet its cash
requirements. This loan amounted to £533,000 at 31 December 1991. It should be
noted that the loaning of money by the FES to the United Synagogue is contrary to the
by-laws of the Burial Society. A Stoy Hayward report dated February 1991
recommended the immediate repayment of the loan or an amendment to the by-laws.

Like any life assurance scheme or pension fund the FES has a duty to invest its
policyholders' contributions, and through careful stewardship ensure that there are
sufficient funds to meet future calls against its policies. Any yearly surplus of income
over expenditure is misleading, as this purely reflects that in a particular year less was
paid out in funeral costs than was received in contributions.

The important factor is to ensure that the FES has sufficient funds and reserves to meet
the future liabilities of an ageing community with a shrinking base of contributors.
Already almost half of the full male members of the United Synagogue are over sixty.
This future liability is measured by an actuarial valuation, which was last carried out at
the end of 1989. This showed an actuarial deficit of £2 million. A further actuarial
review will take place at the end of 1992. As the FES incurred its first annual deficit
since the early 1980s in 1991 (when it might have been expected to be building up
reserves, given the demographic profile of the community), it is likely that this actuarial
shortfall will have increased. Unless this shortfall is reversed, in the future there may be
insufficient funds to provide burials as members die. This is clearly an unacceptable
situation.
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The bank debt is currently secured on a number of United Synagogue properties,
including synagogues, which were valued in total at £10.25 million in July/August
1991. As detailed in section 4, we believe the value of Woburn House to be no greater
than £1.6 million (compared with the original valuation prepared for the bank of
£4.5 million). Even if the other properties have maintained their value despite a
declining property market, the bank is no longer fully secured on its loans of £7.75
million. Further security may therefore have to be granted to the bank, particularly if
any additional loans are required.

We believe that whilst it is acceptable to incur borrowings in order to finance capital
projects, the routine financing of revenue deficits through bank debt is imprudent. The
interest on this debt will be approaching £1 million in 1992 and it represents a major
burden to the future and scope of activities of the United Synagogue.

4. Reserves/valuation of assets

The 1991 balance sheet of the United Synagogue shows net assets of £4.9 million. This
apparently relatively healthy position actually masks a serious deficiency in net
realisable assets.

Reserves

Only £939,000 of the reserves are deemed to be general reserves for general usage.
The balance of the reserves are for specified or restricted purposes. It is arguable that
some of these are properly credited to the United Synagogue. However, even on a wide
definition, it is our belief that the Funeral Expenses Scheme reserves of £1.3 million
should not be included within the United Synagogue’s balance sheet. This issue is
discussed in more detail in section 6.

Fixed assets

The valuations of a number of assets within the United Synagogue’s accounts are in
question. On the positive side, synagogues are not shown as assets. We fully concur
with this view, as an asset has no real worth if there is no possibility of disposing of it
and in many cases the synagogues are held under restrictive covenants. However, we
also consider that for the purposes of consistency it is inappropriate to include the road
at Bushey Cemetery at £447,000 in the accounts, when it similarly has little alternative
use or realisable value and the cemetery itself has been excluded from fixed assets.

The major asset shown in the accounts is Woburn House. It is currently valued in the
accounts at £4 million. Whilst this valuation might have been realisable at the height of
the property boom, it now appears to be unrealistic. A simple calculation based on
figures provided by the Review's professional advisors shows the extent of the
overvaluation:

Assumptions , :
Net square footage 36,354 sq ft
Rent per square foot £ 15
Annual rental £545.310
Valuation : '
aluation at 10% yield : £5.45 million
Less costs of refurbishment and sale £(3.25) million
ost of deed of variation £(0.50) million
ayment to Board of Deputies £(0.10) million
Net value to United Synagogue £ 1.60 million

In today's market, even the above figures would represent an extremely satisfactory
outcome. On the basis of these figures, a rent in excess of £20 per square foot would
have to be achieved to realise a £4 million net price. The treasurers' report does state
that a £500,000 provision has been made for the diminution in value of Woburn House
(to £4 million), but that they ‘anticipate (that this) will be written back in due course, on
the sale of the property’. We consider this comment to be inappropriate and unjustified.
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The actuarial deficit reflects future income and costs projections. Whilst any deficit can
be recouped by charging members more, this does not address the real issue. A major
cause of the deficit is related to the cost of the funerals provided by the Burial Society.
These costs are artificially inflated because the Burial Society has to make grants to
fund other parts of the United Synagogue. In 1992 it is proposed to transfer £400,000 of
'surplus’ to other parts of the organisation. This level of surplus is created largely at the
expense of FES members, who provide 80% of the total income received by the Burial
Society in respect of funerals. The balance of the Burial Society funds mainly derives
from the burial of non-members of the FES, tombstone fees, investment income and the
income from the reservation of plots. Most of this other income also effectively derives
directly or indirectly from United Synagogue members.

Whilst it is traditional to use funds raised from the Burial Society for education, we
recommend that the Burial Society and FES should clearly specify the destination of
such funds. In any instance, priority should be given to eliminating the actuarial deficit
before any Burial Society or FES funds are, directly or indirectly, transferred to other
causes.

7. Pension fund

The prudent management of a pension fund is the prime responsibility of its trustees.
That responsibility is clearly defined as enhancing and protecting the value of the
pension fund for the sole benefit of its contributors. It is regrettable that the United
Synagogue pension fund trustees have, over recent years, failed in these objectives. It
is universally recognised by trustees that the sensible course is for pension funds to be
placed in the hands of professional managers whose record in this area is generally
good. In fact most professionally managed pension funds, taking advantage of good
investment returns of the last decades, have succeeded in enhancing the benefits
payable to their pensioners.

For reasons which we have been unable to ascertain, the United Synagogue trustees felt
it was better to handle the pension fund management in-house, albeit taking City
advice. This was a most unwise decision as not only were the benefits of the general
economic boom wasted but investments were made in shares which can only be
described as highly speculative. We understand that belatedly the pension fund
investments have been transferred to an external fund manager.

The table, below, shows the performance of the United Synagogue pension fund over
the past 5 years compared with an index of other funds, based on information provided
by the actuary to the United Synagogue pension fund.:

% p-.a. Return
United Synagogue Portfolio 7.5
Mixed Discretionary Funds Index
Best Performance : 20.2
Median Performance 114
Worst Performance 7.9
Indices :
FTA All Share L 14.7
FTA Gilts - All Stocks 11.2
FTA Index Linked 85
FTA World Index (former-UK) 10.2
JLW Property Index 11.1
Cash 11.8
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As can be seen from the table, the United Synagogue pension fund’s investment
performance is poorer than the worst-performing fund among a survey of mixed
discretionary funds. If the funds had just been invested in cash they would have
achieved a return significantly in excess of that achieved, with a much lower level of risk.
To put this lower return into context, £100 invested in the United Synagogue pension
fund in 1986 would now be worth £144 compared to £172 if invested in the median-
performing discretionary fund.

In addition to self-management of the fund, the trustees also allowed funds to be
borrowed from the pension fund for use by the United Synagogue. Again we do not
have access to the reasoning at the time, but we have to say that there can be no reason -
virtually under any circumstances - to justify this course, although it was at the time
technically legal.

Further, we are disturbed that the loan was made on terms which seem to be ignoring
both the risk factor and strict terms of repayment. The interest charge made by the
trustees to the United Synagogue should have been substantially in excess of normal
rates paid to reflect what by any standards was a high-risk investment. The repayment
terms should also have been strictly laid down and firmly enforced. At the present time
we can find no evidence of the ability of the United Synagogue to fully repay this
money, as its financial position is extremely stretched.

As a cumulative result of these actions, the members of the pension fund were recently
advised that there would be no enhancement of their pension for the first time in 10
years. Despite this freeze on benefits, which may have been a prudent decision, the
1991 actuarial valuation of the pension fund when completed may still show a deficit.
This is at a time when many occupational pension funds are in substantial surplus due
to a positive real rate of return on their investments and often notwithstanding the
upgrading of benefits to beneficiaries.

We strongly recommend that the pension fund should appoint independent trustees to
protect its members' interests. This would provide safeguards against perceived or real
conflicts of interest and would help add professional expertise to the operation and
management of these funds.

8. Audit Review Committee

In July, Council members received two reports from head office. The first, presented
by the Audit Review Committee - a new independent body established by the Council
to monitor financial performance in relation to budget - gave a list of seven adverse
variances to budget in comparison to two minor favourable variances. Of these, the
position regarding synagogue income caused the committee to comment ‘that the cash
resources of the United Synagogue are being eroded constantly', while the state of
repayments on borrowing by synagogues prompted reference to ‘a massive
haemorrhaging cash flow'.

The second report from the treasurers of the United Synagogue, commenting on the
same set of management accounts to the end of May 1992, concluded that 'the only
material variation from estimates presented on 19th December 1991 is in respect of the
shechitah operation’, and, having assured the reader that the end of year figures would
not exceed budget projections in this department went on to add that ‘we are still of the
opinion that the revised excess of expenditure over income for 1992 will be £316,000'.
Only a month later the treasurers had to admit that they were 'no longer confident that
the total cost of this operation (shechitah) will be within the amount estimated’ and
increased their forecast deficit from £316,000 to £367,000.

This belated response to the Audit Review Committee’s report highlights the

unwillingness of the honorary officers to face and respond to the financial crisis in the
United Synagogue.
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An Audit Review Committee should be a major discipline of corporate governance.
We strongly recommend that the committee should have greater powers to obtain direct
responses to questions from the honorary officers and employees of the United
Synagogue. It should have independent access to the auditors and be responsible for
monitoring the adequacy of internal controls, budgeting and financial reporting. Such a
body would enhance the accountability of the United Synagogue to its members and
help ensure that financial problems are addressed rather than obscured and ignored.

SUMMARY: THE FINANCIAL SITUATION FACING THE UNITED SYNAGOGUE

The financial history of the United Synagogue over the last five years has been one of
precipitous decline. No amount of window dressing, financial engineering or soothing
explanations can hide the stark fact - the United Synagogue is plunging deeper into debt
and moving remorselessly towards insolvency. Our cash flow projection on page 200
shows that its bank facilities are likely to be breached later this year if the known
commitments are honoured.

In 1996 the United Synagogue faces a major debt repayment of £5.25 million. There
does not appear to be any sinking fund or contingency arrangement for the repayment
of this debt. The intention to sell assets, particularly Woburn House, to meet the
scheduled repayment is in our opinion over-optimistic. The other major asset
supporting this debt is the advances to the constituent synagogues. In several cases
there is no repayment of capital or scheduling of repayments to be concurrent with the
United Synagogue’s own repayment to the bank. Indeed, we doubt if substantial
amounts of this debt will ever be collected.

All the historical pools of cash have been siphoned to meet urgent current
commitments. Several have still to be met - the pension fund, for example, should be
repaid immediately. The physical fabric of many synagogues is deteriorating, and,
according to the internal estimates of the property department, major expenditure needs
have been identified. Further capital demands from synagogues and the Burial Society
are imminent and inexplicably continue to be promised.

The soothing words have to cease. Unwillingness to face the truth must be reversed.
The facade of normality has to stop. By sharing the real facts with the membership the
United Synagogue can be saved. It will be painful, but our recommendations are an
attempt to address the core issues and to provide a realistic response.
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CRISIS AND OPPORTUNITY
LOSS OF CONFIDENCE IN LEADERSHIP

The proceedings of the United Synagogue Council over the past year have been a
depressing spectacle. They have illustrated only too well Abraham Lincoln’s famous phrase
'A house divided against itself cannot stand'. Them and Us. Aggressive attacks rebuffed by
equally impulsive and ill-directed responses. An embattled lay leadership warding off wave
after wave of verbal assault, whilst the real issues remain untouched and the crisis deepens.

Perhaps the most significant shortcoming was the failure to see it coming. Anticipating
problems and being prepared with solutions is the responsibility of good leadership.

There have been mistakes, miscalculations, poor management and financial errors. One
cannot ignore these, and it would be wrong to deny that they have aggravated and
accelerated a decline in circumstances that might even have brought growth. But we do not
intend to dwell on the past except where it is necessary to do so in order to illustrate the
possible future. Our purpose is constructive - in the spirit in which the task was given to us -
and we acknowledge the foresight of the lay leadership in commissioning such a review at
this critical moment.

We believe that the crisis in confidence directed towards the current lay leadership is in part
a criticism, not of the individuals, but rather of the whole system which determines who the
lay leadership will be. The current organisational structure produces lay leadership that is
far from reflecting the full range of talent available. It is weighted in practice, for example,
against the participation of younger members. We also believe that the continued non-
involvement of women in the Council of the United Synagogue deprives the organisation of
an invaluable leadership resource, denies a large proportion of the membership a say in the
affairs of the organisation, and is an issue that must be addressed with all due urgency by
the Chief Rabbi and the Beth Din.

The corporate tree opposite lies at the heart of the United Synagogue’s problems. It
represents a philosophy of centralisation that has become increasingly obsolete over the
past decades, both in business and in government. In practice, what starts as a descriptive
family tree becomes an organisational plan. It embodies a central core through which every
decision must pass, and at the centre of that a president who has wide powers and even
wider influence.

The President heads a complex chain of command. There are few checks and balances, the
essential ingredients of voluntary and communal life. Technically the Council of the United
Synagogue is the guardian of that role, but perhaps for reasons of communal harmony, it
has allowed itself to lose control of the ambitions of the honorary officers.

The plans of the honorary officers were praiseworthy in concept but unsound in practice.
They were to expand the horizons of the United Synagogue as a central body to include
every Jewish activity. Everything would be controlled from the central organisation. This
would include not only the multifaceted range of activities indicated on the corporate tree
but also a constant stream of new projects such as a house magazine and an Israel office.
Ambitions were high.

There were three flaws in this approach, each, in itself, likely to be fatal.

Firstly, the funds were never available. The United Synagogue has high taxing abilities
which it exploited, but these were insufficient. The centre had virtually no ability to
collect voluntary funds, usually the main source of finance for communal activities.

Secondly, the controllers, the bureaucracy, lacked the organisational resources and
skills to develop and monitor every expansionist policy that it was asked to oversee.
And the working environment of Woburn House was not conducive to the
recruitment of staff of calibre.

Thirdly, there is no evidence of serious research, cash flow analysis or consideration of
the long-term consequences of each immediate action.
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The United Synagogue Family Tree
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The outcome of these policies has been a massive deficit, the abandonment of many
projects, the elimination of the financial reserves, and an unsustainable overdraft. This
has led to internal dissent and a reduction in the influence of the honorary officers.

This analysis is only one way of looking at the decline. It is intended merely as a backdrop
and need not be put under the microscope. The reality is the situation we face today.

The consequences have been keenly felt at a local level. In brief it is the story of a
losing battle against the centre. With communities’ main funds being transferred to the
central pool, the resource for local decision-making is minimised. The responsibility for
local initiatives is delegated to the centre. Not only the Office of the Chief Rabbi and
the Beth Din, education and visitation, but even financial administration and property
management are remote departments of head office.

The most consistent theme of the considerable number of discussions we have attended
during the past few months has been criticism of the highly centralised nature of the
United Synagogue. Throughout the whole review we found hardly a voice raised in
support of the system.

It will take more than mere rule changes to create an organisation that can take
advantage of the rich vein of human resources available to it. The crisis of confidence
in the leadership will not be fully resolved until a major reconstruction of attitudes and
practices has taken place.

SOCIAL AND DEMOGRAPHIC DEVELOPMENTS: THE CHANGED POSITION
OF THE UNITED SYNAGOGUE WITHIN ANGLO-JEWRY

The recent Board of Deputies investigation into the state of synagogue membership (see
page 269) makes fascinating and disturbing reading. Synagogue affiliation is, in general,
declining. The centrist Orthodox element, largely the United Synagogue, is worst hit of all.

It was in the days when the United Synagogue was Anglo-Jewry that much of our
current communal infrastructure was developed. From the Office of the Chief Rabbi
and the London Beth Din to the Board of Education and chaplaincy, it was assumed by
the community and by the leadership that it was the responsibility of the United
Synagogue to provide and that it could provide out of the taxation of its members who
were, after all, the vast majority of the community.

This reasoning no longer applies. The United Synagogue no longer represents a vast
majority within the community, and although membership statistics have been boosted
slightly over the past few years with the increase in women taking out membership in
their own right, the adult male membership (the main source of synagogue income) has
declined steadily for the past ten years. This ominous trend accentuates concern about
the current financial crisis.

Under the present arrangements, there is little prospect of a reversal. The community is
ageing, and it is assimilating. We can safely say that, given contemporary demographic
trends, the size of the market will continue to decline. Therefore, to support the current
level of communal activity, the market share of the United Synagogue would have to
increase. We believe that the United Synagogue as it is currently constituted has little, if
any, hope of competing on those terms.

Renaissance in Jewishness within Anglo-Jewry

The decline in the fortunes of the United Synagogue has come at a time when many
good things are happening in Anglo-Jewry. There is a sense of renaissance in certain
areas. Increased participation in Jewish life at all levels (though not necessarily under
the aegis of the United Synagogue) is transforming the Jewish landscape in this country
every day. Kosher shops, kosher restaurants, videos, adult education, Jewish
publications, new schools - the list is lengthy and growing.
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The evidence is that belonging to the Jewish people is something that is becoming
more, not less, attractive in the 1990s. Jews are seeking more diversity, more choice,
more social, ethnic and educational opportunities to be Jewish. Twenty years ago, to be
Jewish you went to the synagogue. Today, with an ever-increasing range of facilities
and activities available, the synagogue no longer naturally maintains its 'market’
position.

The United Synagogue’s response

The United Synagogue has reacted instinctively to keep pace with developments. It has
enlarged its stake in the day school market, the adult education market, even the
shechitah market, in its attempt to maintain pole position in an increasingly fragmented
society. What has happened however, is that the United Synagogue has drawn its
finances for this expansion from the synagogues, in the form of taxation, and neglected
the fact that it is the synagogues themselves that are the heartland of the organisation.
The leadership rightly understood that Jewish identity and participation in Jewish life is
becoming ever more diverse, but it did not apply that understanding in its policy
towards local community life.

Some synagogues have as limited a range of provision today as they had 40 years ago.
Others have broadened their range, but usually in spite of, rather than with the
assistance of, the centre. And so it is not unnatural that many potential members have
turned elsewhere - to the shtieblach, to the Progressive movement, or to social,
educational and ethnic venues.

In many ways the United Synagogue has been responsible for the unique cohesiveness
of Judaism in the United Kingdom. A comparison with the USA is striking, in that there
is, in this country, a broad consensus about what it is to be Jewish. Intermarriage and
assimilation rates, growing as they are, are still noticeably lower here than in America.

Nevertheless, the community senses that we are now at a crossroads, and that without a
radical change within the United Synagogue the cohesion can no longer be maintained.
Now is a time for change, precisely because it is still possible to change for the better.
The United Synagogue can no longer stand as the bastion against the growing
pluralisation of the Jewish people, but must rather harness the phenomenon by
diversifying, and using its not inconsiderable influence to respond and lead in a rapldly
changing Jewish world.

If the United Synagogue is to have a future, then it must recognise the demographic and
social trends, as well as the opportunities for renewal, for what they are, and act now.
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OPPORTUNITY AND CHALLENGE: A NEW CHIEF RABBI

It was the Chief Rabbi Dr Jonathan Sacks who, in a seminal speech in 1989, quoted the
late John F Kennedy’s observation that the Chinese word for crisis is composed of two
characters. One represents danger, the other represents opportunity. There is a danger of
the total collapse of our organised community. There is also a great opportunity,
represented by some of the sociological patterns we have observed, and embodied in
the person of a brilliant, forceful, modern rabbi who now stands at the helm of Anglo-
Jewry.

One cannot help but be drawn along by the confidence and enthusiasm of Chief Rabbi
Sacks as he discerns some critical and positive contemporary trends. We see the
immediate symptoms of the dangerous face of crisis - financial decline, lack of
direction, intra-organisational disputes. The Chief Rabbi, in the Jakobovits Chair
lecture of 1989, entitled Building the Jewish Future, perceives the opportunity:

Far from being in a state of crisis, the Anglo-Jewish community is undergoing
a renaissance. Old patterns of Jewish allegiance are giving way to new
configurations. There is a decline in traditional indices of Jewish identity, but
others are emerging to take their place.

The joint measure of danger and opportunity for the United Synagogue is apparent.
Again Dr Sacks:

The Anglo-Jewish community in recent years has become significantly less
integrated. The centre of attention has shifted from the centre to the periphery.
Independence of the establishment has come to be seen as a precondition of
doing something innovative and doing it quickly, flexibly, and well. There is
nothing wrong with this development. To the contrary, it has led to some of the
most creative projects in Anglo-Jewry in the last twenty years, but it creates a
structural crisis as far as the governance of the community is concerned. The
community can no longer be considered a coherent organism.

The United Synagogue, as the “centre” or the “establishment” is losing out. At the same
time, an increasingly small taxation base is being called upon to fund an increasingly
large and diverse set of communal needs. It takes no great stretch of the imagination to
perceive what must ultimately happen to the United Synagogue under these
circumstances without a fundamental redirection of the organisation. The Chief Rabbi
gives us a clue as to the basis for survival and renewal:

The question is, is it possible to create new communal structures that are not
instruments of representation and control, but instead, forums for discussion,
ideas and institutional co-operation. The United Synagogue should, in other
words, distinguish leadership from control.

We believe that this touches on the heart of the answer. The United Synagogue, as a
central organisation, should respond to recent trends, not by expanding at the centre, but
by allowing the communities within the United Synagogue to expand at a local level.

The will to change, represented by the readiness to review from within, and a new
Chief Rabbi who is determined to renew Anglo-Jewry are two of the greatest assets of
the United Synagogue today.
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A STRATEGY FOR THE FUTURE

Where do we go from here? We believe that there is a way forward. We propose a
return to the original purpose for which the United Synagogue was founded in the
nineteenth century and which has been obscured over the past few years as the centre
has taken on a life of its own. We have five principal recommendations to make, each
of which directly responds to the problems outlined above. They are:

To clarify the mission of the organisation

The historic responsibility of the United Synagogue is to shape the religious direction
of the broad majority of the community. We recommend a restatement of the
fundamental aims or 'mission’ of the organisation, centred on the principle of 'including
Jews within tradition'.

Survival for the United Synagogue depends on its ability to develop a clear sense of
purpose - a 'mission’ which is credible and relevant. The traditional strength of the
United Synagogue lies in its 'inclusivist' approach. This needs to be refocused to meet
contemporary circumstances and to help retain and increase membership. Coherence
and consistency are important. All facets of the organisation must be responsive to the
basic purpose of the United Synagogue, namely, to include as many Jews as possible
under the umbrella of traditional Judaism.

This definition of the United Synagogue’s aims dictates that the local community and
not the centre must be seen as the heart of the enterprise. The role of the centre is
limited to supporting the communities in their work. This recommendation particularly
addresses the problem of loss of confidence, because it restores a sense of purpose and
direction within the organisation.

To concentrate resources at the local community level

The strength of the United Synagogue lies in the strength of its communities. At present
synagogues are branches of a centralised bureaucracy. We recommend that synagogues
become Independent Trust Communities, administering their own finances, governed
by a precise and non-negotiable 'community agreement' with the central orgamsatlon
under the religious authority of the Chief Rabbi.

The heart of the United Synagogue is local community life. It is in the organisation’s
own interest to ensure that the bulk of its resources should be retained at a local level.
Communities should be given the power and the responsibility to control their own
destinies, within the halakhic parameters of Orthodoxy as defined by the Chief Rabbi.
Communities are currently being drained to make the centre work, whereas it should be
the centre that is harnessed to make communities work.

Diversity has more to offer than uniformity, and local creativity more to contribute than
centralised control. The key to financial survival lies not merely in reducing
expenditure, but in increasing income. The income of the United Synagogue is its
membership. The organisation must develop a viable strategy for reversing the decline
in membership. Our recommendations are geared towards reversing the decline by
energising and strengthening the local communities who are in the front line of the
membership battle.

This recommendation directly addresses the problem of the current financial crisis by
reorienting the priorities away from a spending centre and towards local communities,
which have the capacity to 'earn’ by increasing their membership. It also responds to
social trends which suggest the need for more caring and diverse forms of organised
Jewish life in the UK.

To redefine the leadership role of the centre
The role of the centre is to serve and not to control local community life. We
recommend the restructuring of the central organisation to reflect its role as an enabling
body for local communities and as a provider of those religious and other facilities that
are best arranged nationally rather than locally.
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A new centre needs to be created to respond to the needs of individuals and
communities. The centre is too large to be borne by current membership levels. It
reflects a philosophy of centralised control which is inappropriate to contemporary
circumstances and incapable of realising the true strength and potential of the
organisation. The centre is over managed in terms of control and undermanaged in
terms of vision.

The centre has lost the trust and confidence of the communities of the United
Synagogue. Our recommendations are designed to effect a radical transfer of activity,
power and responsibility from the centre to the local community. The central
organisation would offer only those functions which could not be provided locally.

This recommendation most immediately addresses the financial issues by reducing the
central funding requirement. In the longer term it should also improve morale within
the organisation by introducing 'service' as opposed to 'control' attitudes at the centre.

To redefine roles and responsibilities in Jewish Education

Jewish education holds the key to the continuity of our community. We recommend a
fundamental change in the roles and responsibilities of the centre, the local community,
and educational institutions. We believe that increased responsibility for education must
devolve to the primary users of the system - the parents, schools and communities of
the United Synagogue. The role of the centre should be limited to supporting training,
innovation, curriculum, quality control, and the search for excellence.

A quiet but significant change has been taking place over the last decade, transforming
the position of Jewish education in the hierarchy of communal priorities. This is
reflected in the growth of the day schools and other indices. The community now
recognises that it needs excellence in Jewish education.

To date it has been the centre, 'the establishment', that has taken the lead in providing
schools, curricula, teacher training and supply. It is now time for the responsibility for
the upkeep of Jewish schools, chadarim and teachers to be left in the hands of the user,
leaving the centre the freedom and the resources to help them to strive for excellence
and quality.

In part this recommendation addresses the financial crisis, in that it aims to establish
more user involvement and to create a more favourable environment for fund-raising. It
also responds to the challenge of social change by establishing a diverse educational
network capable of supporting future expansion.

To nurture the resource of Religious Leadership

Our rabbis are our senior professionals and the principal instruments with which to
reshape the future of the community. We recommend the introduction of an enhanced
professional structure within the rabbinate to encourage challenge and personal
development. This is set in the context of the autonomy of local communities and the
spiritual leadership of the Chief Rabbi.

The most significant professional resource available to the United Synagogue with
which to achieve its aims is its rabbinate. Our recommendations are geared towards
extracting the maximum benefit from the religious leadership of the organisation. We
are recommending a composite set of proposals designed to energise, empower and
challenge the rabbinical profession. Training, personal review and development,
authorisation, contractual review, and career structure are among the instruments that
can be used to effect immediate and systematic change. It will also be necessary to
clarify the role and the organisational structure of the Chief Rabbinate as the vehicle for
this renewal.

This recommendation most directly responds to the opportunity created by the appointment
of a new Chief Rabbi by rationalising a number of disparate elements into a single
professional body. It also relates to the current loss of morale by releasing the productive
energies of the single most important group of professionals within the organisation.
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FIVE CRITERIA FOR EVALUATING PROPOSALS FOR CHANGE

We subjected our recommendations to two trials. The first litmus test was the extent to
which they successfully addressed the basic problems facing the organisation. The
second was to check them against a set of reasonable standards.

We identified, and embodied into all our thinking and planning, five basic criteria
against which each fresh concept was tested. These criteria reflect the world as it is
today: the standards with which our members are in daily contact in their professional
or business lives. The simple assumption is that management must be contemporary
even if the product is spiritual. The criteria are:

Choice

Living in the world of the market economy, our communities and our members expect
to have the maximum flexibility to choose what is appropriate for their particular
circumstances. This principle should extend to all parts of the organisation. Decisions
such as how much should be raised locally and on what services and programmes it
should be spent should be, as far as possible, left in the hands of local leaders. Choice
should replace standardisation in responding to the diverse needs of the communities
and their membership.

Social responsibility

The market economy is restrained from becoming a 'free for all' by a commitment to
standards of social responsibility. This 'social market' ensures consideration for the
needs of the aged and the ailing, the unemployed and the low income groups. Whilst we
must broaden the base of support for our membership and potential members, finance is
only a single aspect of that support and should not limit the services that are provided to
include as many Jews as possible within the United Synagogue.

Subsidiarity

Subsidiarity - that is, delegating authority and decision-making to the lowest most
effective level of management - is born of decentralisation, the sworn enemy of
bureaucracy. It is a contemporary term with its roots in history. It first appears in
Exodus, 18:21, where Jethro advises Moses to delegate responsibility to small effective
groups. Jethro understood the danger of removing power from the individual and the
positive benefits of securing involvement across the broadest spectrum.

Our community has an abundance of talent. It can, when stimulated, burst with enthusiasm,
yet it withers when ignored or treated, as at Council meetings, with scant respect.

Transparency and accountability

Little about the United Synagogue is transparent, whether it be the Board of Education,
the Beth Din, or the accounts. Even the professional eye has difficulty at times in
piecing together an accurate picture from the material presented.

Today this is unacceptable. Every aspect of our organisation must be spelled out clearly
and without ambivalence. Every demand must clearly state how it is to be funded.
Every report must give precise information on which an evaluation can be made.

Each department must be open to scrutiny. If there is a problem it has to be shared, and
shared quickly, not hidden away. If there is a windfall it has to be announced.
Transparency will bring bad news as well as good news quickly - that is its role.

Correct use of subsidy

Reference to “subsidy” will appear often throughout this review, and it is a respected
philosophy of the United Synagogue. The transfer of surplus communal funds to needy
causes is a foundation of our tradition. Unfortunately, for many years the word has been
a euphemism for increasing the bank overdraft. Subsidy can exist only from surplus.
The application of funds on any other formulae is irresponsible and financially
damaging.

Each of these five requirements has been found to be lacking in aspects of the work of
the United Synagogue, contributing to many of the problems that have now been
inherited. We have tried to comply with them all in our recommendations for change as
a platform on which to build a new organisation.
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A TIME FOR CHANGE: SUMMARY

The United Synagogue is in a state of crisis. Crisis represents danger and opportunity.
Danger lies in the financial situation. It makes change essential. Opportunity lies in the
social trends which give the United Synagogue a unique chance to lead Jewish renewal
in this generation. They make change worthwhile.

The report is presented with the conviction that the United Synagogue has a continuing
and important role to play, and that its restoration will create a new and rich spiritual
home for Anglo-Jewry. However, the strongest possible consensus developed amongst
those who participated in the construction of this report that, without systematic and
comprehensive change, now, the United Synagogue will not survive.

The next 5 chapters map out, in detail, our considered strategy for the survival of
the United Synagogue.
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INCLUDING JEWS

THE MISSION OF THE UNITED SYNAGOGUE

THE HISTORIC RESPONSIBILITY OF THE UNITED SYNAGOGUE IS TO SHAPE THE RELIGIOUS
DIRECTION OF THE BROAD MAJORITY OF THE COMMUNITY. WE RECOMMEND A RESTATEMENT OF
THE FUNDAMENTAL AIMS OR 'MISSION' OF THE ORGANISATION CENTRED ON THE PRINCIPLE OF
'INCLUDING JEWS WITHIN TRADITION'. THIS SHOULD BE THE BASIS OF FUTURE POLICY
DEVELOPMENT AND STRATEGIC PLANNING.

The main focus of this report is on organisational structure and good management. But,
right at the outset, it has to be said that structures are only the means to an end. The end
is the purpose or 'mission’ of the organisation. We believe that much of the structural
weakness of the United Synagogue is the product of its failure to relate to its mission.

THE NEED FOR A MISSION

Every good organisation is driven by a clear sense of what it is trying to achieve. Only
then can it establish priorities, make effective decisions and evaluate successes and
failures. Only then can it communicate a sense of purpose to those who work for it and
loyalty to those who use its services. Without an understanding of one’s goals, one can
attempt everything and achieve nothing.

The concept of mission has been taken up by management theory, in particular as it
applies to non-profit organisations. The leading expert in the field, Peter Drucker in
Managing the Non-Profit Organisation, has powerful things to say on the subject. We
summarise them here because they have a direct bearing on the current organisational
weaknesses of the United Synagogue.

Non-profit organisations, such as hospitals, schools and synagogues, are prone to a
particular hazard precisely because of what they are. They exist not to make a profit but
to serve a need. But needs are difficult to define and even more difficult to limit. It is all
too easy for an organisation to take on more and more tasks because each, in its own
right, is a worthwhile venture. In Drucker's words:

Non-profit institutions generally find it almost impossible to abandon
anything. Everything they do is 'the Lord's work' or 'a good cause’.

The result is that organisations take on more than they can effectively handle.They
become diffuse and lose a sense of what they were originally trying to achieve. Budgets
grow and departments multiply. A failure to secure results is taken to mean that more
must be spent on the problem. The organisation loses touch with its constituency. Non-
profit organisations, writes Drucker, are prone to become inward-looking. People are so
convinced that they are doing the right thing and are so committed to their cause, that
they see the institution as an end to itself. Once this happens the organisation is on its
way to becoming a bureaucracy. ‘Soon people in the organisation no longer ask: Does it
service our mission? They ask: Does it fit our rules? And that not only inhibits
performance, it destroys vision and dedication’.

Everything we have discovered in the process of this review leads us to the conclusion
that the United Synagogue is a classic case of an organisation that has lost sight of its
mission. Its mounting budgets and rising overdraft, loss of members, the low morale of
its employees and the frustration expressed by congregants all suggest an organisation
that has failed to have and communicate a clear sense of direction. Our market research,
consultation and responses we received from the general public repeatedly returned to
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the same themes: overcentralisation, inefficiency, wastage of resources, autocratic
attitudes, a lack of awareness of local concerns and the feeling that the United
Synagogue had moved 'to the right’ of its membership. It is seen as an organisation that
is trying to do too much and failing to do what it once did well.

It has been thought that the very strength of the United Synagogue lay in its historic
lack of ideology. It was an 'umbrella’ organisation. But lack of ideology is not the same
as lack of mission. The traditional United Synagogue had a clear message,
affectionately summed up in the phrase minhag Anglia, a celebration of the twofold
blessing of being Jewish and British.

There was in minhag Anglia much to be admired. Tolerance and moderation - treasured
values that deserve a home in contemporary society. Also integration - the challenge
and the tension of living with at least one foot in the modern, secular, western world.
This was part of the social glue that bound and still binds most of the membership of
the United Synagogue together.

At the same time, minhag Anglia stood for ways whose time has long past, and whose
continued hold on the organisation alienates thousands of bystanders - irregular
members and potential members - who want something different. Many do not want the
pomp and ceremony, the imitation of the Church, the habits and customs that lead to the
atmosphere of the 'club’. The non-participative services, the proliferation of by-laws,
the rule of dominating personalities, the cold reserved English environment, the narrow
focus on the politics of the synagogue as distinct from the development of community -
these are aspects of the United Synagogue that no longer win it friends or members.

It is true that the community is ageing and that Anglo-Jewry is in a demographic
decline. But there are still many thousands of unaffiliated Jews and the number is
growing each year. Moreover, the United Synagogue’s share of the affiliated market is
ever decreasing, in absolute as well as in percentage terms. Loss of members has been
far more rapid than in other synagogue bodies. In 1970 the United Synagogue’s share of
male members was 72.3%. By 1990 this had fallen to 58.2%. By the year 2000 the
United Synagogue may no longer represent the majority of London Jewry.

THE UNITED SYNAGOGUE’S MISSION

Arresting the decline in membership and reasserting the vitality of Jewish community
life within the context of the United Synagogue has to be the clarion call for the
organisation and its goal for the next ten years. To do it, we recommend that the
United Synagogue looks to what was traditionally its greatest strength - not the
negative quality of being non-ideological, but rather its positive face as an inclusivist
organisation. As Chief Rabbi Dr Sacks defined it in his Jakobovits Chair lecture of 1989:

What then is the task of the United Synagogue? The answer consists of two words
'including Jews'. The task of the United Synagogue is to make as many Jews as
possible feel included not excluded by Judaism.

Let me propose one simple image which defines the role of the United Synagogue.
It is not the middle of the road. It is a moving escalator. The United Synagogue
should not think in terms of static commitments. ‘He who does not increase his
learning diminishes it’, said Hillel. The United Synagogue’s task is to move Jews
from one level of commitment to another and higher level. Some people get on the
escalator at the bottom, others will get off at the top. The escalator will always be
crowded so long as rabbis and lay leaders make sure that at least as many are
taking the first step on as are taking the last step off. The theme of the United
Synagogue should be 'shir hamaalot', a song of rising steps. The historic
responsibility of the United Synagogue is to shape the religious direction of 'rov
hatzibbur' - the majority of Anglo-Jewry. For the foreseeable future there will be
a small but growing minority who will seek greater Jewish intensity than the
United Synagogue can provide and a similar number in the opposite direction
who cannot be accommodated within Orthodoxy. We may view the former with
admiration, the latter with regret, but neither is the United Synagogue’s primary
concern. Its concern, instead, is with the majority of the community.
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THE MISSION IN PRACTICE

Including Jews within tradition

Including a wide variety of Jews within a traditional framework was what the United Synagogue
did so well in its early decades, and that is what it should return to doing now. The great
strength of the United Synagogue, and because of it Anglo-Jewry as a whole, was that it
was a home in which the majority felt at ease. That is what the United Synagogue
should aim, once again, to become. Sixty-seven per cent of the total membership can be
defined as 'traditional’ as opposed to 'secular’ or ‘strictly Orthodox' Jews (see page 240),
and yet qualitative studies suggest that the majority of the membership feel excluded
from today’s United Synagogue. As the Chief Rabbi puts it:

In Anglo-Jewry the people at the margins are the members of our own synagogues.

Including Jews within tradition is about opening doors for the unaffiliated. The club
atmosphere that typified minhag Anglia worked in its day, but it is no longer
appropriate for contemporary circumstances. A new approach has to be applied to
achieve old goals.

RELIGIOUS OBSERVANCE:PROFILE OF THE UNITED SYNAGOGUE MEMBERSHIP

Source: United Synagogue Review market research

Respondents were asked to describe their own level of religious observance
by selecting one of five categories to represent 'the way you live in Jewish
terms'.

The percentage selecting each category was:

Non-religious (secular) Jew 4%
Just Jewish 16%
Progressive Jew (e.g. Reform) 3%
"Traditional (not strictly Orthodox) 67%
Strictly Orthodox Jew (shomrei Shabbat) 10%

As expected, the great majority of the respondents identified themselves as
'traditional' Jews. This represents the central block of nominally Orthodox members
who, in their responses to open-ended questions, frequently describe themselves as
'middle of the road’ Jews.

Increasing membership

We believe that every community should concentrate its resources and energies on those
things that increase its capacity to include more Jews. In the heyday of the United
Synagogue of minhag Anglia, it was a very particular formula that brought Jews into the
synagogue. Today there is no single formula that will bring people back. That is why we
are promoting the transformation of the local unit from 'synagogue’ into ‘community'.
Behind the rhetoric lies a serious change. It is a change that has been adopted by a few
of the communities, but by no means by all. It demands a much broader remit for the
local community, a remit that priorities education, not just for young children, but from
the cradle to the grave. It takes welfare, social and even leisure activities into the
definition of community life. To include Jews we have to expand radically the range of
what we have on offer as communities. We must open doors.

Our recommendation for a new system of payover from the community to the centre,
which removes the link between the number of members and the amount of the levy, is
put forward for sound financial reasons. This is, however, an instance of self-interest
walking hand in hand with aims and ideals. We are convinced that an organisation
dedicated to including Jews within tradition should be aggressively concerned with
increasing its membership. It should be inconceivable, for example, in an organisation
that seeks to include, that members are written off quickly for non-payment of fees.
And yet that is the impact of the current payover system.
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Moreover we are confident that it can work. Sixty-four per cent of respondents to our
survey cited supporting the synagogue and keeping the Jewish tradition alive as
important reasons for their belonging to the United Synagogue, as compared with a
comparatively modest twenty per cent citing a desire to satisfy parents’ wishes and
expectations in the same category. The deep underlying trend, revealed by our market
research, of continued support for moderate Orthodoxy as something worth preserving,
confirms that the United Synagogue can still compete for the hearts and minds of the
unaffiliated if it is determined and professional in its approach.

Expanding local community life

This statement of the goals of the United Synagogue reinforces our basic premise that
the key to its revival must lie within the local community, because it is local
communities that can develop practical ways to include the young and the old, the more
religious and the less religious, men and women, rich and poor. Resources should be
extracted from the local community only for those central functions which will enhance
the capacity of the community to expand. This is the first and most radical implication
of an inclusivist approach.

Religious attitudes - Lubavitch and others

The United Synagogue’s aim to include Jews within tradition has policy and
behavioural ramifications for everyone who works for the organisation, whether in a
professional or a voluntary capacity.

If the goal is to include Jews, then the performance of employees as well as of
communities should be judged in that light. We have encountered, for example,
considerable debate about the involvement of Lubavitch in the affairs of the United
Synagogue. Much of the correspondence, in our view, misses the point. Any question as
to the credentials of Lubavitch as a legitimate Orthodox expression of Jewishness must
surely be addressed to the religious authorities. It is understood that the authenticity of
Lubavitch on these grounds is not currently under serious challenge.

Therefore the real issue is one of loyalty to the United Synagogue’s aims. The rabbi,
Lubavitch or otherwise, has to be judged on his willingness to be inclusive. The rabbi
whose impact on his community is to exclude, or to fail to live up to the realistic
potential to include, is a poor leader within the context of the aims of this organisation.
On this basis, there may be Lubavitch rabbis who fall on both sides of the fence. It
should be noted that we encountered much enthusiastic support for the role played by
United Synagogue Lubavitch rabbis in many quarters and from all segments of the
religious spectrum.

What is apparent, however, is that the rabbinate in general scores badly in terms of a
direct contribution to fulfiling the mission of the organisation. Asked to rank a list of
rabbinical responsibilities within the life of the community, respondents to our survey
placed 'creating a strong sense of community' and 'bringing the less involved into the
community' in third and eighth positions respectively. When asked to rank the rabbi’s
performance in these areas the scores were tenth and sixteenth (last) respectively. If the
United Synagogue’s mission was clearly agreed, these results would be seen as
unacceptable, and improved performance demanded.

Religious policy

If the principle of including Jews within tradition is accepted as the goal of the United
Synagogue, it should apply at all levels within the organisation. This means that
inclusivist attitudes should have at least a vote, if not a veto, in the development of
policy, including religious policy.

At a local level the rabbi should of course take on a more pro-active role in community
policy development, which will constantly touch on issues that have a halakhic
dimension. We need to develop rabbinic leadership confident enough in its learning to
find the way to help the lay leadership to include and not exclude Jews. At a national
level, the principle of including Jews should inform decisions relating to key rabbinical
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and other appointments. There must be a critical relationship between the organisation
and its mission and the religious leadership. The mission should also influence policy in
halakhic matters - within the boundaries of Orthodox halakhic Judaism. It should, for
example, be inconceivable for an organisation such as the United Synagogue, dedicated
to including Jews, to espouse positions on halakhic matters which are exclusivist, if
viable inclusivist halakhic options are available. The mission would figure as a serious
policy-making factor in areas such as kashrut, eruv and conversions, amongst others.

A United Synagogue that seeks to include Jews within tradition is not placing itself on
the right, left or in the centre. Including Jews is not the property of any one wing of
Judaism. Indeed the concepts of ideological labelling and including Jews are mutually
exclusive. The genuine inclusivist will not seek to label. As Chief Rabbi Sacks puts it:

We have argued against a conception of Orthodoxy that sees it as a sort of
conflict of ideologies. Tradition then speaks in a series of strident forces, each
of which denies the legitimacy of others, instead of in its classic mode as an
open ended argument between different perspectives. This de-legitimation of
alternatives within the same tradition is what is sometimes called
Sfundamentalism and it is important to note that there can be a fundamentalism
of the left and centre, no less than of the right. In its place, we have argued for
the recovery of a non-ideological approach to Jewish thought. One that sees
its role as the application of a single Torah to a specific time, place, and
constituency. (Tradition in an Untraditional Age)

This is the kind of tolerant integrity that must inform the development and
interpretation of religious policy within the United Synagogue.

The image of the United Synagogue

One point that is universally agreed upon is that the image of the United Synagogue
could be better. It is argued by some that, had more resources been put into public
relations, support for the organisation today might be stronger, because, for all the faults
of the organisation, there are things it does well. We believe, however, that it is very
difficult to sustain a marketing effort in the absence of clearly defined goals. It emerges
from our research, for example, that amongst those respondents who claimed to have
considered discontinuing their synagogue membership, the lack of a welcoming
atmosphere and the lack of intimacy and warmth in the service are cited as the most
frequent causes of dissatisfaction (see page 254). With a commitment to an inclusivist
mission, this issue could be addressed in marketing as well as in policy terms.

We hope that the mission statement we have put forward will be seen as the basis, at
least, for constructive debate within the United Synagogue. If we understand what we
are trying to achieve, then that will emerge, whether through pro-active or passive
marketing, as the message of the United Synagogue to the many thousands of
unaffiliated Jews to whom we must now reach out.

The mission of the centre: creating communities

We are convinced that including Jews within tradition should be seen as the basic
organisational aim of the United Synagogue. It is equally clear to us that this aim can
only be achieved through the medium of local community life. A centre that tries to
bypass local communities and to provide large-scale national panaceas, be they in
education or welfare, will struggle to be effective, where a dynamic local initiative will
succeed with ease. Recent events in community life have proved this time and time
again, for example in the contrast between the string of costly and yet transient
educational ventures emanating from Woburn House and the vibrant ongoing
programmes in local communities such as South Hampstead, Borehamwood, Hendon,
Pinner and elsewhere.

Including Jews within tradition is essentially a mission for United Synagogue
communities rather than for the United Synagogue as a whole. The mission of the
central organisation should be to assist local communities to achieve their inclusivist
aims. The centre should not seek directly to 'include Jews' but rather to 'create
communities' - that is, to nurture the transformation of the synagogue into a community.
This should be the centre’s singular contribution to the organisation’s mission.
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INCLUDING JEWS: SUMMARY

What would happen if the United Synagogue and the Judaism it represents did not
exist? Our research suggests that something like 10% of its members - those who
identify themselves as 'strictly Orthodox' - would join synagogues to the right of the
United Synagogue. The remaining 90%, the 'traditional’ and 'non-Orthodox' - would
either join the Masorti, Reform or Liberal movements or would not join a synagogue at
all. Anglo-Jewry as a traditional and relatively Orthodox community would
disintegrate. Many Jews would be lost to Judaism and many more would be lost to
Orthodoxy.

Our research shows that the single most powerful motive force for the majority of
Anglo-Jews is the desire to belong. The United Synagogue, by creating communities, is
capable of taking that slender thread of identity and turning it into a commitment that
can be passed on through the generations. For a synagogue is not simply a place where
services are held. It is a community and hence answers the need for belonging. It is a
place where children are educated and families celebrate, and hence helps to pass on
identity to the next generation. In entire history of the diaspora, no other institution has
remotely rivalled the synagogue as a vehicle of Jewish continuity. Anglo-Jewry needs
synagogue communities if it is to survive. And it needs tolerant, welcoming non-
exclusivist Orthodox communities if traditional Judaism is to be made meaningful to
more than a minority of Jews.

Today the right wing' Orthodox community is strong. Between 1970 and 1990 it has
more than trebled its numbers (from 2.6% to 8.8% of male synagogue membership in
London). The fundamental difference between right wing' and 'central' Orthodoxy is
that the former is exclusive while the latter is inclusive. Both subscribe to the same
halakhah. But a 'right wing' synagogue is generally open only to those who are strictly
observant. A 'central Orthodox' synagogue is open to less - or non-observant Jews also.
Each approach has its strengths. The 'right wing' approach has the strength of
consistency. The 'central' approach has the strength of openness. We believe that 'right
wing' Orthodoxy has successfully played to its strength. Our mission statement
challenges the United Synagogue to return to its strength by focusing on those only it
can speak to, the 90% of its members who, were it not for the United Synagogue, would
be lost to Orthodoxy altogether.

Clarifying goals and matching structures to those goals is a major missing ingredient
within the United Synagogue. We have an extraordinary base on which to build - some
outstanding rabbis, some fine properties and majority support within the community. If
the United Synagogue cannot translate that into real success, then it will be and will
deserve to be consigned to the footnotes of Anglo-Jewish history.

THE MISSION OF THE UNITED SYNAGOGUE
e PRINCIPAL RECOMMENDATION
RI

The historic responsibility of the United Synagogue is to provide for the broad majority
of Anglo-Jews, offering a place for every Jew who wants to identify with the
community within a traditional framework. The United Synagogue should pursue this
fundamental goal by adopting, as its mission, the need to expand its membership under
the banner of 'including Jews within tradition'. This should be the basis for future policy
development and strategy planning.
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CREATING COMMUNITIES

THE STRENGTH OF THE UNITED SYNAGOGUE LIES IN THE STRENGTH OF THE COMMUNITIES. AT
PRESENT SYNAGOGUES ARE BRANCHES OF A CENTRALISED BUREAUCRACY. WE RECOMMEND
THAT SYNAGOGUES BECOME INDEPENDENT TRUST COMMUNITIES, GOVERNED BY A PRECISE AND
NON-NEGOTIABLE 'COMMUNITY AGREEMENT' WITH THE CENTRAL ORGANISATION, UNDER THE
RELIGIOUS AUTHORITY OF THE CHIEF RABBI.

WHAT IS COMMUNITY?

We have argued that the United Synagogue must clarify its basic objective or 'mission'
and must reorganise itself so that this is evident throughout the organisation. We have
no doubt what this mission is. It is creating communities to include Jews.

As long as the United Synagogue was the spiritual home for the vast majority of
London’s Jews, it was fulfiling its objective. But this is no longer the case. In 20 years,
its membership has fallen from some three-quarters to little over half of affiliated Jews.
The high age profile of its members - almost fifty per cent over the age of sixty - means
that the decline is set to continue, and even accelerate. Taken together with the overall
reduction in the Jewish population, this represents a massive loss of members.

The significance of this development cannot be overestimated. If allowed to continue, it
will mean that the United Synagogue will be progressively unable to fund its facilities.
It will lose its position of leadership in Anglo-Jewry, and even within Orthodoxy itself.
A previous president defined the United Synagogue as the ‘great central umbrella
under which all who believe in our traditional Orthodoxy can find spiritual comfort’
and concluded that ‘only the United Synagogue can, and consequently must, try to hold
or bring back to the fold those who are drifting or have drifted away'. We believe this
must be reaffirmed as the United Synagogue’s task, to which all other concerns are
subsidiary.

This chapter is concerned with two implications of this proposition. The first is that
resources must be handed back to local congregations. Members are made locally, not
centrally. Therefore the centre exists to serve the localities. The localities do not exist to
serve the centre.

The second is that local congregations must themselves evolve from synagogues into
communities. What does this mean?

Our research, spread over a wide variety of congregations, areas and age groups, and
covering both members and former-members of the United Synagogue, revealed one
fact above all others: that people want communities. The synagogue as a house of
prayer was only one of their concerns. They wanted to feel welcome. They wanted to
be part of a social entity. They looked for social, welfare and educational provision.
Their ideal community was a hive of activity, with a library, a créche, a play group, a
nursery school, a range of classes (not all religiously oriented), formal and
informal programmes for youth, and a ‘cradle to grave' network of caring and support.
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WHAT MEMBERS WANT OF THEIR SYNAGOGUES

Source: United Synagogue Review market reseatch

We asked respondents to rate the importance of eight different aspects of synagogal
life. After life-cycle events, education, youth activities and social life rated highly.

% of respondents giving
a 'very high' rating

Arrangements for births, deaths and marriages

(NB includes burial) 49
Jewish education (children and adults) 45
The synagogue service and related events 30
Youth activities - social, religious, sporting; etc. 28
Social life of the community (social events, warmth) 21
Spiritual and moral development of the community 21
Welfafé services (advice, cdunselling for members) 20
Charitable efforts for Israel and other causes 15

It is clear from our research that some communities - the more adventurous and creative
- are meeting these needs. It is equally clear that others are not. We encountered
widespread dissatisfaction with unwelcoming congregations, cold and alienating
services, poor Hebrew classes, lack of youth clubs, autocratic wardens and
unrepresentative synagogue boards focusing narrowly on the synagogue service rather
than on the diverse needs of the community. The result is a loss of members to other
synagogues to the right and to the left of the United Synagogue, and in some cases to
non-affiliation.

We believe that the United Synagogue as a whole has failed to respond to the changing
sociology of Anglo-Jewry. A generation ago, when Jewish identity was sustained by
habit and instinctive loyalty, it was enough for synagogues to provide services and a
basic Hebrew education for children. The rest was supplied by home, memory and
tradition. Today the Jewish home is more fragile. Jewish memories are weaker.
Tradition carries less authority. People therefore look to the synagogue for more. It has
become the place where Jewish identity is created and sustained. Its role is now to
become the framework for belonging as a Jew.

This development will take time to achieve. But it is more than just a response to what
many Jews want. It marks a return to the traditional role of the synagogue in Jewish life
as a bet haknesset - a “house of meeting”. If we may draw from Ethics of the Fathers,
the synagogue should become again the home of the three pillars of Jewish life: Torah,
signifying Jewish education of all kinds for all ages; avodah, worship; and gemilut
chassadim, the full range of welfare and social facilities. This is what we mean by
turning synagogues into communities.

It will be achieved only by significant restructuring and a change of attitudes on the part
of lay and rabbinic leadership. It has implications for the way synagogues are managed,
the mechanisms they have for constructing policy and the persor}ne! they‘employ. This
chapter addresses the question of how to turn these broad principles into concrete
proposals.
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community and, in general, would combat the problem that emerged clearly from our
market research - that the vast majority of United Synagogue members feel excluded by
both the rules and the atmosphere of the 'club’.

Each community would be expected to ask itself these basic questions. Who are our
members and potential members? What services are we providing for them? What are
our short, medium, and long-term goals as a community? The answers to these
questions will be different if viewed from a local rather than a national perspective.
Whereas from a national perspective we are a maturing community, steadily reducing in
numbers, the picture in many outer suburban synagogues is one of youth and renewal.
If the planning is done only at a central level, it will not fully reflect local differences
and needs.

Financial impact of local management

It has always been assumed that the United Synagogue’s centralised administration
resulted in economies of scale. We have examined the cost issue in detail and the results
- that is to say, the impact of complete local management on a variety of communities
of differing sizes - are published in the Appendix (page 114). They reveal that most of
the functions currently provided by the centre are substantially duplicated in the local
synagogue. They show that devolved administration is achievable in most synagogues.
They illustrate the fact that the sums paid over to the centre for services such as central
billing can be deployed effectively in most local settings to create the administrative
infrastructure required to do the job.

The aim of our recommendations is to ensure that, for most synagogues, a greater
percentage of their income will remain at a local level with a smaller percentage
remitted to the centre than is presently the case.

In the short term this would be achieved by radical reductions in the administrative
departments at the centre, to proportions appropriate to the centre’s new and more
limited role (page 59), and in the budget of the new Bureau of Jewish Education which
would no longer be subsidising the chadarim (page 74). On the other side of the
equation, allowance will have to be made in the early years for a surcharge to reduce
the organisation’s considerable debt (page 95).

In the medium term, further reductions in central needs would accrue from the ending
of subsidies to the Jewish day schools, which would be phased out over a limited
transitional period (page 73). We also envisage savings as the Beth Din and the Office
of the Chief Rabbi respond to the need to maximise funding from other sources.

Clearly the changes will affect each community differently. For example, the centre
would not employ cheder teachers, as the community would be responsible for
education at a local level. Some more mature communities with smaller memberships
may therefore be relieved of their share of the burden of responsibility for education.
But they may have a more valuable site, and so have to remit a proportionately higher
payover, based on site value.

This is a basket of changes designed to result in an equitable arrangement, with some
gains and some losses for all communities. The motive is only partly financial. What
the changes will achieve is vastly increased choice at the local level. Every community
will be free to establish its own fee structure, and will benefit from increasing its
membership on a marginal costing basis. Each community can decide how to balance
membership fees with parental charges for education, and each community, as an
independent charitable trust, will be able to raise funds for local causes, unencumbered
by central control. Resources will be available to foster community growth, rather than
to maintain a bureaucratic service at the centre.

We have begun the work of financial modelling to illustrate the possible impact of the
changes on a range of 'typical' community profiles. Those models can be found in the
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Appendix to the review (page 133). The aim is not to reduce instantly the burden on the
individual member at the expense of the community infrastructure, but to redistribute
resources and responsibilities according to principles of management that will restore
the underlying health of the organisation.

A longer-term view

Of course, it is clearly understood that the Council of the United Synagogue will decide
from year to year, on the basis of budget submissions, how much will be needed at the
centre. As the precarious finances of the organisation are restored to a more stable
condition, the communities, through their representatives, may call on the centre to
spend more - perhaps in the development of new communities and rabbinical training
and support, both areas that deserve greater attention. If the communities respond to the
challenge to increase membership with the added resources at their disposal, then there
will be more resources available in the long term.

DIFFERENT BASIS FOR PAYOVER TO STIMULATE COMMUNITY GROWTH

In promoting the growth of local communities, the first and most basic step is to ensure
that these communities are rewarded for success. It is rational to concentrate resources
in growth areas, as long as those in need of support are not abandoned.

The problems with alternative systems

The current system of payover, based on a standardised 'poll tax', does not encourage
community growth and it must be changed. Poll taxes are destructive taxes wherever
they are devised. There is no equity in a poll tax, in that it takes no account of income
differentials. But we do not base our recommendation for change merely on abstract
principle. In practice, the current system of payover is detrimental to the future growth
of the United Synagogue.

Communities with expanding memberships are penalised for their success, because for
every new member recruited - and often it is the new recruits who will begin on a
discretionary rate - a standard charge is levied by the centre. The expanding
communities are often the newer, younger, growing centres of Jewish life. These outer
suburban communities may have limited premises, but they are bursting at the seams
with activity and have dynamic lay leadership who seek to expand and develop
community life by broadening the range of activities on offer.

In some cases it is actually against the community’s best interests to sign up a member.
In at least one instance, a substantial number of new recruits have been deliberately
kept off the membership register to surmount this problem, thus depriving the
organisation as a whole of numbers and revenue. We have a system in which it is better
for a synagogue to discourage younger adults from joining, and better to write off
members going through hard times sooner rather than later. This is problematic for an
organisation whose mission is to include Jews, and whose income base is its

membership.

Before the per capita payover system was introduced, the charge payable to the centre
was based on a percentage of the income of the local synagogue. In addition to the
financial and administrative difficulties involved in collecting this tax, a simple
percentage charge on income is also, to an extent, weighted away from the notion of
encouraging communities to expand membership. It also encouraged financial
engineering. Neither the present nor the past system of payover grapples with the
fundamental problem facing the organisation.

We need a system which is equitable, and which produces the income required by the
centre but which also supports the mission of the organisation - to include Jews within
tradition and thus to increase the membership of the United Synagogue.
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IR A recommended new basis : alternative site value
We recommend a new basis for calculating the contribution each community will be
asked to make to the centre. This would be linked to site value rather than synagogue
membership or income. The value of the synagogue site, were it to be offered for
alternative use, would be calculated using an agreed formula, and the contribution to be
made to central funds would be levied indexed to that value.

There is a need for a continued, although reduced role for the United Synagogue as a
central organisation, and so some system of payover has to be operated. There is a
traditional understanding within the United Synagogue that the rich should help to
support the poor; that the established communities should help those starting out on
their development. We contend that a property-based estimate of 'wealth’ will be more
equitable than one based on membership statistics, since individual wealth, generally
speaking, can be traced to factors such as area of residence. The theory is that as
synagogues occupy sites, sites are a major financial asset of the community, and it is
reasonable to reflect this in the payover to the centre.

The ‘alternative site value' principle is at the heart of an outline plan laid out on page 130 of
the Appendix. In theory, every synagogue would be assessed and regularly reassessed for
its individual alternative site value. In practice it may be necessary, at least as a first step, to
produce a schedule of 'bands' within which each individual synagogue would be placed.
This would be used to establish an index, on the basis of which the contribution to the
centre would be calculated. Financial models illustrating how this would be applied in
practice in a number of cases can be found on page 133 of the Appendix.

The impact of the new system on community growth

The proposed new system will put more resources into potential growth areas, and will
encourage expansion throughout the organisation. Those communities which most
heavily utilise their premises will benefit the most. The larger, less occupied premises
will have to be put to better use. Most importantly, all communities will reap the full
reward for success measured by the simplest criterion - attracting new members. Unlike
the per capita charge, this system would not penalise success. On the basis of marginal
costing, every new member would bring in additional income to the local community.
Those communities which succeed in attracting new members will be able to retain the
resources to enhance their chances of further gains.

Declining communities

But what of the community that is experiencing a natural decline as the result of
demographic trends, a community that has no market to chase? First, it is only a healthy
United Synagogue that can look after the ailing, and 'healthy' means an organisation
whose membership is growing so that any increased communal burden may be borne
by more shoulders. Secondly, we no longer have the luxury of being able to preserve
both buildings and people. It is a straight choice, buildings or Jews. Declining
communities will have to plan for their old age. Just as we move from a house to a flat
when our children leave us, so, too, declining communities must plan their move from a
large and expensive building into a more compact site, as the membership falls. Jews
have never in their history had the privilege of permanent settlement. Of course, the
occasional classic monument to an era, an outstanding piece of architecture, must be
preserved, but not buildings for the sake of buildings.

We accept that one must take into account the particular difficulties of communities in a
truly advanced state of decline, or those with tiny membership numbers. In such cases it
might be possible to introduce independent trust status on a group basis, by establishing
a central facility for small communities. However, for the vast majority of synagogues -
even small ones - the advantages of the new status will outweigh the disadvantages.

The 'alternative site value' principle, set in the context of independent trust status,
challenges stagnation and rewards growth. But to regenerate community life, it must be
accompanied by other factors - not least, the relocation of responsibility and initiative
from the centre to the local community.
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ISSUES ARISING FROM THE PRINCIPLE OF PUTTING COMMUNITIES FIRST

In order to refocus the United Synagogue, a certain degree of legislation will be
necessary - to revise the payover, to devise the terms of a community agreement to
implement local management of synagogues, and to restructure the centre in political as
well as management terms. The really substantial change, however, is that which will
flow from the new situation, not by legislation but by the dynamic that the changes are
designed to set in motion.

The following are some of the issues that will arise during the early period of
restructuring.

The expanded role of the community
In the United Synagogue as it stands there is very little incentive for an individual
community to take a close hard look at itself and to develop a strategy for the future.

One or two communities have undertaken serious forward planning in spite of, rather
than with the assistance of, the centre, but on the whole one finds a dormant pragmatic
approach in many synagogues. Heavily tied up in constitutions and by-laws, and with
relatively little incentive to expand, most communities confine their attention to
immediate and rather narrow concerns. The number and allocation of aliyot or honours
in the synagogue service is seen as a legitimate and regular subject for discussion,
whereas long-term strategy, on the whole, is not. The study of the minutes of Board of
Management meetings suggests to us that the intellectual capacity of our community is
hardly being stretched at present! As Lord Jakobovits put it as far back as 1970:

What is urgently needed in the first place is to loosen the rigidity of our
system. Our trouble is that we have today little room for people fresh with
ideas and none for rebels. On the whole we welcome neither new questions
nor new answers in an age teeming with questions and crying out for answers.

This phenomenon is damaging to the health of the United Synagogue. Our research
(page 245) revealed a significant increase in synagogue attendance, in percentage
terms, from that recorded in previous studies in 1969 and 1983 - an indication of the
interest in participation that exists - and yet qualitative research suggests that the
average member of the United Synagogue feels excluded by the present scope of
community life, cheated by the narrow and limited return on his investment in
membership, and frustrated by what is perceived as wastage within the organisation. If
this is the feeling of the paying membership, then it is certainly a barrier to membership
recruitment among the unaffiliated.

SECULAR EDUCATION IN THE SYNAGOGUE
Source: Umted Synagogue Review market research ‘

One element of the 'total community' concept that emerged from group discussions
was the des:lrablhty of making the synagogue a base for a wide range of social,

sporting and educational activities, including secular studies. To test the reaction to
this idea, respondents were asked whether they 'would be interested in taking classes
in subjects such as keep fit, foreign languages or art, if they were offered in your
synagogue (assurmng there was somethlng of interest)’.

Of the 624 responses to this question, a substantial majority were positive:

Yes, I would study in the synagogue 49%
No, I would prefer a local centre 18%
Neither 33%
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CARING AND PROVIDING FOR THE WHOLE COMMUNITY

Our research (see page 244) confirms that what characterises the United Synagogue’s
population, in contrast to moderate levels of ritual observance and belief, is a strong
degree of ethnic identity and group belonging. For example, eighty-four per cent of
respondents stated that all or more than half their close friends were Jewish. A
community, in this environment, that seeks to respond to the needs of its members
would clearly have to offer a wide range of activities beyond the confines of the
synagogue service. To some extent, the expansion of community life has begun to
happen naturally, but there is still much to be done to reach out to all sectors of the
population and to make the community once again the real heart of Jewish life in this
country. By way of illustration, we would like to comment on three of the many target
populations that should be given closer attention within the context of a community in
the full sense of the term.

Singles/young adults

Singles and young adults are a forgotten, or at least only recently remembered,
population. Over the last five years, various initiatives have been taken, of which the
most significant have been the growth of 'alternative minyanim' and the 'shabbaton'
supper gatherings at a number of synagogues. These initiatives, which we applaud,
have brought a large number of young adults from the full spectrum of religious
identity into the fold of the United Synagogue. They have begun to reverse the
polarising losses of the previous decade, which saw the more committed moving
beyond the United Synagogue to the independent Orthodox communities and the more
assimilated moving away from the organised Jewish community altogether.

However, these initiatives, successful as they are, are still the exception and not the
rule. Moreover they address only one aspect of the problem. Some strange membership
anomalies remain which illustrate that the concern to open up the community to young
adults has not yet fully taken hold. In one community, for example, encouragement is
given to the members of the alternative minyan to join the community by payment of a
small 'associate membership' fee. But this does not bring with it the right to
membership privileges to stand for election, and so the lay leadership of this young
minyan, representing over a hundred individuals within the community, cannot take up
a seat on the Board of Management!

The whole issue of membership subscriptions has not been thought through, partly as a
result of monolithic centralised control. A much more flexible and community-based
system is essential if the United Synagogue is to attract young adults. On the one hand,
local communities need the flexibility that autonomy would bring to charge
discretionary rates without being penalised in terms of the payover. On the other hand,
with the age at which young people are marrying going up, and the age at which
financial success in a capitalist society can be achieved coming down, we have many
young single adults in their late twenties who are well able to make a full financial
contribution to the community.

In one sense, the thoughtful United Synagogue policy which gives a year’s free
membership to newly married couples has created a false impression that it is necessary
and appropriate to join only when one marries. The United Synagogue communities
ought to be convincing young people that they have something to offer that is worth
paying for, married or not. And to do that they must first convince themselves that they
have a community worthy of the support of young people.

Youth activities

Our research indicates that one of the most serious discrepancies between what the
synagogue currently provides and what is required by the membership relates to
activities for youth. Youth activities were ranked by respondents fourth in order of
importance and only seventh in order of quality, in a list of the services provided by the
synagogue (see page 248).
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Parental concern regarding the leisure pursuits and venues available to young people is
high, with worrying images of the Edgware and Hampstead tube stations confronting
many members who have early teenage children. It is felt that the synagogue has a
responsibility to open its doors to young people as an alternative to other less secure
options.

Whilst there is no single solution to this complex problem, insufficient emphasis and
attention has been given to it within the United Synagogue. We believe that with added
resources and responsibility allocated at the local level, the issue will surface in the
specific communities where the needs are greatest, and local solutions will be found.

The centre is quite unable to respond to a challenge of this nature. What the centre can
do is to provide the expertise in informal education to assist local communities with
their programming. In this respect our proposals for a college of secondary Jewish
education (see page 157) should construct a more appropriate framework than is
currently available for this.

The aged

Another important population is the aged. Although some communities do utilise their
facilities to service the older members, much more could be done. A caring local
community can do very specific and practical things to embrace the older person who
does not have immediate family support and to include him or her within the Orthodox
Jewish community.

We also need to look at the financial burden imposed on the older age bracket. Both
with regard to burial fees and membership subscriptions, detailed investigation is
needed to establish a fairer system. Since the age profile of the membership is
continually increasing, it is not easy to see how that burden can be lightened in the short
term, since this would mean a continually increasing burden of taxation on a
continually decreasing population of adults. Although the present financial difficulties
prevent serious discussion of the situation, once the underlying health of the United
Synagogue has been restored, a full review of the treatment of the aged should be a
priority. One of the possible benefits of more local flexibility emerging from the revised
payover system might be the development, at a local level, of inventive schemes to
tackle the membership contribution problem. One such scheme was suggested to us,
proposing a small additional premium to the annual membership subscription which
would act as an insurance payment to relieve the subscriber from membership dues
after retirement.

AGE PROFILE OF MALE MEMBERS AT 31 DECEMBER 1991

2000
1750
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1250

1000
750
500
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11,197 7,447

66-70 71-75 79-80 81+

951 Over 65 years
E Under 30 years

ﬂ[ﬂ] 31 to 65 years

Source:Additional statistical information for the annual report and accounts 1991
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PERSONNEL AND LOCAL COMMUNITY MANAGEMENT

The Rabbi

The role of the rabbi will change and grow as these proposals take root at community
level. As the most important professional resource available to the community, the
rabbinate will occupy centre stage over the next few years. We have devoted a separate
chapter (page 80) to the issues, ranging from contracts and terms of employment to
professional development and role definitions, that need to be addressed in this regard.

The Chazzan

The implementation of our proposals would naturally set communities thinking about
staffing levels. The chazzan already represents something of an endangered species.
Would he become extinct as the range of community activities and hence the staffing
needs developed?

The number of full time chazzanim in the United Synagogue has declined from 36 to 12
over a period of 20 years. And a further 25% decline is imminent because of
retirements. This means that the vast majority of United Synagogue members no longer
have access to chazzanut for synagogue services - even on an occasional basis. Some
members clearly prefer a shorter, more participative style of service and find 'the
presence of a choir and chazzan a distancing factor' (page 218). But quantitative
research suggests that the chazzan still has a role to play, and there is widespread
disappointment that the opportunity is no longer available for the occasional full-scale
choral service, especially on the high holy days.

ATTITUDES TO THE CHAZZAN

Source: United Synagogue Review market research

Precisely two-thirds of the sample attended synagogues that employ a chazzan and
these respondents were asked whether 'he makes the service more enjoyable'. The
response was unambiguous:

A great deal 47%
Somewhat 43%

Not at all 7%
Actually detracts 3%

These findings appear to contradict the outcome of the qualitative research, which
identified a trend among some members towards disenchantment with the 'cold style
of the United Synagogue with chazzan and choir'. However, this more negative
attitude may well be prevalent among those whose synagogues do not employ a
chazzan.

Disagreement over the future of the chazzan is accentuated by internal flaws and
inconsistencies within the profession. There is resentment amongst chazzanim of the
prima donna’ cantor. On the other hand, our research suggested that, 'for those liking a
formal service, today’s chazzan is not considered to provide a performance of
professional quality'. The profession has not moved with the times to expand its skill
base as the general needs of communities have expanded. For example, we found that
the majority of chazzanim were of little assistance in meeting the pressing educational
staffing needs of their communities - an unwillingness to adapt which has cost the
profession dearly in terms of its perceived value.

Another development that has further endangered the species has been the growth of a
cadre of laymen - particularly young adults - who are capable of leading the service,
and reading from the Torah. Many communities today simply cannot contemplate
employing both a rabbi and a chazzan. The remit of the rabbi, consequently, has
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extended quite naturally into the traditional spheres of the chazzan, and lay people have
been drafted in to assist in the basic synagogue tasks, including leading services and
reading from the Torah.

This development is laudable in principle. The kind of extended, participative
community we want to encourage is one in which the formal barriers come down. Just
as we are anxious to stimulate increased lay involvement in community life in general,
so too we applaud a high level of participation within the synagogue itself. The feeling
of exclusivity about the conduct of the synagogue service that emerges from our market
research (page 213) should be reduced somewhat by removing the distinction between
the 'officiant’ and the member of the congregation.

We have a number of suggestions and recommendations to accompany what will be a
natural evolutionary change in staffing policies within local communities. We regret the
fact that rabbinical in-service training has not been made available to chazzanim, and
we anticipate that re-activation of the Practical Rabbinics programme will address this
issue. We note the exclusivist policy of the Chazzanut Association, which does not
allow for the membership of a part-time chazzan, and respectfully suggest that the time
has long passed when restrictive guild practices can in any way protect the profession.
We would encourage chazzanim to expand their skill base, particularly in the field of
education and we recognise that communities will have to confront the problem of a
clash of priorities between pastoral and educational duties which regularly manifests
itself in the question of Sunday morning stone settings.

In organisational terms, the home for the professional community of chazzanim is
within the Chief Rabbinate structure. We recommend a permanent committee within the
Chief Rabbinate to ensure that chazzanut and nussach are perpetuated by training,
choral services and concerts. There should be no problem in raising the modest sums
needed to secure the survival of this important aspect of our communal life.

Community directors and other personnel

For a few of the larger, younger, growing communities, the appointment of a
'community director' may be the way to secure future development. This new position,
modelled on community life in the United States, has been recently established in two
United Synagogues, and it is far too early to pass judgement on its potential. However,
one understands the logic which brought these communities to their experiment, and it
is a logic that might apply to more communities as the pace of local community life
quickens.

The position, as it has been established in these two communities, combines higher-
level administrative functions with organisational, and particularly educational
organisation, skills. Higher-level administrative appointments are sometimes suspected
to be expensive luxuries created by lay leaders who are not prepared to devote the
necessary time to onerous voluntary responsibilities. Not so in the case of the two
experimenting communities. Both have dedicated and highly active lay leaders. Both
communities are settings in which the scope of communal activity has extended well
beyond the synagogue to incorporate educational, youth, social and welfare functions.
The role of the community director is seen not as a replacement for lay involvement but
as a mechanism to encourage and to co-ordinate the larger lay leadership contingent
that is required to provide a more diverse community life.

The point is not insignificant in the context of our recommendations. One of the most
inhibiting factors within communities is the narrow base of lay leadership. There is only
so much that a small group of individuals can do, and the more there is to do, the less
time there is to work on delegating. And so, increasingly hardworking and dedicated
honorary officers are left to bear the lion’s share of the burden, with little or no time to
think about innovative schemes that would only add to that burden.
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Very often the young married professional might be prepared to do something specific
for the synagogue, but the mechanisms simply are not available to take advantage of
this type of help. Communities have to find the way to allow a far higher percentage of
the members to take some 'bite-size chunk' of involvement, and, for the larger
communities, a community director, far from taking work away from the volunteers,
can actually make a large volunteer force workable.

Of course, the initial expense of making such an appointment would be prohibitive to
all but the larger communities, even within the proposed new structure that would leave
a greater percentage of the communities’ income at a local level. However,
communities in other countries that operate the community director system have found
that the appointment ultimately pays for itself, because a community that is providing
more for its members tends to increase its membership.

THE ROLE OF WOMEN IN THE MANAGEMENT OF LOCAL COMMUNITIES

This review would not be complete without reference to the role of women within the
structure of the United Synagogue, both at local and at national level. Although the
halakhic ramifications of this issue are themselves currently under the review of the
Chief Rabbi and the Beth Din, we have to state our view - that the United Synagogue
cannot maintain a position in which women are denied a leading role in the
management of United Synagogue communities.

Research reveals widespread concern amongst men and women at the limited role
accorded to women in the decision-making process. We believe that the level of
concern expressed by the membership is significant for two reasons - first because it
may be the cause of a drift of membership away from the United Synagogue towards
forms of non-orthodox affiliation, and secondly because it deprives the organisation of
half its potential leadership pool.

We are aware of orthodox communities in the USA and Israel where women are
accepted as fully fledged partners in the management process. This gives us some
reason to believe that where there is a will there is a halakhic way to overcome what
would otherwise be a crippling handicap for the United Synagogue in the years ahead.

One of the reasons, in our view, for the continued exclusion of women from synagogue
management is an outdated concept of the role of the community. If the synagogue is
viewed mainly as a provider of religious services to its members, then management is
predominantly concerned with matters of halakhah.

We believe that this definition of the United Synagogue community is no longer the
prevailing one and that the trend towards broadening the remit of the synagogue and its
transformation into 'community’ is set to continue. The executive body of a synagogue
today has to grapple with the management of a property and an organisation that
embraces educational, youth, welfare and social activities, none of which relates
directly to the provision of religious services. Only a minority of its concerns are
religious, not because such needs have declined, but because of the growth in other
areas of community life.

In these circumstances women ought not to be denied an equal opportunity to manage
communal affairs. We accept the need to 'ring fence' the rabbinic/halakhic areas. This
having been said, it is essential to authorise communities to take full advantage of the
talents of all their members. Whilst applauding the recent Chief Rabbinical initiative to
establish a task force to examine the role of women in detail, we see some danger of
delay in subsuming this issue within a broader review. We would add our voice to the
growing concern that time is not on the side of caution and urge the Chief Rabbi to take
active steps to resolve this problem at the early stages of the decade of Jewish renewal.
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LOCAL MANAGEMENT OF EDUCATION

Despite the high priority that most synagogues allocate, in principle, to Jewish
education, we did not find a single community with a genuine education committee.
Every community with a cheder has a cheder, or 'education’ committee. But in many
ways this just obscures the real needs and potential of the community. Education is a
serious community issue in its own right. ‘Cheder' is merely one aspect of that issue.
Alongside the cheder, communities have to think about a youth policy, adult education,
the kindergarten, informal and family education, and about the need for links between
the community and Jewish day schools in situations where perhaps even a majority of
the children of members are enrolled in full-time Jewish education.

Many of these issues are linked. The Board of Education of Greater New York has
carried out comprehensive research on supplementary schooling and concluded that
family education programmes are critical to the future success of the part-time system.
Can such programmes be left to the cheder? Clearly not. How is adult education to be
funded at a local level, who is in charge, and what links might there be between formal,
informal and continuing education?

Our recommendations will help communities to take the first steps towards a serious
and co-ordinated education policy, by retaining financial resources and choice at the
local level. Some communities may decide that the whole community should subsidise
formal Jewish education through higher membership fees, whilst others may wish to
push the whole cost of education on to the user. Such a choice is not available in the
current centralised system, but it is one which may be made differently in different
communities in pursuance of what they see as their own best interests.

We further recommend that each community within the United Synagogue establish an
education committee - not a cheder committee but a broad-based group including
parents and professionals, where available, with a comprehensive brief to look at the
community as an educational unit, and to devise a strategy for the development of
Jewish education at a local level.

CO-OPERATION BETWEEN COMMUNITIES

It has been argued that one of the negative effects of a more autonomous community
structure will be a reduction in co-operation between communities, and a reduction in
the number of shared or regional projects where one congregation is not large enough to
support its own programme (for example, cheder or adult education).

We think that the opposite will happen. Under the present set-up there is little inter -
community co-operation. This, we believe, is at least partly due to centralisation itself,
since the centre gives the local synagogue a prop which allows it to avoid taking
decisions that would be forced on it in a different structure.

This is true particularly in the field of education and the cheder. We simulated the
impact of a more devolved system with a number of communities. On each occasion
the local leaders themselves arrived at conclusions that would save costs and entail
greater inter-community co-operation. The exercise led to discussions regarding classes
that would be rationalised, centres that would merge, new and more productive
community initiatives that would develop as soon as the local community was given the
opportunity to consider what its priorities should be, using the sum of its resources.

The process of co-operation between communities is a natural one and it will thrive as
soon as the centre is removed as a controlling force. What the centre can do is to lead
by lending expertise and guidance to communities who want to work together. We
applaud the existence of synagogue regional councils, whose existence in South and
North London owes everything to local rather than central initiative, and we
recommend that this process be taken further. Appropriate forms of co-operation will
vary with local circumstances. However, every community will have something to gain
in some area by co-operative partnerships with neighbouring synagogues.
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|IE| We recommend that every community establish a task force to consider inter-
community co-operation with its neighbours in areas such as education and welfare.

FUND-RAISING AT LOCAL COMMUNITY LEVEL

Under the proposed new system, every community would be established as an
independent charitable trust. This would mean that local fund-raising would be
acceptable and encouraged as one of the legitimate methods to support innovation and
development. ~

The basic principles of marketing suggest that this focusing on local concerns will
enhance the fund-raising potential of the community as a whole. Whilst few will
commit charitable donations to a taxing central body, even for worthy innovative
schemes, many will feel disposed towards helping their own local community to do
something specific.

Some communities may choose to establish fund-raising targets as an integral part of
their budgeting, rather than passing the full annual expenditure requirement on to the
fee-paying member. Communities may consider using their facilities for social or
broader educational programmes that are profitable. The point is that the community
would not be restricted from making such choices, unless they contravened the limited
community agreement with the centre which is outlined elsewhere in this document

(page 112).

AFFILIATED SYNAGOGUES

The concept of an affiliated synagogue was that of a small community, taking its first
steps towards maturity by joining the national umbrella organisation and making a
financial contribution, albeit a minor one, towards the provision of the national
community infrastructure. It was assumed that as the community grew, so would it
require the borrowing power of the centre in order to expand its premises. At this point
the community would take its full place as a constituent synagogue, enjoying the full
privileges and accepting the full responsibilities of a member of the club.

The concept has already become confused, as several affiliates have grown up, and in
some cases even outgrown their constituent neighbours, without applying for full
membership of the United Synagogue. This is a source of some resentment amongst
constituents, whose payover burden is considerably higher than that of the affiliates.
Within the context of our recommendations, the distinction between constituent and
affiliate becomes meaningless and we hope that a constructive dialogue would
commence immediately with a view to a full merger of the two groupings.

Until the two groups do merge, there would continue to remain an inequality in
political/representational status. Affiliates would be entitled to fewer representatives on
the Council, and no direct access to central executive positions.

This would be a sad loss of talent. We have encountered enthusiastic, dedicated and
experienced lay leaders in many affiliated synagogues. They are needed on the Council
and the Executive and it would be a shame for the organisation to be denied their
contribution for the sake of a historical status issue whose financial basis had
disappeared.

In one respect, the changes we are proposing have the effect of making the constituents
into affiliates. The type of local management currently being proposed is not dissimilar
to the current management portfolio of the affiliate. In another respect we are asking the
affiliates to become constituents by accepting that they are equal and not merely limited
partners in the enterprise that is the United Synagogue. In principle the affiliated
synagogues, at least certainly the larger ones, should become equally responsible for
important central services such as the Office of the Chief Rabbi and the Beth Din.
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We believe that this is the correct approach on both sides of the equation. In all of our
many meetings with the lay leadership of the affiliates, we encountered an air of
confidence and enthusiasm about the prospects for the community that is sometimes
lacking in their counterparts in constituent synagogues. Every lay leader we spoke to
supported the concept of local management and displayed no regret at the lack of
central administrative back-up. Some were quite evangelical in their desire to convince
constituents that local control and freedom of choice would bring “a breath of fresh air”
into the management of the community.

By reducing the size of the centre, placing the responsibility for the management of the
community at a local level, and removing the direct link between membership size and
payover, we believe that all tangible reasons for the continued existence of an affiliate
status have been removed. Constructive dialogue is all that is now required to prepare
the ground for a unified organisation at a political and constitutional level.

CREATING COMMUNITIES: PRINCIPAL RECOMMENDATIONS

Local synagogues should become Independent Trust Communities, managing their own
administration and finances, whose relationship with the centre would be based on a
formal “community agreement”.

A new system should be instituted for calculating the local communities’ contributions
to the central organisation. This should be based on the principle of site value.

Local community management should be increased, and central control in the affairs of
local communities should be decreased.

Local community life should be expanded to respond to the needs of the contemporary
Orthodox Jewish community.

The functions of administration and finance should be split from those of ritual in the
organisational structures of local communities.

Communities should be encouraged to establish broad-based education committees to
develop an overall strategy for Jewish education at a local community level.

Communities should be encouraged to set up policy committees to construct a strategy
for their development, to plan facilities for youth and retired members, and to
examine possibilities for inter-community co-operation.

A permanent chazzanut/nussach committee should be established to examine ways to
preserve the tradition of nussach in light of the decline of the full-time chazzan.
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A NEW ROLE FOR THE
CENTRE

THE ROLE OF THE CENTRE IS TO SERVE AND NOT TO CONTROL LOCAL COMMUNITY LIFE. WE
RECOMMEND THE RESTRUCTURING OF THE CENTRAL ORGANISATION TO REFLECT ITS ROLE AS AN
ENABLING BODY FOR THE LOCAL COMMUNITIES AND AS A PROVIDER OF THOSE RELIGIOUS AND
OTHER FACILITIES THAT ARE BEST ORGANISED NATIONALLY RATHER THAN LOCALLY.

MINIMALISM AT THE CENTRE

The role of head office should be purely and solely to serve its communities. It does the
communities no service in the long run if the centre takes on responsibilities that can be
met at a local level.

The members complain that the tax burden is too great. They point to expensive
manpower-intensive administration as the target for cost-cutting. However, we have
identified a number of areas in which the manpower at the centre is stretched to the
limit to provide a barely adequate service. To make centralisation really work would
require a much greater investment, particularly in computerisation and property
management. Thus, even if centralisation were desirable, the truth is that it is not
affordable.

Legitimate areas for central involvement

There are only two areas in which we feel it would be desirable for the centre to
maintain a role that is not strictly limited to serving the local communities. They are
first the continued provision of a limited number of national facilities, and secondly a
continued and even enhanced role in community development.

There are times when individuals will need the centre for services that local
communities cannot possibly provide. Clearly burial falls into this category, as do some
of the functions of the Beth Din.

We do not want the United Synagogue to slide into the trap of being the mainstay of
Anglo-Jewry’s communal infrastructure, paid for by the minority. It should be quite
clear, for example, that wherever possible a clear differential should be established
between charges for members and non-members for the use of services provided by the
organisation. However, in attempting to be realistic about the capacity of the United
Synagogue to maintain an elaborate communal infrastructure, we do not want to throw
out the baby with the bath water. Shechitah and kashrut may be optional extras for the
United Synagogue, depending on their ability to operate as profit centres. However, the
Chief Rabbi, the Beth Din, an enabling educational body and burial are not.

MEMBERSHIP SATISFACTION WITH FUNCTIONS PROVIDED CENTRALLY

Source: United Synagogue Review market research

Department % finding service good or satisfactory
Burial 84
Kashrut 66
Chief Rabbinate 50
Education 45
Beth Din 43
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The other area where central involvement can be allowed to break our strict rule is
'‘community development' itself. This is, as we intend it, a new departure for the United
Synagogue which needs explanation.

Historically the United Synagogue has participated in the growth of new communities
and the development of existing ones in a reactive way. As Jews moved into a new area
and felt the need for an organised community, including a synagogue, some approached
the United Synagogue. The United Synagogue always tried to act positively on these
occasions, supplying capital loans and advice. Sadly, the current financial position
means that it would be difficult to continue to extend such facilities to communities in
the short term. It is our hope and expectation that the reforms we are suggesting will, in
the medium term, help the United Synagogue back into a healthy financial state in
which bank-borrowing facilities may once again become available to assist the most
pressing cases for community development.

However, that is not all there is to the community development portfolio and it is the
wider task that now needs to be attempted in the long-term interests of the whole
community.

We believe that the United Synagogue should become pro-active in the identification of
growth areas and the progress of developing communities and should create a
permanent committee as part of the executive structure in this area. If it does not, then
there are competitors at hand who will happily step in to provide non-Orthodox
alternatives for Jews who, ideally, would like to retain their traditional roots and
affiliations. The task requires much more than simple financial support - in fact
sometimes it is not really financial support that is needed at all. The centre should be
the expert on the demographic and social trends that underpin changes in our
community, and should build a knowledge and expertise base in the area of community
development.

Apart from these two exceptions, we firmly recommend a minimalist centre. It is all too
easy for the centre to expand by creeping development. There are so many worthy
causes. They must be resisted, because the membership of the United Synagogue can
no longer be expected to pick up the tax bill on behalf of the community at large.

THE CREATION OF A LAY MANAGEMENT STRUCTURE REFLECTING
THE NEW ROLE OF THE CENTRE

Head office should cease to be a controlling and become an enabling body. It follows
that a revised lay management structure will be necessary to reflect and to carry out that
new role. We have not undertaken an exhaustive investigation into the management of
head office, as it currently operates, for that reason. The recommendations that follow
are designed to construct a new and more appropriate structure within the context of a
radically revised role for the centre.

Problems with the current structure
There are a number of things widely considered to be wrong with the current system
that would be corrected within the new role we are proposing.

There is general dissatisfaction within the Council of the United Synagogue at its own
position, size and role. There is almost universal concern at the under-representation of
women and younger members. There is criticism of the current relationship between the
Council and the honorary officers which stems, in part, from lack of clarity about their
respective roles in the hierarchy of decision-making, in part from frustration about the
flow of communication within the organisation, and in part from fundamental
differences as to the aims and objectives of the United Synagogue as a whole. Many of
our recommendations, and not just in the specific area of management and political
control, do in fact address the deeper issues that tend to surface in the form of policy
disputes at Council level.
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Restructuring the United Synagogue Council

The centre will have less to do, and that should be reflected in its lay structure. It will
receive its mandate from a family of independent communities, so it is those
communities as units, rather than the individual members of the United Synagogue that
should be represented at national level.

The Council of the United Synagogue should be reconstituted to reflect these
principles. Representation on the Council should be on the basis of synagogues rather
than individual members. The Council should be as small as is possible to allow for
representation of every community. The role of the Council should be clearly defined in
relation to the communities it represents and the executive it controls.

For these reasons we would recommend a senate model for the United Synagogue
Council, consisting of two representatives from each constituent United synagogue,
chosen by the local community. Affiliated synagogues would be entitled to one
representative per synagogue on the Council. Council members ought not to be serving
honorary officers at a local level, but should be participants on the community’s board
of management. They would be appointed for a three-year term to represent the
community, be mandated by the local community on issues of importance and would
report back to the board of management on a regular basis. This would ensure that the
Council reflects the needs of the communities and is of a size that can give serious
consideration to the major policy issues. The Council would meet bi-monthly.

A case has been made for allowing some flexibility in council representation, to benefit
communities with a larger membership. It is suggested that these communities are
mainly younger expanding congregations and that extra Council representation will
give younger members a greater chance of being appointed. We do not advocate this,
since it would open the way to further expansion in the size of the Council. However,
we accept that a variation on our recommendation, whereby communities with
membership above a given figure would be granted an additional representative, could
be considered.

At present there is provision for the honorary officers of the synagogues to meet as the
'Executive Committee' of the United Synagogue. There is no reason, under the
proposed new structure, to maintain this as a regular feature since the Council itself will
be the representative of the communities as units. However, there is equally no reason
to rule out the possibility of ad hoc meetings of the main officials of the communities,
should matters arise for which this would prove a useful consultative forum.

In order to ensure some continuity in personnel, it may be sensible to operate a rotating
system for election to the Council under which one-third of the representatives would
be elected each year.

We envisage that a smaller Council would find it easier to focus on major issues, that
elections to the Council would assume a more serious aspect at local community level,
and that communication between the Council and the local board of management would
be strengthened.

The principles of transparency and accountability demand that Council meetings should
be open in the fullest sense. The public should be welcome to take an interest in the
affairs of the United Synagogue and a visitors' gallery should be open to all - including
the media, whose exclusion at times over the past years has done little to help build a
positive image of the organisation.

We have already outlined the principles we would like to see operating regarding the
involvement of women in local community management and those principles apply
equally at the national level. The need to secure the full participation of women in the
work of the Council will become more pressing as women filter through to senior
positions within local communities.
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Elders, past presidents and life members

The role of honorary positions for senior members, former-honorary officers and so on
has to be carefully considered. We are concerned with a number of factors. First, it is
important to keep the Council to a reasonable size. Secondly, the essential unit of
representation is that of the community. This concept would be confused by the
inclusion of individual, non-constituency-based members. Thirdly, it is of great
importance to us to create a structure that will encourage participation from a younger
element. Only a Council fully in touch with contemporary trends will be flexible
enough to provide the United Synagogue with the dynamic leadership it needs. The
image of the Council is a major factor in the decisions of younger local lay leaders to
become representatives of their communities.

The present system, whereby former honorary officers, presidents and elders become a
permanent part of the Council of the United Synagogue, lends itself to the above
problems. Yet, unquestionably, the experience of those participants is an invaluable
asset to the United Synagogue, representing a solid body of opinion and tradition. That
asset should not be wasted, but at the same time it is not reasonable to expect it to
continue unchallenged in its present role.

We feel strongly that the Council of the United Synagogue should be restricted to the
elected members of local communities.

The individual elders, past presidents and life members (including former honorary
officers) of the United Synagogue should become a Council of Elders, who would
appoint their own chairman, perhaps on an annual or biennial basis. Whilst this Council
would not have voting rights, it would have a formal role in discussing contemporary
matters before the Council of the United Synagogue and would have the right of access
to all Council papers and to present its views formally to the president and Council of
the United Synagogue for consideration. In other words, the opinions of these
distinguished advisors could be separately and formally expressed and the Council
would be bound to take note of them without being bound to act upon them. Such a
system of checks and balances would be more appropriate to the new streamlined
United Synagogue.

The executive structure

We recommend a different type of executive structure which would be more
presidential in nature, in the American sense of the term. Under this system, the
Council would elect a president and vice president who would stand together as a team
and who would, in turn, appoint an executive committee, subject only, perhaps, to the
formal endorsement of the Council. We make this recommendation because it is
imperative to allow for coherent strategy development. Although the present system
appears to be more democratic, it tends towards the election of a disparate set of
individuals, chosen often on grounds of personality or seniority rather than policy, who
cannot necessarily be harnessed into a coherent executive body.

It follows from our other proposals that we envisage a much more service-oriented,
smaller, enabling centre, constituted so as to reflect the needs of the communities. In
these circumstances the need for safeguards against abuse of power is reduced and
replaced by a concern to effect good management. In fact the difference is between the
creation of good 'government' and of good 'management'. The executive cease to be the
rulers exercising control and begin to function as voluntary management.

Elections to the executive

Elections would take place on a triennial basis, with two terms in office being the
maximum permitted for a president, as at present. The Executive Committee would be
compact - perhaps six in total, since its portfolio would be much reduced.

The role of the president

The combination of a revised centre and a restructured executive would leave the
president of the United Synagogue with a different but still critical role in the
organisation. Some of the pomp and circumstance, and the appearance of power, will
disappear, but the creative potential of the position should be enhanced. The president

62



[k

will no longer stand at the head of a large bureaucratic machine, but he will be primus
inter pares within a leadership team of his own choosing. He will no longer be able to
invoke substantial by-laws to control local honorary officers but he will be able to
influence the future of Anglo-Jewry through community development and forward
planning.

Appointment of a chairman

Having streamlined the centre at every level, and having empowered a coherent
executive, it will be necessary to ensure that the Council can maintain its critical role.
To guarantee this, we recommend that at the beginning of each triennial session, the
members of the Council should elect a chairman who would be responsible for the good
orderly management of its affairs. This would include establishing disciplines such as
the regular flow of information from the executive, and procedures to secure the
maximum time for constructive debate within the constraints of time-tied council
meetings. The chairman would function as an impartial 'Speaker' at Council meetings,
thus releasing the president and his team to play a more active role in debate.

It has been suggested that with a substantially reduced Council, the need for an

. independent chairman may become less paramount, and that this recommendation

might be deferred for a period to evaluate the operation of the new structure. We have
an open mind on this issue and feel that the new Council will be in the best position to
judge the situation as it develops.

RELATIONSHIP BETWEEN THE CHIEF RABBINATE AND EDUCATION
AND THE CENTRE

We recommend that both the Chief Rabbinate and the new Bureau for Jewish Education
have their own separate organisational identity, with a greater degree of separation and
independence from the central organisation than is presently the case. The proposed
new structures are outlined in Chapters 5 and 6 respectively. In the context of the
revised role of the centre, we would like to explain the reasons for the changes that are
being proposed.

One reason for the proposed revised structure is to bring out the separate potential of
both the Chief Rabbinate and a new Bureau for Jewish Education in a focused manner.
The current management structure, where everything is a department of the centre,
creates problems in both directions. On the one hand, accountability and transparency
are reduced since, in the end, the buck always stops with the honorary officers. On the
other hand, the independence and initiative of the departments is often stifled because
they are merely cogs in a large wheel. In the proposed new structure, both the Chief
Rabbinate and the Bureau will be given leeway to develop. The Council will give an
annual grant based on accountability and clear budgetary requests, and the Chief
Rabbinate and Bureau, with their own lay leadership, will be free to arrange their own
affairs, to attract external funding for new projects, and to establish priorities.

Spreading the leadership task

This proposition is also aimed at developing a broader base for the lay leadership of the
United Synagogue. Throughout the system we have to get more people to share the
burden and the challenge of running this community. One way to expand the lay
leadership is to break down the degree of control that runs from the very centre and to
establish more specific projects to which talented lay people can make their singular
contribution. The Chief Rabbinate and the Bureau for Jewish Education, at least as we
envisage them, are both outstanding challenges. Their success or failure could
determine the future of the community and the nature of the work involved in both is
fascinating. We believe that many individuals will be willing to contribute to these new
and separate entities who would remain cold to the notion of becoming involved in the
current bureaucratic hierarchy.
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The argument against splitting up the centre in this way stems from fears about control.
Would we be unleashing unfettered forces, unco-ordinated, unconnected, and failing to
be responsive to the needs of the communities who would still be responsible for
providing at least the majority of the funds? We strongly believe that the answer is no.
We believe that these problems are inherent in the system we have now. Put the user
and the supplier into a direct relationship with each other and the results will be greater
co-ordination and responsiveness - because those concerned will demand no less.

Serving the national community

The final thought behind the proposal - and it is a thought that goes to the very heart of
the problems currently facing the United Synagogue - is that with a clearly identified
independent role and management structure, both the Chief Rabbinate and the Bureau
for Jewish Education will be in a position to involve and to serve a wider constituency
within Anglo-Jewry beyond the United Synagogue. Once an expertise-based Bureau for
Jewish Education is in place it will be able to offer its facilities to the wider community,
either, in the case of specific schools or projects, on a consultancy basis, or in the case
of other educational bodies by extending the management partnership beyond the
United Synagogue. The Chief Rabbinate, similarly, will be in a position to work with
other partners and to become a broadly based national entity.

LEARNING FROM RESEARCH AND BEST PRACTICE

In order to review the United Synagogue, we turned to the evidence available to us. We
found no shortage of policy documents and no shortage of opinions, but we also found
little evidence of research, or of any attempt to learn from the experiences of others.
With the exception of the recent Board of Deputies study on synagogue membership (a
summary of which is printed in the Appendix to this report on page 269) there was very
little to give us even an entry point to a serious analysis of our market. Indeed an
Anglo-Jewish social anthropologist told us for the record, 'we know more about most
Amazonian tribes than we do about the lives of Anglo-Jews'.

In commissioning our own market research we found ourselves treading on virgin
ground. Almost every question we asked was a question to which no answer was
readily available. What do members like and dislike about community life? Why do
they join? Why do they leave? What are their hopes and aspirations? All this made our
task easy, because almost any research would give us knowledge in the midst of
ignorance, but at the same time hard because the limited time and resources available
left us unable to do all the research necessary to make up for decades of neglect. The
analysis of the research undertaken as part of this project is published in the Appendix.
It makes compelling reading, but it is no more than a beginning. We suggest that the
United Synagogue commits itself to building a knowledge base which will inform
future strategic planning.

We also publish in the Appendix to this review a number of articles on models of
community life both in this country and in the USA. One of the results of the reforms
we are proposing is that communities should become more diverse and more responsive
to needs and opportunities at a local level. But how does the local lay leader, or the
rabbi, know what should be done and what can be achieved?

We found almost no mechanisms operating within the current system for building a
knowledge base, sharing expertise and experience, or learning from the successes of
others. Neither are comparisons drawn between what we do and what is done in other
countries.

Continuous review - a permanent policy advisory board/think - tank
We recommend the setting up of a permanent policy advisory board/think-tank as an
integral and essential element of the restructured United Synagogue.

The board would be established under the chairmanship of an independent lay leader

appointed jointly by the Chief Rabbi and the president of the United Synagogue, for a
period of, say, three years. The chairman would then recruit a team to consider all
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aspects of the work of the United Synagogue, to produce 'green papers' on ideas for
development, and to keep a watching brief on the relationship between the mission of
the organisation and its performance.

The think-tank would respond to two pressing concerns that are most appropriately
addressed at the centre. The first is the need to build a knowledge base on the strength
of ongoing research as suggested above. The second reason for the creation of such a
policy think-tank is expressed by Peter Drucker:

Don’t wait. Organise yourself for systematic innovation. Build the search for
opportunities inside and outside into your organisation.

The role of the think-tank

Such a board would help to bridge the gap between leadership and control. Looking
always at the parts of an organisation, one does not necessarily get an accurate picture
of the whole.

The think-tank will turn forward planning from a good intention into an integral feature
of the United Synagogue. We are well aware that our recommendations will take
several years to implement and that dynamics will be established that could not be
foreseen from the outset. Relationships between professionals and laymen, between the
constituent parts of the organisation, and between the United Synagogue and the wider
Anglo-Jewish community will alter and reshape as implementation proceeds.

All this cannot be left to chance. The closest possible monitoring and the highest level
of serious reflection is called for at every step along the way. It will take a body that is
at once both fully informed within the United Synagogue, and yet free from the
distorting responsibility for the day-to-day needs of the organisation, to accomplish
these goals. We therefore see the establishment of such a policy think-tank as absolutely
central to our overall vision of the United Synagogue of the future.

Without wishing to pre-empt the advisory board, we can already see several areas of
concern that could occupy its agenda over the next few years. Amongst our immediate
concerns are:

* To define future membership potential and to develop a recruitment strategy for
the organisation.

* To examine the relationship between local communities and the centre and to
advise as to future development.

* To examine attitudes towards kashrut provision in the UK and to suggest
improvements for the benefit of the consumer.

* To consider the possibilities for establishing a broader constituent and financial
base for the Chief Rabbinate.

* To examine the possibilities for the establishment of a national Beth Din as well
as other opportunities for inter-organisational co-operation on religious matters.

* To examine issues related to the aged within the United Synagogue, to include
membership contributions, FES contributions and community programming.

These are all examples of areas which would require broad investigation linked to
research as a preliminary step towards the formation of sensible policy initiatives. A
think-tank would have the capacity to broaden the scope of investigation and analysis in
a way that an executive could not, thus expanding the potential for continuous creative change.
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BURIAL

The service provided by the Burial Society is one of the natural functions of a central
synagogal organisation. Forty-nine per cent of respondents to our survey, when asked to
rate the functions of the United Synagogue, gave a 'very high' importance to the
provision of facilities for life cycle events - the highest rating for any aspect of the work
of the organisation, and, interestingly, a large proportion of the respondents gave a good
quality rating for the manner in which the service is provided (see page 59).

This having been said, a number of recurrent criticisms did emerge from correspondence
received as well as from meetings held during the review process. The most regular
complaint with regard to the Burial Society concerned the insistence that relatives of a
departed one present themselves in person at Woburn House with the relevant
certificates before a burial service would be cleared. This causes anguish and suffering
in some cases and is one of the most regular criticisms used to illustrate members’ sense
of dissatisfaction with the centre. Some suggested the use of faxes to alleviate the
problem. Others raised the possibility of using an official at each local synagogue to act
as an intermediary so that bereaved relatives would merely have to present themselves
and the certificates locally and the burial could be cleared and arranged by telephone.
One synagogue administrator pointed out that she is trusted by the civil authorities to act
as a marriage secretary and that it would not be unreasonable to expect a similar status in
relation to the United Synagogue’s burial arrangements. Whilst there are reasons for the
current regulations, this is one of the most frequent instances of contact between the
individual member and the central organisation - and it comes at a fragile and delicate
time. It is regrettable that the regulations can cause lasting anger and recriminations
which may colour the attitudes, not only of the immediate sufferers, but of a much wider
circle of listeners, to the organisation as a whole.

With regard to the Funeral Expenses Scheme (FES), it is the nature of any insurance
scheme that some individuals, in this case those who are blessed with long life, will pay
more over the period than the cost of the service ultimately provided. The scheme
appears to be well administered and the size of contributions levied causes little
comment or resentment amongst the membership. At present, payments to the FES are
made on a lifetime basis, although discretion can be applied in the case of the over 85s
and in other instances of extreme hardship. One would prefer a system that was more
generous to the older population, many of whom, beyond retirement and without a
regular income, struggle to meet their commitments. However, given the ageing profile
of the United Synagogue’s membership, there seems little prospect of revising the
scheme in this respect in the short term.

Concern is also expressed at the strict application of the rules of the scheme which
allow for a defaulter to lose the benefit of all previous payments. In a period of high
unemployment amongst the middle-aged middle classes, many feel uncomfortable at
the idea of a system that effectively holds the participant to ransom to continue making
payments in this way. This is yet another example of the psychology of centralised
power and control leading to policies that give a harsh authoritarian image, whereas the
preferred model ought to be one of a service to a paying clientele.

The other issue of principle that gives rise to comment amongst the membership is the
use of money raised through the FES/Burial Society for other causes, and particularly
for education. Apparent surpluses from the FES/Burial Society are transferred to
general funds and hence used for other areas of activity. This discussion extends to the
'tombstone tax' - a complex series of fees levied by the United Synagogue on memorial
stones - which raises substantial sums, a large proportion of which (£178,000 in 1991)
is made over to education. We have no objection in principle to this use of funds. It is
common practice in Jewish community life throughout the world to use surpluses from
kashrut and from burial to subsidise the educational system. What is wrong is to
disguise the fact. Transparency and accountability are essential in this situation, and
every effort should be made to ensure that those who pay are made aware of the
destination of their contributions.
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UNITED SYNAGOGUE INVOLVEMENT IN KASHRUT / SHECHITAH

The direct involvement of the United Synagogue in kashrut activities can be viewed as
another departure of the centre from its basic operational task as a support structure for
the communities. Two features, however, create a distinction between kashrut and, for
example, education. The first is that kashrut, unlike education, is a service that would
not be made available at a local level following a withdrawal on the part of the centre.
This makes some form of combined national infrastructure necessary. The second
feature, almost unique to kashrut within the range of United Synagogue central
functions, is that the department carries a small annual surplus. The degree of public
scrutiny to which the department is subjected is affected by this favourable
consideration.

Attitudes have changed over the past few years following the establishment of the
United Synagogue’s own separate shechitah operation. The considerable losses incurred
by this department have prompted more adverse public comment than, perhaps, any
other single issue facing the United Synagogue today. The average member of the
public is exasperated by what appears to him to be a display of disharmony amongst the
religious leadership, cannot grasp the import of what are perceived as complicated and
peripheral issues of disagreement and fears that the impact of the dispute will serve
only to raise the communal financial burden - whether through price increases, or
taxation, or both. Public perceptions can be understood against the background of an
organisation that is internally split on this issue, with opposition to the continued
involvement of the United Synagogue in shechitah coming from the central lay and
professional leadership itself.

The various leadership initiatives to resolve differences between communal
organisations are to be welcomed and it is hoped that the wasteful, antagonistic and
competitive approach that currently characterises the management of shechitah will
soon be put aside in favour of inter-organisational co-operation. Certainly the morale-
sapping impact of the dispute should not be underestimated. Many synagogue honorary
officers have conveyed privately to us their sense of futility, as they struggle to improve
the membership/income profile of the synagogue while substantial sums are subsidising
what is seen as an unnecessary involvement in a loss-making venture.

Within the kashrut department itself a buoyant atmosphere prevails, as a committed
staff at head office pursues a focused set of departmental goals with the aim of
increasing the availability and popularity of kashrut in the UK. The publication of The
Really Jewish Food Guide, the introduction of the LBD logo on an increasing range of
products generally available, and the services offered by specialist food technologists
are cited as part of a programme of constructive and self-financing expansion of kosher
facilities in this country made possible by the work of the United Synagogue at a
central level.

This enthusiasm for the role of the centre contrasts with a more downbeat assessment
on the part of some practitioners - caterers, delicatessen owners and butchers included -
of the achievements of recent years. Here, attention is drawn to the declining take-up
rate for kosher food, most noticeably in relation to supervised functions.

Concern has been expressed regarding the tendency, in recent years, to impose more
and more stringent halakhic conditions on the caterers at a time when it is necessary to
offer as much to the customer as possible to offset the threat of losing business to the
unsupervised market. The trend of the past decade, from the insistence on the restriction
to serve only kosher wines at a supervised function, to the recent ruling applying the
same principle to supervised milk, to the introduction of more rigorous procedures for
the examination of vegetables for infestation, have all served to add to the cost of a
kosher function at a time when increasing numbers are tempted to provide “kosher
style” rather than kosher fare for guests at a family celebration.
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The issues involved here are complex, but our interest is with the process by which
decisions are reached. Whilst it is taken for granted that the appropriate rabbinical
authorities should maintain the power to uphold halakhic principles, we are
nevertheless concerned that the process prior to the final stage of a rabbinical ruling
should incorporate the provision of full and informed background data.

The role of the kashrut committee needs to be more clearly defined. We were surprised
to find no formal representation of the various sectors of the kashrut industry on this or
indeed any committee through which the voice of an interested party could be heard.
The public are similarly under-represented, and the view has been expressed that, in
this area in particular, the views of women - mothers and home organisers - who most
acutely feel the changes in the marketplace - ought to be heard in an organised way. The
committee structure exists but it has not established for itself a clear role as an access
point for the opinions of the public or of the trade to be heard. The fact that there are
aspects which must ultimately come under the aegis of religious authority should not
preclude an open, intense, ongoing, consultative process accompanied by continual
market research. This is an issue of transparency and accountability: principles which
apply to each and every aspect of the work of the United Synagogue irrespective of the
religious dimension.

CHAPLAINCY AND VISITATION

Whilst we have not attempted comprehensive coverage of the activities of the United
Synagogue in this report, a brief word on chaplaincy and visitation might be
appropriate. These are services which, for different reasons, have been taken on by the
central organisation.

In principle we would expect the centre to maintain a lean profile, disentangling itself
from central involvement in specific projects wherever possible. As with many of the
other good causes with which the United Synagogue has become identified, potential
for broader communal support in financial terms may not be tapped to the full when a
central body can be seen to be taking the overall responsibility. University chaplaincy
cost the membership £85,000 and the Visitation Committee cost £51,000 in 1991, sums
that might have been raised through sponsorship rather than placing yet another charge
on a declining membership for a national service that benefits United Synagogue
member and non-member alike.

As the United Synagogue accepts that it can no longer afford to think of itself as the
community, it may be appropriate to relocate necessary national services such as
chaplaincy and visitation within a genuinely national umbrella organisation such as the
Board of Deputies. Alternatively, such projects could be established as independent
charities.

We understand that there are special features which make the connection of these two
concerns to the United Synagogue important. In the case of chaplaincy it is a desire to
ensure that specifically Orthodox religious facilities are on offer in sometimes isolated
university and college environments. Visitation services to hospitals and prisons require
the specialist skills of the rabbinate and hence conveniently draw on the manpower
available within the United Synagogue. We nevertheless feel that the precedent is
problematic, as there are many worthy causes of this type that would have a claim to
central community support on the same basis.

Efforts should be made to find more suitable organisational homes for both chaplaincy
and visitation within a 12 month period whilst ensuring, in the meantime, that the
valuable services they provide to the wider community are continued. The hard truth is
that the United Synagogue no longer has the funds available to underwrite such a wide
range of cross-community services.
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THE PENSION FUND

Our views on the management of the pension fund in recent years have been expressed
in full in the financial review at the beginning of this report. Put simply, the pension
fund must in future remain sacrosanct.

We strongly recommend that independent trustees are appointed forthwith for the
pension fund. The highest priority must be given to the repayment of the debt to the
pension fund and the United Synagogue should, in future, forgo its technical rights to
borrow from the fund.

THE LOCATION OF HEAD OFFICE

There is a firm policy commitment on the part of the Council to sell Woburn House and to
move the head office of the United Synagogue to more suitable premises. We support this
policy both because of the financial considerations that motivated the decision and because
the current central office is a debilitating and depressing environment by any standards. It
is questionable whether, in the short term, and given the current property climate, the
financial potential of a sale of Woburn House can be realised, but there is a compelling
case in favour of realising this once valuable but fast declining asset as soon as possible.

What is less clear are the principles which would determine the best location for such a
move. Assuming financial gain as one clear index, there is little agreement on the
others. Should head office remain in Central London, accessible to all communities
though convenient to almost none? Should it move to the outer suburbs of North-West
London where the price of property is more reasonable, and what is the balance between
cost factors and accessibility? Should head office be relocated in existing United
Synagogue property, or should it seek out office accommodation? Should the entire
central operation be retained as one unit, or is there a case for separating the various
departments, which may give the United Synagogue more options for the move?

The principles underpinning our recommendations could help to resolve a number of
these issues.

First, it should be manifest that the office requirement for the central organisation we
envisage would be much smaller than that currently needed. This should be fully taken
into account before any decision is made.

Secondly, we see little to be gained by the retention of head office as a single unit, unless
there is sound financial logic in so doing. In fact we believe that a physical separation of
the executive offices, the Bureau of Education and the Chief Rabbinate into three
different locations would serve to build their corporate identity. In the age of the modem
and the fax machine, physical separation should present little, if any problem.

Thirdly, the use of existing United Synagogue premises would be ideal in terms of the
image of the Chief Rabbinate and the Bureau of Education, at least. It is particularly
important for the Chief Rabbi’s office to be in close proximity to a synagogue/bet
midrash. This option should be fully explored before alternative commercial
propositions are considered.

Finally, whilst one recognises the dilemma which motivates towards a central location,
this can only be a determining factor if it is also financially viable. We understand that
options are available that would satisfy these criteria, and these should be fully
explored. But if it is necessary, in the end, to take all or part of the operation to the
North-West suburbs, it should also be pointed out that the need for members to actually
visit head office, given its new and more limited role, would be minimal. Council
meetings could be held regularly in different communities rather than within the head
office building in recognition of the difficulties imposed on the South and on Redbridge
of a North-West London location.
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A NEW ROLE FOR THE CENTRE : PRINCIPAL RECOMMENDATIONS

|| The United Synagogue Council should be reconstituted as a representative body for a

group of equal communities, with two representatives from each participating
community.

|[Bl}| A Council of Elders should be set up comprising the elders, past presidents and life

members of the United Synagogue.

XA A new, elected, position of chairman of the Council of the United Synagogue should be

established, although not necessarily immediately instituted.

38| The central executive structure of the United Synagogue should be reconstituted on the

basis of an elected president and vice-president with powers to appoint their own
executive team. -

|E3El| The central organisation of the United Synagogue should streamline its executive and

committee structure.

IIRBl| There should be a re-examination of women members’ access to United Synagogue
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management positions.

A permanent advisory policy review board/think-tank should be established as part of
the central organisational structure.

A community development committee of the executive of the United Synagogue should
be established.

|INB| Independent trustees should be appointed forthwith for the pension fund. In addition,

the debt to the pension fund should be given the highest priority for repayment and the
United Synagogue should, in future, forgo its technical rights to borrow from the fund.

|INB)| The central organisation of the United Synagogue should be relocated, eventually, to

premises appropriate to its revised size and role, physically separating, if
necessary, the Chief Rabbinate, the new Bureau of Jewish Education and the
administrative centre.
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JEWISH EDUCATION

A NEW DEAL

JEWISH EDUCATION HOLDS THE KEY TO THE CONTINUITY OF OUR COMMUNITY. WE RECOMMEND
A FUNDAMENTAL CHANGE IN THE RESPECTIVE ROLES AND RESPONSIBILITIES OF THE CENTRE, THE
LOCAL COMMUNITY AND EDUCATIONAL INSTITUTIONS. WE BELIEVE THAT INCREASED
RESPONSIBILITY FOR EDUCATION MUST DEVOLVE TO THE PRIMARY USERS OF THE SYSTEM - THE
PARENTS, SCHOOLS AND COMMUNITIES OF THE UNITED SYNAGOGUE. THE ROLE OF THE CENTRE
SHOULD BE LIMITED TO SUPPORTING TRAINING, INNOVATION, CURRICULUM, QUALITY CONTROL
AND THE SEARCH FOR EXCELLENCE.

THE IMPORTANCE OF JEWISH EDUCATION

Jewish education is the key to Jewish continuity. If this was true during the many
centuries in which Jews had limited involvement in their wider societies, it is all the
more true now that they are an integral part of an open, secular culture. Without
instruction there can be no transmission of Judaism across the generations. Without
learning there can be no vitality and depth to Jewish life.

We believe that in the coming years it will become increasingly clear that education is
essential to Diaspora survival, as Jewish identity becomes less a matter of habit than of
conscious choice. Not only will there be a continued demand for places at Jewish day
schools, there will also be a growing realisation that informal education, family
education and adult education all have their part to play in reinforcing the work done by
schools and chadarim.

In recent years the United Synagogue has made a massive commitment to Jewish
education. We applaud that fact, although, as we make clear in this chapter, we believe
that the financial burden must now be allocated differently if the commitment is to be
sustained into the future. Not only do we believe education to be central to the mission
of the United Synagogue, we believe it to be integral to our wider concept of the
synagogue as community. The question to which we have sought an answer, however,
is how best to ensure that Jewish education flourishes in a community of limited
resources.

CURRENT PROBLEMS

In the turmoil that has marked the United Synagogue Council over the past 18 months,
it has been the Board of Education that has been the focus of much of the debate. As the
financial crisis deepened this year, it was education that bore the brunt of emergency
cutbacks. Despite a public outcry, and contrary to the stated priorities of both Council
and honorary officers, when cuts had to be made, they were directed at the education
portfolio.

In one respect we were as concerned as the public at large to see education suffering a
setback. It should be apparent from the tenor of this report that we cannot project any
kind of future for the United Synagogue that is not based on continually enhanced
educational provision. But equally we understand how it happened that a lay leadership
dedicated to Jewish education felt it necessary to deal such a blow.

The income of the United Synagogue is effectively a tax upon its membership. That
membership base is dwindling. Meanwhile, in an effort to respond to positive demands
for increased Jewishness, the expenditure of the United Synagogue has been rising
consistently - with more schools and other educational projects, and expansion of other
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central services. Between 1982 and 1990, the education budget rose from 14% to 22.5%
of the United Synagogue’s total expenditure, whilst, in absolute terms, net central
expenditure on education rose from just over £300,000 to almost £1,400,000.
Moreover, whilst in 1982 income, in the form of parental contributions and
sponsorship, represented more th