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The Vision and Understanding of Goals 
 
The Boulder Shambhala Center (BSC) is home to a community diverse in ages and 
practice levels, with over 590 registered members1  and a significant volume of 
uncounted current and potential meditators who walk into our doors every day.  
 
In our attempts to accommodate our evolving community and create a welcoming place 
for meditation practitioners at all levels, there exist opportunities to inspire and engage 
our current members: Nurturing the ideal of a Practice of Community, we can enhance 
communication and connection amongst each other. Leveraging internal skills and 
resources, we can distribute responsibilities beyond more than a small percentage of 
dedicated members. 
 
The focus of the Membership and Community Task Group has been to build consensus 
around what “Community” actually means to us and how we as an organization can 
work together to actively create a culture of basic goodness that we can all support and 
confidently welcome others into.  
 
We reflect on the words of Sakyong Mipham expressed on Community Day in January 
2015 when he stated ‘Community is the heart of what Shambhala Vision is about.‘   
Further, he said ‘Building community is about the hardest thing we can do, so we’ve 
chosen quite a task.’  
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Summary of Membership & Community Goals (3-7 years) 
 
Community Care 
Community care involves caring for ourselves, and caring for those in the community in 
need of some level of support.  
 
We would like to address community care and support for aging members, families and 
those in crisis through the revitalization of the deleg or neighborhood system. We 
acknowledge that the parameters that informed the original system may not be effective 
in this modern time.  We observe a strong sense of pride in the Dorje Kasung, and we 
would aspire to develop pride in neighborhood groups and pride in membership in the 
larger  Boulder Shambhala Center.  
 
We looked at the community organization  from the current structure of  large group 
dynamics and from  the structure of smaller subgroups with small group dynamics, and 
saw many  benefits to the center, and to membership.  Within the next 3 years, we 
envision a planning effort dedicated to developing and implementing a remodeled 
‘deleg’ system. By year 7, the new ‘deleg’ system would be fully functioning and  scaled 
accordingly. 
 
Practice of Community 
Our group had discussions of whether communication needed to improve 
technologically, or on a human contact level.  We read an article written by a Naropa 
graduate who is part of a ‘virtual sangha,’ completely online.  We came down in the 
middle- communication needs to improve on a face to face level, and information needs 
to be accessible thru technology. 
 
Easy access to information is at the heart of success for all aspects of Practice of 
Community. Within 3 years, we envision the establishment of a centralized information 
hub where members and new students can find events, discussions, study groups and 
other offerings (including those not specifically tied to Shambhala curriculums). One 
result of this facilitated communication would be greater opportunities to connect with 
others in the community, regardless of practice level.  
 
Regarding face-to-face communication, there was a poignant comment from a task 
force member who said  (paraphrasing) ‘some sangha members I’ve been seeing  for 
years and I know absolutely nothing about them- their job, where they live, their family 
situation, whether they have kids, their health...’  There was a sense that we practice 
deeply, but we don’t get to know the people we practice with deeply. 
 
One task force member said they were interested in community where people feel 
connected, and attracted to that connection. Where they learn to work thru  conflicts, 
where they come to agreements, make decisions, where there is the opportunity to 
deeply connect, feel safety, intimacy, develop trust and respect, and one that  includes 
children and families. 
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In the introduction to Trungpa Rinpoche's book 'The Sanity We Are Born With,'  Daniel 
Goleman (Emotional Intelligence)  speaks of how in 1975 he was  invited out to  dinner 
by Trungpa Rinpoche "to tell me about his plans for a new educational institution he was 
founding, Naropa institute.  At one point in the conversation he leaned across the table 
towards me with a conspiratorial air, looked me straight in the eye, and said 
emphatically, 'Buddhism will come to the West as a psychology.' “ 
 
To develop community, we may want to look for inspiration towards some of our 
colleagues who have studied psychology at Naropa and challenge them to find where 
their insights may be applicable to our Shambhala community.  
   
As connections develop and grow, within 7 years we envision the improvement of 
several community aspects, including event attendance, volunteering at and outside 
BSC and reduced attrition (specifically post-Level I/WoS).     Financial? 
 
Volunteer Participation  
We believe a Volunteer Coordinator, working thru the deleg system  would play a key 
role in organizing and engaging members and eligible students to volunteer. Within 3 
years, we envision this role (potentially held by 1-2 people at a time) would lead an 
ongoing initiative to determine internal skills/resources, distribute volunteer 
responsibilities among the community and potentially identify volunteer opportunities. 
Within 7 years, BSC’s volunteer program would be strong, offering reliable help in and 
outside the Center. 
 
Recommendations 
 
Community Care 
 
Many of our task group members, particularly experienced practitioners and those in 
their 60’s and beyond shared that in the past, committees like this task group were not 
needed. The reason being that people simply knew thru word of mouth what was going 
on in the community, who needed help and who had which skills/resources. In essence, 
neighborhoods were more connected. Chögyam Trungpa Rinpoche was paraphrased 
as saying, “Teaching should be more like life, less like school,” implying that community 
care and support are integral components of Practice of Community. 
 
As our community expands in number and age throughout Boulder County, we would 
like to see a revival in the deleg system. Components of this revised system would 
include establishing clearly defined roles within the deleg and leadership (dekyongs) to 
distribute responsibilities. 
 
We discussed the potential role of an Acharya in Residence who would work closely 
with the director to connect with and help build community. This Acharya could oversee 
the overall deleg network and serve as a representative of the Sakyong, communicating   
from the Court to the community and back to the Court. 
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Another integral part of community care regards accommodating the needs of young 
and growing families.  This would be facilitated with family groups 
 
 
Next Steps (3 year plan):  
• Plan a committee to develop and remodel the deleg system. This would be made up 

of a few likely dekyongs. 
• The committee would be diverse in age and practice levels/experience. 

?gender/culture 
• We estimate that as a starting point, 20 delegs of 30 members each could potentially 

cover our approximately 600 members, helping to develop community and improve 
communication through small groups. 

• The 3 year project would include planning, deleg re-activation and results 
assessment to see if  and how this new system works.   

• Survey/assemble families and parents of young children to learn what their needs 
are and what they would like to see offered at BSC. Within 3 years, we would have a 
committee dedicated to understanding the needs of families in our community and 
actively organizing ways to meet those needs. 

 
Practice of Community 
 
Here is a summary of the sentiments and phrases that arose in our task group when we 
asked ourselves, “What does ‘Community’ mean to us?”  
 

Creating and offering a safe container for practice where we acknowledge and 
celebrate basic goodness. A collective willingness to extend out and connect 
with each other and the world by engaging, listening, being authentic and 
fostering trust in ourselves and one another. In this way, we are reminded that 
we are alone, yet together. This is our path. 

 
Conversations on Practice and Community revealed that at a high level, the following 
two factors will need to be addressed in order to manifest a strong community within 
and beyond 3 years:  
 
I. Inspiring Assembly 
 
We acknowledge and celebrate the observation that Shambhala is a social and 
welcoming community. At every social gathering, we offer tea, refreshments and a time 
to connect with others. This practice is an asset and helps build relationships. We would 
all like to see this continue.  
 
While community connections are made at large-group gatherings, we feel that smaller 
group gatherings (10-100 people) would also be beneficial to deepen our relationships 
with individuals among our sangha. We’ve seen book clubs, film society and other 
structured interactions created over the years. Some are still going on after several 
years, while others don’t last due to waning interest. We would like to explore the 
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challenge of inspiring participation in smaller-group settings when people don’t exhibit 
the initiative to return to regular planned events.  We would like to see  individual delegs 
take ownership of  creative initiatives.  
 
Here are our 3-year recommendations: 
 
• Activity Group Prototyping: Our group voiced that over the years, we have tried to 

establish many recurring groups and activities among the community. Many have 
worked, while others simply fizzled out for lack of attendance, interest and 
leadership.  
 
We recommend enacting an Activity Group Prototyping system for each new 
group/assembly that is created. Through this system, each new group/event would 
commit to holding between 2-4 sessions to start. After this period, the leaders (and 
participants) would gather feedback with the goal of figuring out if the program 
should continue and how. 

 
• Small Group Assemblies: Organizing small group events such as Shambhala Cafe, 

salons, and dinners/potlucks will help establish community and create opportunities 
for members to connect as people. 
 
We would encourage members or delegs to initiate these gatherings, and implement 
the aforementioned Activity Group Prototyping approach. 

 
• Cross-Practice Level Study Groups: Create study groups with the intention of 

appealing to members from a range of practice levels. This would allow meditators 
to study, explore and connect with the wisdom of our sangha without feeling the 
need to commit to WoS classes. 

 
• Dharma Gathering (versus Open Class): In an effort to revive the Monday night 

gatherings, create community and foster repeat attendance, we would like to explore 
reconfiguring the Open Class structure.  
 
Taking an example from other Shambhala Centers, Open Class would be marketed 
as more of a “Dharma Gathering” with practice and community being at the heart of 
the event.  
 
At the start, there would be an offering of meditation instruction, or a 30-minute 
sitting period for those who wish to remain in the room to practice. After 30 minutes 
or so, everyone would reconvene in the room for a teaching, dyads and discussion. 
The evening would conclude with tea, allowing attendees to connect with each other 
having a stronger sense of shared experience from which to connect. 

 
• Mobilize Shambhala Guides: We recommend that at least one or more Shambhala 

Guides be present at all events open to new meditators, such as the Open 
Class/“Dharma Gathering” and Young Sangha. The Guides would be introduced by 
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the event coordinator and actively connect and relate to attendees, answering 
questions and providing guidance and initial individual meditation instruction for new 
meditators and potential students. 

 
• Engaging Young Meditators: 8% of BSC membership consists of people born in the 

1980’s and 90’s2. We believe that connecting with young sangha is an integral part 
of building community and tapping into the wisdom of youth. As we contemplated the 
significance of activating young practitioners, we realized that the best way to learn 
how to activate this group is to directly appeal to them. We envision a series of 
discussion sessions where young practitioners can share their points of views and 
ideas around a variety of topics, such as what they would like to see offered at BSC. 
 

II. Information Marketing 
 
Members in our community who have been active for approximately less than 5 years 
have voiced frustration with the seemingly fragmented communication of offerings and 
information. As our community offerings are established, optimized and scaled, there 
exist opportunities for us to better communicate them to existing and prospective 
members.  
 
Our goal is to make it easy for meditators to participate and engage in Shambhala 
community without feeling limited by their practice-level, or a sense of needing to 
commit to classes in order to practice and share their voice. Further, by integrating 
meditators of all practice levels, we feel we would strengthen our sense of community. 
 
Here are our 3-year recommendations: 
 
• Engage in mindful and guerilla marketing to promote our offerings and small-group 

and practice opportunities. 
 
• Establish a centralized information/communication hub that can be housed online for 

easy access to information at any time. This hub would also serve as the go-to place 
to refer inquiring and curious individuals who are new to meditation and curious 
about Shambhala. 

 
• Resurrect the monthly “Mirror”: This publication seemed to be a reliable resource 

that members looked forward to reading. We may decide if we want to offer as a 
mailed letter or online-only by asking new members to select delivery options when 
they register, and by taking a survey of existing members. 

 
• Leverage our asset of experienced local teachers by making it a point to feature 

them in event descriptions/marketing as soon as that event is posted. When people 
are searching for events to attend, the teacher/leader is often as important as the 
date and time. We can link to a web page dedicated to each teacher that includes 
their bio, a quote, and possibly a short video. 
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• In all communications, there exists an opportunity for Shambhala’s mission/purpose 
to be more pronounced (i.e. our “elevator statement”) so that we are all aligned on 
the vision and able to communicate it succinctly to others. 

 
• Have an ongoing conversation regarding community and membership. What kind of 

community do we envision?  What are the rewards? of membership, and   are there  
expectations? Do members want to get to know each other better, and do we need 
to engage resources to help us with this process, such as members trained in large 
and small group work?  What do we emphasize to attract others to join our 
community? 
 

 
Volunteer Participation  
 
Our task group has observed that when it comes to volunteering, an attitude of, 
“Someone else will do it,” pervades among our community. As a result, the same small 
percentage of people are called upon to volunteer. This leads to “volunteer fatigue” 
among those who offer themselves. Yet at nearly 600 members strong, with presumably 
many more eligible non-members, there exists an opportunity to inspire a culture of 
service. In this way, we would distribute responsibilities among our community and 
celebrate those who offer to serve. 
 
Next Steps (3 year plan): 
 
• Enlist a Volunteer Coordinator (which could be 1-2 people at a time) to organize and 

manage all aspects of volunteering, including promoting the volunteer needs and 
directly appealing to individuals to serve periodically. 
 

• Establish a system of rotating leadership for any given program, so that people are 
held accountable, yet have a support built-in in the event that they are not able to 
meet their responsibilities for an instance or period of time. 
 

• Offer incentives to volunteer, such as class credits. This may also be viewed as a 
Work Study program in some capacity, offering an alternative option supporting the 
generosity policy. (For bookkeeping purposes, volunteers would be asked to log 
their time at the start and end of the period.) 
 

• Express gratitude and acknowledgement of dedicated volunteers. One method of 
doing this might include holding a Volunteer Appreciation Dinner exclusive to 
volunteers who have served for a designated event, time period or number of hours. 

 
 
 
 
1 Reference: Strategic Discovery Process, Data Collection, June 11, 2015 
2 Reference: Strategic Discovery Process, Data Collection, June 11, 2015 


