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Mareh 28, 1973

. Taddy Xoll | | o
- The !ﬁunicipala.g L TR o
‘ Jerusalem :g e, L A ' '2"1?7'*\
Dear Teddy: 34
The besic P are as follows:
1) The to szons, of vhom 4082

: e L=
8l Tane amberenipn o8 . o A a OrL 3
=4 o e A - - et nd B S e
eonme Zrom the Katsmonim, 213 are from Geuls, lea Sheeri:
- Rp—— ¥ \ m— PN 2 24 varad | Y s .
58 T 1C : b © rrom A1l o 4 3 )

considered und
- being served m*
persons, or aw hal .

2) The total budget For the }

" at spproximat %
budget of 14,020,000,
. %) & lerge;loss. 1n3p§vemeaé ' taken J,-ace £ince the JWE in

5 thmtore.,' which is
‘ :‘g lin' is over 1800

1 m:' 49’7}-74 is o.jmcud
ed to last yearer
'repreaente a bit more than 20%.

the United Btatu hee, ite Tt _
4) This can be m“e ug nﬁ the three local sources, the
. Munici ¥, and the Covernment Society

for C tnra "and Soorts Geﬁters (vhiech is reslly the Ministry

of BEducation). These three sources lsst year provided & -
total of spproximetely 1420,000,. Igande;- for thinga to balence
out this year, these sources would to provide .000.‘ .

5). The Bet xamr ‘meneges to provide about the larg ant income of
eny center in the. %' 8 own sourceg, Abmu: iL va nillien |
comes from duu anogher 150,000 from reml of space,

feen charged from Chugim and o cr sources, 1 suppoce tlhu
could be eased somewhat, but in view of the income level
g: the memberchip, it is not muﬂ:io to assume ang very lai‘ga
ACTeases,

...o-o/



Mr. Teddy Eollek
Page 2 -
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that asking the Munici
a:oasdm. eapacially

)

for 125 I.gg
since it is so

7) Of the three suppor

a'we felt that if the
Funicipality wo -

meeting the request

we made, then it would be obtain similar grants
from the other two, whose @r responsibility igra-s
bit more rwne, “ aead

If the mmi ity is not. imlined to\try to do more,
then what caae‘. y have with the other two?
ks a matter of «'tabt '
that it will not give, any inera ase whataoever beyond tha
&1500000:15151: yeer., --», b

If we can't move our sources or ineoae closer to the goal of
what is needed, then it will not be a question of trying to meke
emall cuts, but there will be a real crisis, because the gop will
simply be too large to cloae by anything other than m,jor surgery.

g Since'::ei-ly Vm;
Herbert A. Priedman

cct: Me, Phil Horm
. .m'.'.l J&th?xarpaao |

dee and e nade
&t the Bet Hanoer,
dncresse, nan&ly '

-rq.lit:

is takin& the posltidnr 4
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‘ 'm— Teddy Kollel

=3 o o - Mareh 28, 1973

The Municipali B
.‘!’erusalqm _ % : L
Bear*”Tr_eq.dy’.;i * “l o AR g
The basic ertine “gre as follows:
1) The totel eus 47 personsy. of whom 1082
‘come from the om Geu: , - Sheerim and
Makor Baruchy v : ""-:5" t Men chells
Ir Ganim; and, vpﬁ.g of
naighborhaodsf ﬂ‘hi are to be
considered und eratm which is
being served fror at secte _ﬂl&tioﬁ, is over 1800
persons, or about half of the 81 enheralmv-- :
2) The total budge :

o

b

; increasa&. -

- -at_approximat ly 11,2

Pie , 497374, is projected
'%red 1{3 last yeér]’n 2

representa,\a‘,ébit'*mre than 20%
A 1arse lose in rievenuas'; taken,_gluee ‘since the JWB in
the United Stam hna reduced its aupport. .

' ¢

Ehu can 'be made mn tha three Iooal sourcas, the

Hﬁni ipality,. the Je\riah ey anﬁ the Govermment Society '
turel and Sports’ eq.nters (which . is really the Ministry

of Education). These three sources last year grovided a

total of spproximstely I420, 000, In order for things to balance

budget of L1y 000.

7, out this yeaxr,. t‘hese sources would have to provide ILBOO,DDO
5) ane
" any center in the®

The Bet Hanoar o provide abou!: the Iargest tmm of ,
: ym its own sources. . About L V4 million

comes from dues and aﬁo’l:her 150,000 from rentgl of space,

fees charged from Chugim and other sources. 1 suppose these

could be increased sqmewhat% but in 'ri.gw of the income level

of the membership, it is no realist:.e to zssume an;r very large

L]
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Mr. Teddy K ollek

Page 2 ;
€) Cur comwersation with Mr, 5 veryibice and he made
itery remsrk i ration 8t the Bet Hanoar,
seid he coul 43 0% dncresse, nml;
?@1 = ‘Ewax'_ that the "
for the Pome ear would
iy DUU .“- aa 1or = o 2 Iml. 11.‘15@,000.
2 centers ¢ cgeLt 25 3"___“‘ - lf of our
. T Je, therefore A, the !hmiﬂpahtr
or ) for, Bet Hanosr 5 assn.ve eﬂpecla Y
BRI gt et o 95! ’
7) Of the three ‘Supporting is 'tuﬁena‘n felt that if the
' Municipality ~mepting the request
we made, then eaeie obtain similar grants
3 from the other rezpqnszbility is &
bit more rndte Wy 3

‘ T

If the Hum. lity is not inclined o try to do more,

then what cese we possibly havn with the other two? y o
is 2 matter of faet tw, pwish is taking the position
thet it will net give any immdﬁ soeﬂur ]:eyom‘. the
‘11.‘150.600 of 1381; ;rear..-. . .

 If we ean't move mm aouréha of :iTneo!a clq er to the gozal of
what is needed, then it will not be a guestion of trying to make
emall cuts, but there will be a real erisis, because the gop will
,aulply be too 1arge to clase by mﬁ!ﬁng othur than ma;jor SUrgery, .

c‘ct Mz,
Br.

T

X ‘,s_i;fm‘nlx;.ms-. >

S xa:cbert A, Frieamsn |

‘Phil Horm | '-
Jeck Karpas. s
L “1‘ ,:‘7'_3;; - o % ]
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ar CABLE ADDRESS: ISFUND JERUSALEM

PR IR nTmIRRD nraann
UNITED ISRAEL APPEAL, INC.

New York Office: Office of the Israel Representative:

G168 PARK AVENUE JEWISH AGENCY BUILDING
NEW YORK, N. Y. 10022 P.O.B. 7171, JERUSALEM
TEL.! PLAZA © - 7400 TEL.: 39133 3026

(AREA TODE 212>

Jerusalem, March 8, 1973.

Mr. Phil Horn
YMHA

Rehov Harav Herzog 105
JERUSALEM

Dear Mr. Horn:

The Chairman of the Jewish Agency discussed with me the contents of your
letter to him dated January 29, 1973.

Mr. Pincus asks me to inform you that in view of the overwhelming obligations
of the Jewish Agency in the forthcoming year, it is impossible to increase the
allocation of IL.150,000 to the YMHA in Jerusalem. Mr. Pincus appreciates

the important work of the organization but in the 1ight of the commitments and
responsibility of the dewish Agency to many other worthwhile organizations
inside Israel, it is not feasible to consider an increase at this time. The
YMHA can expect for the fiscal year 1973/74 an allocation of IL.150,000 from the
Jewish Agency.

In the Tight of the above, it is difficult to understand the contents of the
letter sent to Mr. Pincus by Mr. Herutz (Advocate), dated March 8, 1973, and
IfwogId appreciate clarification from you or any other appropriate representative
of the YMHA.

Your -cooperation is deeply appreciated.

Sincerely, . (’“
o = r

Zdlig S. Chipitz ,7
_ARgsident Representative |

| B

ZSC:er
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Bet Hanoar Haivri
Y - . RehovTHarav Herzog 105
2 ' Jerusalem

FINAL REPORT

Submitted by: Philip Hom
Executive Director

1st November, 1974

Introduction: At its October meeting, The Fxecutive Committee requested

that I submit a final report, summerizing my three years of service. I readily
atcedded to the request as it reflected the spirit of my letter of resignation
in which I expressed the wish to conclude my service by contributing to the
future development of an institution that, through the intensity of our
relationsha.p, has become a part of my being.

I shall attempt to be both concise and comprehensive and sincerely hope that

the reader will have the patience to contimue to the end. Various recommendations
will be included in the hope that they will at least be considered if not

adopted. And finally, I lock upon this report as a bequest, a bequest given

out of love and experience and one which I hopa will he received in the

spirit in vhich it is given,

1. Policy Makings:

In the Winter of 1971, the board of directors formed a Long Range Planning
Committee. Although all the committees recommendations were not adopted a
ferment was created which lead to certain crucial end far reaching decisions.

The Board succeeded in defining whom it desired fo serve and hope it wanted to
be of service, The previous goal of integration was reaffirmed but priority
was given to the residents ¢f the areas edjacent to the Y. During the past
three years, mejor outreach work has taken place in the Katamonim and the past
year a beginning was made in Givat Mordecai.

Concommittant with the above, decisions were taken which increased the

age groups to be served from children to adults; to an almost total service
agency, from toddlers to senior citizens. In implimenting these decisions, the
Y received substential aid from Municipal and Govermenatal departments.

Services were also increased to special groups, be they the economically
deprived which entailed a new policy of rate reductions based on income and
family size. Service to new immigrants was intensified. Similarly, services
were increased to the physically handicapped.

New departments .and-positions were added, largely financed by governmental and
municipal departments, including the ¢ ommunity o'rganization Department, the
nursery school, a senior citizens staff, redefining the position of membership
secretary, purposeful use of field work students and others.

11 Finances:

During the past two years there was a budget surplus which helped reduce the
deficit of the previous years. This is particularly significant in view of
the loss of the annual allocation from abroad.

This loss was compensated for by increased allocations from the National
Corporation for Community Centers, the Municipality and the Jewish Agency. Fees
were adjusted to partially compensate for increased costs and, as noted above,
additional govermental and municipel grants were received to impliment

specific programs. However, this would not have been sufficient hadn't certain
internal economies been inaugurated, adoption of an aggressive rental policy,
and the executive director engaging in fund-raising.
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This year, the Y is experiencing difficulty in receiving an allocation from
the Jewish Agency which threatens to cause a major deficit. The difficulty
has many roots some beyond the control of the Y. However, this problem demands
urgent attention:

Recommendation 1 Efforts should be made to enlist the aid of those members of

the Board who are high officials of the Jewish Agency in obtaining the
allocation. Concommitently, the chairman of the Executive Committee should
convene an urgent meeting with the Executive Director of the National Corporation
of Community Centers and the Chairman of the Jerusalem Community Centers
Association in order to impress upon them that this is a joint problem which
requires a common colution.

I11 Administration

In the spring of 1972, the Executive Pirector proposed the formation of a
Committee on Ffficiency and Economy. This committees's proposals were

adopted by the Board. They included the establishment of a grading system for
employees rather than separate contracts individually negotiated as bad been
the practice. It also abolished certain positions ¥hile creating certain

new ones.

A board-staff committee, during that same period, resolved the problem of
pension plan. New systems were established for receiving monies in which the
number of cashierswns reduced and those receiving funds responsible for what
they receive. Registration procedures were simplified, new receipts were

issued, and monthly financial statements were submitted to the executive director
and the Chairman of the Executive Comrittee. A time clock was successfully
installed to record coming and going of workers, s < ] . il 6

A major problem arose last year when the administrator refused toconfirm to

the directives of the executive direcisr and the personnel committee. Regretably,
the Board refused to impose sanctions raising the question of whether the
established policies are indeed being implimented. This should be an area of
concern to be pursued immediately.

IV _Relations with Govermental and Municipal Agencies

As previously noted, the past three years has witnessed a substantial strengthaning
of these relationships. This was officially confirmed in November 1973 when

the Y concluded an agreement which made it - member of the Jeruselem Center Assoc. *
Yet, the degree of support received by the ¥ is at great variance to that

received by the other centers in Jerusalem:

The Y receive: an ellocation equivalent to 29% of its
budget; other centers receive between 54% — T07.

The Y has not received any building funds; other centers
are adding wings through funds derived from governmental
sources,

Despite the fact that the Y is operating with furnishings
7 years old other centers inoperation: less than three
years have received allocations for new furniture.

.
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This placed a major fund raising burden on the executive director;a function
unique to center directors in Israel.

Recommendation 2. That the Board of Directors set itself a goal of impressing
upon both the JerusalemA'isociationand the National Corporation of Community
Centers the necessity of regarding the needs of the Y as they do other community
centers. i

V__Staff

During the next two months, both the executive and assistant director will be
leaving. The administrator has privately ggressed his intension to depart.

e
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The childrens worker has applied for the position of assistent director of the
commurnity center in Afula. l‘he teen worker is new and is still on trial. The
remaining members of the educational staff including the community organization
department, the adult worker, and the physical education worker are remeining.

Among other things, thisperiad of transition provides the opportunity to
make changes designed to strengthen those areas reguiring strengthaning while
eliminating those arcas thet are redundent.

Eecommendation 3. The position of administrator be abolished with his functions
divided as follows: 1) the book-keeper (employed on a contractual basis) should
assume the personel and financial roles (currently there is some duplication),

2) as maintenante and program er¢ inter-releted the
assistent director supervise the head maintenance man (av bayit),

3) a senior secretary be reteined who would supervise

the clerical staff.

Recommendation 4.. An additional full time woxker should be added to the
physical education depertment =s its breadth and depth more than justify it.

Recommendation 3+ Responsibility for the day cemp should be part of the
children's director respcnsibility with his ani&tant in charge of the

summer after-school program. There is no justi _’_eazbaon for special grants to
be given to the children and physical adnm“tim .' epartment heads for their work
in the day camp.

Recommendation 6» The current secretary should be retained as typist.

Recommendation T»I The position of morning cashier be abolished with the
receptionist assullling that role. The afternoon cashier should make the
daily deposits.

VI Membership

There has been an increase of 60% in mahbegmip over the last 2% years reaching
its peak this month, over 4300 members. The bulk of the increase has come

from the target arce, Katamon with lesser inereases from the adjecent areas.
Interestingly, membership from the outlying aress, cven those with new community
centers, has remained stable and, if amything, increased slightly.

VIT Building

Several relatively minor though important, hmldlng projects were completed
during the past three years and several mejor ones are in the plenning stages.

1. The dirt wall over looking the outdoor pleying fields was in danger of
collapse. With the aid of the J.W.B., & reteining wall was constructed.

2. Locker Room modications: alterations in the smell gymnasium and chenging
the plummirg in the shower rooms was accomplished with the aid of the J.W.B.

3. A new photography laboratory was constructed through the generosity of
the Kavlin family of Uruguay due to the intervention of board member “atriel Tchorz.

4, A newv ceramics laboratory was installed through the generosity of Louis Luckshin
of Toronto, Canada due to the intervention of former Art Dept. director, Hedva Shemesh.

5. The Shmuel Malkev Youth and Senior Adult Lounge is nearing completmn and

is already being used by the senior citizens. This project was made possible through
the generosity of the Malkov Pamily and the Israel Corporation of Community

Cernters.

6. A nursery school classroom was fummhed by the Mumcxpality.

L4

There are other, more ela.bora.'be pro,)ect.s tha.‘t. n.re in various stn.ges of
planning. FPlenning hes been completed for n new winy: and fumls have been
sccured from the J.W.B. and an anonymous doner. A tender vas 1ssued

a contracter choscn hut x:s..;retfully, the hnldln freeze has delayed

the construction.
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The Municipality commit#ed itself to construct e nursery school building that
will be open in the summer of 1975.

Recommendation 8 rgn Tl'“ of the value of the, nursery school _service, every _
effort shoul’-be-made to see Hmt the Municipslity sbides by its comittment.

Plans are boin:’ rirafted and fun’s rre bheing secured for the construetiom of
an auditorium, a vitally neede’ facility.

VT ‘mingenco

Properly maintaining a community center is problematic under any circumstances.
It is infinitely more complex when the funds necessary for such maintenance

are lacking, leading to neplect and haphazard repairs. Such was the case from
1969 - 1971 resulting in major breskdowns in the Y's infrastructure and putting
a severe strain on the maintenace staff. The original maintenance contractor
resigned in 1973 and a mojor factor in selecting his replacement was cost.

Cost should be a secondary factor in maintaining & building as valuable as the
Jerusalem Y. The situation has improved somewhat in recent months through the
employment of a capable 'av bayit'. A better long range solution is being
implimented by the municipality which,by virtue of its being in close contact
with all of the community centers, has been able to obtain better rates from
reputeble contractors for the centers. The Y is currently negotiating with
the contractor recommended by the mieiﬁliwt

IX Program

In the program year 1971 - 72, there were childrens, teen-age, physical
education, and fine erts divisions in addition to the adult ulpan and library.
In 1972 - 73, the arts program was integrated into the various divisions and
an adult, community organization, and senior citizens divisions vere added.
Early chzldhood programming was bepun in 1973 end a nursery school inaugurated
in 1974, Services to new immigrants mtensiﬁed through the addition of a
half time worker in 1974.

These additions have added problems to the Y. In the nursery school, the
municipality has not held to its committment to fimence construction of a
childrens bathroom and outdoor playground léading the Mimistry of Education to
threaten torclose the school as a result. Appesls have been made by the

chairman of the executive committee as well as the parents to Deputy Mayor Gadish,
with whom the agreement was conecluded.

£s part of our extended services to the needy, an imnovative program combining
group work, community orgenizetion and tutoriel methods was designed to help
children with their studies. The program was subsidized its first year by the Y
and the Hebrew University. After a very promising bepinning, long range funds
vere requested and denied by the Ministry of Tducation, a severe blow to the
children and parents involved.

A major problem facing all community centers is the area of youth. Part of the
problem lies in the lack of sufficient definition of goals, target population
and methods leading to a lack of clarity on the part of the youth and a possible
bone of contention between staff and board.

Recommendation 9, A board staff committee should be formed to specifically
define the goals and target populetion of the youth program.

Through joining the efforts of the adult department head, community organizer
new immigrant worker and stulents, the adult program was significently
strengthaned. However, a half-time adult worker is far from sufficient.

The physical education department is active from 6,30 in the morning until 10.30
in the evening. It has five facilities. It is far too much to ask one full
staff member to supervise the entire program adequately. There are various
means in which the responsibilities could be divided but one thing is clear,
unless this department is strengthened, frequent problems will arisec.

The need to bolster the staff of the senior citizens department has been brought
to the executive committee on many an occasion. A worker, 15 hours a week
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cannot supervise a program consisting of a, lounge, 12 chugim, home visits, and
direct casework.

X Student Tra.ining and E_:_rgerimen&tion

One of the recommendations of the | ong Range Planning Committec was that the Y
become a center for student training end program experimentation. In order

to qualify as such a center, an sgency must (1) have qualified professional
staff;(2) be willing to provide adequate facilities for students; (3) be
willing to engape in experimental program.

During the last three years, tens of students have received their professional
training at the Jerusalem Y in such fields ag: (1) center adminisgration,

(2) social group work, (3) community orgenization, (4) social work rescarch,
(5) social psychology, (6) rccreation, (7) physcical education, (8) youth
leadership and others. Students were sent from institutions of higher
education both in Israel and abroad (Hebrew University, Yeshiva University,
Uriversity of Minnessota, Wingate Institute, others) and in some cascs a

full time field supervisor was assigned to the Y py the university. The Y

is the only center to have been chosen by the Schwartz Program for the Training
of Community Center Directors to serve as a field work center each ycar since

the program's imgcep¥icdn in 1971.

Students, in turn, have contributed much to ﬂ;;"x; Doth in a tangible end
untangible wag. Among the tangible nontﬁw of last year werc:

1. leveloping a volunteer pro#m ’iﬁc&u‘ding in=service training

2, Developing and mﬁmntinge. for family activities

3. Organizing democratic eleeﬁogs\,!or the neighborhood council
in Katamon Heh

4. Replacing the childrens wcwﬁar who was mobilised during the
Yom Kippur War and sweﬁﬂ: tﬁon'bhs folloving.

Due to the fact that both the director dd assistant dirac‘bor will be leaving,
this velusble aspect of the Y's program will undoubtable suffer. However,
through the recruitment of gualificd regﬁacemsnts, it can be pepyiit end in
choosing the replecements, thoupht M.ho given both to their academic
achievements and professional standing.

In the area of experimental programming, efforts have been made to record
and share them. Members of the board have received reports and analyses of
such programme, some have been printed in fdult Pducation and have been -
written up in Daver and the Jerusalém Post. Isrscl television has recorded a
number of programs at the Y and fmally, a speciel issue of the professional
progrem journal of the National Jewish ¥elfare Doard, a journsl sent to every
Jewish community center worker in th¢ United States and Canada, was devoted

to programs at the Jeruselem Y.

XI Board of Directors and "xecutive Committec

Prior to my coming, the board of directors ereated from within an executive
committee whose function it was to concenirate on the ongoing operation of
the Y while the board reserved for itself the perogative of meking major
decisions.

In 1971, the chairmen of the board resigned and was not replaced until 1973.

The chairman of the executive committee chaired board meetings during that
period but, correctly, did not look at himself as the chairman of the board.

As a result, the suthority of the executive committee imcreased at the expense
of the larger boaerd and as a result some bitterness was expressed at infrequently
held board meetings.

To rectify this situation, a new chairman of the board was selected in the winter
of 1973 but, repretably little has chenged. Although it was deecided to cell

the board together et least three times a year, in fact, there has nct been

a board meeting since September 1973. As a result, board members who are not

on the cxecutive committee have a feeling of impotence and the Y is the loser
because most of the board members are competent of meking and in a position to
make mejor contributions to the Y,
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Recommendationl, That the Board of Directors meet three times per annum at

previously designated dates.
Recommendation 11.That the first meeting of the year conform to the constitution
of the agency end include the election of officers as
required by the Ministry of Interior.
Recommendation 12.That the respective roles of the board of directors and its
executive committec be specifically defined by = board
cormittee composed of executive committee and non-executive
commi ttee members whose proposals must be retified by the board.

OUne of the conditions for joining the Jeoomsslem Community Centers Association

was the inclusion of threc functionaries, desigmated by the association, on

the executive committee. This was in addition to one functionary who had

previcuc - been designated by the Municipality. The inclusion of four functionaries
on the executive committee, people who participate as a function of their
professional rcles rather than as a result of any particular loyalty to the Y,
dramatically altered the complexion of the executive committee. This is

further confirmed by the fact that they were required to attend meetings, hence
their attendance was above the averape, and, as & result of common backgrounds

and serviny on other such center boards, they tended to form a bloc and .

obtain the chairmanshipsof major cnm’#ﬁgg Then' funct.mn, wluch 1 underat.md

is the primary function of Ministry of ucat

control rather than initiatives and they
Education or Munleipali‘%y to serve as o
addition, to haweing a bouﬂ. of d:.mtmgfqi s ‘ﬁ 'hq; an executive cormittee
issuing directives; a * tmnal Corncration n!‘"'_ m u ity Centers, which pays the
selary of the director ginm supefvision‘% %Mector-and & membership of
over 4,000 expressing its uill, there are qlm,ueﬁ’al executive conmittee
members who sec their suthority as coring £ ex,higher source.

pected by the Ministry of
.@!“i&! center, Hence, in

Interestingly enouph, despite the fact M'Wmtiomries are in contact
with other eenters and exposed to a variety a&pragrm, they have taken little
initiative in this area. There are other board members who have taken more
program initiative. Su:ﬂarl@;, the F&t.i’aaﬂ"“omﬁm of Community Centers
and the Jerusalem Association have taken many positive initiatives, not through
its representatives on the executive committee; h@ihrough its professional
staffs in meetings with cen‘ﬁe‘: ﬂirectom either individually or collectively.

This problem is not unique to the Jerusalem Y and is frequently discussed
among cer ter directors. Basicelly, the problem is not one of individuals
but rather one of systems. The system in operation teday which imposes
board members from the outside ‘'shows o lack of Paith in local boards of
directors to oversce centers and make basic deécisions, in the professional
staff of the Mational Corporation 4o supervise center directors and, finally,
in the center director himself who is subject te additional and ncedless
pressure, which hinders rather than aids effective administration.

4L Parting Word

The Jerusalem Y is a dynamic institution striving to meet the needs of its
membership and community. During the past three years, I believe, certain
problems have been solved, I also know that certain new ones have been created.
flowever, this above all; it should be a source of extreme gratification to

both its board of directors and its stafi to know that they are providing

vital, essential services to sc many Jerusalemites. This, in the final analysis,
is what sustained me through my temure as exccutive director of the Jerusalem
Y.M. and Y.W.H.A.





