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Background and Purpose  

2. The Trustees of Limmud asked us to undertake a review in June 2020. Their goal was to 

seek advice on the optimum structure for Limmud that would be effective and sustainable 

for at least the next ten years. The scope of the review included:  

 

a. The relationship between Limmud in the UK and Limmuds around the world  

b. The governance and management of Limmud events and activities in the UK 

 

3. The scope of the review excluded Limmud’s strategy, i.e. what it should do, with what 

resources, when and where; it was tightly focused solely on the questions of structure 

and governance.  

 

4. Our first step was to undertake in depth conversations with the three Trustees individually 

and with the Chair of the Global Board. Based on these discussions, we developed 

further success criteria for the review, clarifying that our objective was to make 

recommendations for a governance structure that would:  

 

a. Optimally facilitate formal and informal connections between Limmud 

communities around the world, including within this an extremely clear and 

appropriate role for the Limmud in the UK  

b. Enable the best possible volunteer experience and ensure a clear and rewarding 

pathway for volunteers and a pipeline to absorb and develop new volunteers, 

with sharing of learning and best practice  

c. Ensure that Limmud's governance is in line with best practice in the charity sector  

d. Enable the Limmud community in the UK to develop its strategy and programme 

in order that it can fulfil Limmud’s mission in the UK  

 

5. We (Michael and Natalie) met again at a mid-point in the consultation process to do 

some sense-making of what we were hearing. At that point, based on the identification 

of major themes evident in what we were hearing and reading, we also identified 4 

principles that ought to be at the heart of any new governance model we put forward, 

those being:  

 

a. transparency  

b. accountability  

c. fairness  

d. safety (including safeguarding) 
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How this review was undertaken  

 

6. This review was undertaken during July and August 2020, through the following 

methods:  

 

Conversations  

 

7. 6 focus groups comprising the following groups of people:  

 

a. The Global Board  

b. The International Advisory Committee  

c. Former and current Festival Chairs from the last 5 years  

d. Key organisational partners within the UK Jewish community  

e. Chairs of Day Limmuds  

f. Former Trustees from the last 3 years  

g. 26 individual interviews, primarily with volunteer and professional leaders of 

Limmud around the world, plus a small number of long-time supporters  

h. 8 further people were invited to participate in focus groups but declined, of 

whom 5 were in countries other than the UK – 4 were members of the 

International Advisory Committee and 1 was a former Trustee  

 

In total, 56 people spoke to us, of whom 22 were in countries other than the UK. We 

encountered an extremely high level of commitment to engage with this process, with 

only 12% of those approached for a conversation declining to do so. This is a highly 

unusual statistic that in our view reflects the particularly high level of commitment 

people have to Limmud  

 

Survey  

 

8. In addition, we used an online survey to gather the in-depth views of a wider group of 

people:  

 

a. 18 people based outside the UK completed the survey, with a 100% completion 

rate, from Limmud teams including those in Ottawa, Germany, Bogota, Poland, 

Chile, Mallorca and Israel; within North America, they came from Winnipeg, 

Seattle, NY, LA, Montreal and Arizona.  

b. All members of the Limmud Connections Team, which is the body responsible for 

co ordinating Limmud communities and activities around the world  

c. 36 people within the UK completed the survey, with a 100% completion rate. 9. 

The average completion time for the survey was 56 minutes, which is an 

exceptionally high figure; again, we understand this to be reflective of an 

unusually high level of engagement and commitment amongst those we were 

surveying. 
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PART 1: The relationship between Limmud in the UK and the global Limmud community  

 

11. The first objective within the scope of this review was to determine the optimum 

relationship between Limmud in the UK and Limmuds around the world.  

 

12. We heard a huge range of impassioned perspectives on this question. There were 

broadly two options available as outcomes to this question:  

 

a. The first option is that the current structure, whereby there is a single entity, simply 

known as “Limmud”, which incorporates the leadership and infrastructure to connect 

Limmuds around the world and also governs Limmud in the UK, should be 

maintained and developed.  

b. The second option is that Limmud should be a UK-specific entity alongside a parallel 

international entity to connect Limmuds around the world; this was the broad 

approach for a 5-6 year period 2010-2016, although formally Limmud International 

sat then under the umbrella of the Limmud charity in the UK  

 

13. There are two main questions within this issue, which are inevitably entirely entangled 

and inter-related. The first question is what role the Limmud (in the UK) community 

should have in the global Limmud community; the second, intimately-related question is 

what the structure ought to be between Limmud communities around the world.  

 

14. A third question that was not within our semi-structured interview approach at the start, 

but which rapidly emerged, was how Limmud Festival should be managed within these 

structures. We will address this point below.  

 

Limmud in the UK and in the global community - a summary of what we heard  

 

15. This review is happening in the midst of a vast, intense political debate within the UK 

about the country’s relationship to the EU as well as a wider conversation internationally 

about the long-term legacy of colonialism. It was therefore hard to avoid comparison 

with the Brexit debate, which popped up in a number of conversations. It is far from a 

perfect analogy, but the wider questions of the relationship between internationalism 

and nationalism that are at the heart of the Brexit debate arose in many conversations. 

  

16. We strongly sensed the shadow of major international trends and challenges influencing 

people’s interpretations and perspectives on this question. Sensitivity to Britain’s history 

as a colonialist power hangs over the debate, but it appears to push people towards 

opposite conclusions. Everyone we spoke to agreed that the UK should no more 

dominate or control Limmud globally than Britain should today rule its former empire.  

 

17. We heard from people who articulated both of the options shown above as the way 

forward. Strikingly, both positions were underpinned by a deep and honourable sense of 

internationalism. One version of this argues that Limmud in the UK has a duty to share 

its deep expertise and knowledge, as well as its reserves of volunteer capacity, to take a 

leading role in supporting Limmuds around the world. To do otherwise would be an 

embracing of a “Little England” culture. The alternative position, equally internationalist, 

argues that it would be wrong to run Limmud around the world from the UK; rather, 

Limmud in the UK must be one among equals within the international Limmud 

community. We recognise that both are honourably held and magnanimous positions.  
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18. The other commonality to the two arguments we heard was the concern about the 

negative consequences of the current arrangement. In proposing the alternative ways 

forwards, both “sides” in this debate argued that they are the most “hard done by” 

within the current arrangements. In both cases, what matters is not what the facts are, 

but what perceptions people have.  

 

19. One argument starts with the perception that Limmud in the UK has an over-dominant, 

controlling role within the global Limmud community. This position argues that within 

the current organisational structure, countries and communities other than the UK 

within the Limmud community have insufficient influence, opportunity and resource, 

because the global Limmud community is “controlled by” Limmud in the UK. Moreover, 

the office is in the UK, all the lead professionals are there and to date, all Chairs have 

been British.  

 

20. The alternative argument also identifies a victim of the current model, but identifies 

Limmud in the UK as that victim. This perspective is based on the perception that the 

current organisational model, in which there is one organisational structure which 

manages both Limmud’s operations in the UK and also Limmud globally, means that 

Limmud in the UK loses out, because there is insufficient attention on UK. In this 

interpretation, key resources such as professional time and the attention and passion of 

senior volunteers flows to outside the UK.  

 

21. We heard compelling evidence and examples that made it clear how both of these 

interpretations could be held in good faith and with total integrity. The consultation 

process revealed that that both arguments supported the same conclusion, namely that 

the UK should no longer run Limmud as an international organisation.  

 

Our recommendation  

 

22. Our view is that the current model, whereby there is a single entity, simply known as 

“Limmud”, which incorporates the leadership and infrastructure to connect Limmuds 

around the world and also governs Limmud in the UK, has not managed to optimise the 

outcomes for Limmuds around the world, or for the UK. It has not managed to sustain 

the UK’s vitality, nor has it succeeded in developing a truly international leadership that 

allows Limmud leaders around the world to feel empowered within a distributed 

leadership framework. In contrast, separating Limmud in the UK from Limmud’s global 

structure would allow both for an international infrastructure to flourish, should the 

global Limmud family wish this to happen; whilst Limmud in the UK can invest its time, 

energy and resources into finding new and better ways of growing Limmud’s Jewish 

learning, volunteerism, creativity and leadership development.  

 

23. Having considered very carefully both positions, we recommend that a new global 

Limmud organisational entity be established, leaving Limmud in the UK as a separate 

entity with responsibility and authority solely over Limmud’s strategy and operations in 

the UK. Limmud in the UK would be one participating Limmud (albeit a major one) 

within the community of Limmuds working together on a voluntary basis. 

 

  

  



 

 

Michael Wegier and Natalie Grazin  

Limmud Structural Review, October 2020 

 

5 

 

A word about language: Limmud Olami  

 

24. For the purposes of this paper and as a suggestion, we suggest that this new 

international entity might be called Limmud Olami – the Hebrew for “Worldwide 

Limmud”. We believe that it is always a uniting and integrating move for Jews around 

the world to use Hebrew in order to feel part of one bigger family; and we also know 

that it is important to use new language in order to move away from the past and to 

symbolise that the proposed approach here is something entirely new.  

 

25. It is also worth reporting that we found deep confusion about the current language 

being used for aspects of the current global organising approach; both Limmud Connect 

(an event) and Connections (a team) had poor recognition and the terminology was too 

abstract to indicate to someone unfamiliar with the terms what these bodies actually do. 

Different types of stakeholders, both within the Limmud community and external to it, 

such as donors, also reported that these terms are confusing.  

 

A word on making this happen  

 

26. We heard and received a vast amount of thought and ideas regarding the question of 

how Limmud is best organised around the world. This is a huge wealth of intelligence 

and we have sought to analyse that, to understand the options and to synthesise it into 

broad recommendations.  

 

27. Having said that, the Trustees of Limmud in our recommended model have no remit or 

authority to make decisions about this or to implement it. Indeed, everything about the 

new entity will need to be shaped and agreed by Limmud communities around the 

world. We therefore offer the recommendations below as a starting point to support 

conversations which will need to happen in order to create the new entity. Our 

recommendation is that the Trustees of Limmud (in the UK) play a part in those 

conversations, but as partners in a conversation alongside all other Limmud leaders from 

around the world.  

 

28. We are very aware that there remains a clear intention of the Global Board to bring 

together these leaders for exactly this conversation during 2020 as a Limmud Connect 

event, which of course could not happen due to the virus. We support that idea and put 

forward the recommendations below as a proposal for those conversations to consider. 

The move by Limmud in the UK to redraw its boundaries to the UK alone will in any case 

hugely shape the conversation.  

 

Limmud Olami – a proposal 

  

29. This is not the first commissioned external review to consider what structural solution 

would best support Limmuds around the world to flourish, to maintain consistency and 

faithfulness to the Limmud values and to be in relationship to each other such that they 

can flourish in each other’s mutual support.  

 

30. However, we consciously chose not to read these previous pieces of work until we had 

completed all of our own original data collection and analysis and drawn up our broad 

conclusions, in order to ensure fresh and unbiased thinking. At that stage, we read and 

seriously considered the significant pieces of work that had been done in previous years 
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on exactly this topic. In particular, we studied the following:  

 

a. The work undertaken by Oren Kaplan and Jon Boyd during 2015, which consulted 

volunteers worldwide and aimed to describe a new structure and governance model 

for the Limmud International community  

b. The paper written by David Bilchitz paper in 2016, which built on the Kaplan/Boyd 

paper and developed in more detail a model and a new way of working between 

Limmud communities around the world, including specifying what the role of the 

Limmud in the UK community should be within that  

 

31. The key characteristics of the solution that we propose for Limmud Olami are as follows: 

 

a. a separate corporate entity with its own governance and budget responsibility  

b. its purpose, mission and vision and charitable objects should all make clear its tight 

focus on a developmental role; by developmental, we mean a role that is entirely 

supportive (rather than governing) and designed to optimise the development of 

new and existing Limmud events and communities, through the provision of 

knowledge sharing, professional support, volunteer development and possibly time 

limited seed-funding. We position “developmental” explicitly as the opposite of a 

formal structure that governs or funds Limmuds around the world on a top-down 

basis  

c. an informal, network-based culture and ways of working within which Limmud in the 

UK participates as one amongst equals (albeit with extensive and deep experience 

that other Limmuds universally hold in huge regard)  

 

Our recommendation  

 

32. Our recommendation is that Limmud Olami should have an explicit purpose with three 

elements:  

 

a. the development of Limmud events and volunteers through sharing of learning and 

knowledge  

b. the running of trans-national events, either for Limmud volunteers, or – as is 

happening far more in 2020 due to Coronavirus – online events for more than one 

country or community  

c. supporting Limmud events around the world to understand and to embed within 

their operations and culture a locally-appropriate version of the Limmud values  

 

33. For clarity, we would envisage that Limmud Olami cannot operate or raise funds in any 

geography without the explicit agreement of the Limmud entity in that country/region.  

 

34. We head two options in terms of the constituting and “housing” of the Limmud Olami 

infrastructure, namely that it is housed within an existing Limmud corporate entity, of 

which the major three are Limmud North America, Limmud in the UK and the Limmud 

Amuta in Israel.  

 

35. Our recommendation is that even though we envisage Limmud Olami as wholly 

developmental and “bottom-up” in nature, rather than it exercising control over any 

Limmud event, it should nevertheless be established as a company with charitable status 

with a clearly distinct bank account from any other existing Limmud entity or event. 
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Many respondents argued that it doesn’t matter where it’s located in the world, as long 

as the chosen legal base meets two criteria. Firstly, that country must allow non-citizens 

to be Trustees, so that the Board of Limmud Olami can come from all over the world; 

and secondly, it must be somewhere optimal from a financial perspective, i.e. 

somewhere tax efficient. 

  

The funding of Limmud Olami  

 

36. Ultimately Limmud Olami will need to organise its own funding mechanisms and we 

have made some suggestions below based on ideas that were offered to us. In the 

meantime, we believe that it would it would be reasonable for Limmud in the UK to 

make resources available and offer seed funding over 2-3 years, tapering to allow 

Limmud Olami to establish itself. We recommend that this is part of the next steps over 

coming months.  

 

37. It is evident that people have thought deeply about how the global infrastructure of 

Limmud should be funded in the long run. Broadly there are three models available, 

which are not mutually exclusive:  

a. franchise – every country/event pays an annual fee in return for support to grow, the 

right to participate in cross-national volunteer development and possibly other 

“mifgashim” (meetings) of Limmud leaders; and (possibly) for the right to use the 

Limmud name. Many respondents argued that this “deal” should include requiring 

franchisees to commit to work in line with the Limmud values, but there was also 

recognition that this is extremely hard to police or enforce at this stage, with scores 

of Limmuds now established all over the world. There was also scepticism about 

whether any Limmud would choose to start paying a subscription when they have 

not had to do so until now; our view is that this will depend simply on whether what 

Limmud Olami offers is regarded as valuable and useful  

b. subscription - every Limmud event adds onto its fee structure an agreed amount 

(varied to reflect socio-economic differences around the world but in the region of $1 

or $2 per person per day, per event). The positives of this approach would be that it 

is highly appealing to donors and that it is exceptionally transparent.  

c. donor/philanthropic funding – we heard that the evidence of the past few years 

suggests that there are foundations that are keen to fund a well-run global/regional 

Limmud infrastructure which, through supporting the growth of new Limmud 

events, can drive community and capacity building. For clarity, under no 

circumstances would we sanction a situation where Limmud Olami is fundraising at 

the expense of local Limmuds.  

 

38. In terms of the governance of this new entity, there were broadly two key aspects to 

what we heard. One was about ensuring that the various regions around the world are 

appropriately included; and the other was about ensuring that the Board of the new 

organisation have the right skills to lead, manage, fundraise etc. for it. Having heard 

many views about this topic, we would not recommend a formal process akin to the 

United Nations with complex voting arrangements and a formal representative model. 

Rather, we would suggest that the Board should always strive to get the balance right 

between skills of Trustees and the geographic distribution of Limmud communities.  

 

39. We recognise that the recommendation that the boundary of Limmud, the current UK-

based entity, be redrawn to focus solely on the UK cannot happen overnight, nor should 
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it in any way leave the current professional staff or volunteers working on global or 

regional aspects of Limmud suddenly in the lurch. Rather, there will need to be an 

interim phase, probably of 1 year, during which the establishment of Limmud Olami is 

carefully managed.  

 

Where and how should Festival be managed? 

  

40. During our initial interviews, the question was raised with us of where Limmud Festival 

should sit within the structures of Limmud. Specifically, if there were in future to be a 

Limmud in the UK and a separate Limmud Olami structure, under which of these would 

Festival sit? Or would it sit under neither of these, but be an independent entity much 

like the Vatican City? Related to the suggestion that it would sit under Limmud Olami, 

we heard the view that Festival should not necessarily always occur within the UK, but 

rather, that it could move to a different country around the world each year. In several of 

these options, the event would be organised by a team consisting of volunteers from 

around the world.  

 

41. The different perceptions of how Limmud Festival should be managed rest on the 

different perceptions of the event actually. We understand that there are quite naturally 

multiple interpretations and experiences of Festival. Some perceive that Festival is the 

central gathering for the Limmud community of volunteers, as well as a vital source of 

inspiration and training for Limmud volunteers from around the world; many of these 

people described attendance at Limmud Festival as the key inspiration and reward for 

senior volunteers from around the world. Others perceive that Limmud Festival is 

fundamentally a UK event for the British Jewish community, which now includes a 

distinctive and unusual level of international attendance beyond that of any other event 

in the UK. Both of these perceptions are factually correct.  

 

42. Our clear recommendation, based on the weight of the argument, is that Festival should 

be a part of Limmud in the UK; we say more in section 2 below about how it would fit 

into a management structure. The reasons why we have come to this conclusion are as 

follows:  

 

a. Festival is a product of the British Jewish community and vital to its ongoing 

development; it generates leaders for the UK community and drives creativity and 

innovation across the wider British Jewish community  

b. There is a match between this community’s values and practices and the style and 

substance of the event  

c. On an entirely practical basis, the success of the event depends on a significant 

investment in building a cohesive team of volunteers over the course of the year. 

Indeed, these relationships often become exceptionally close through the intense 

experience of preparing and running Festival. Assuming that the world returns to 

some sort of normal even in 2-3 years post Covid, this is vital to retain and is 

vastly easier to achieve with a team all based in one country.  

d. Finally, Festival is an expensive, hugely complex event with a number of very high 

value commercial contracts (catering, site in particular) that run over multiple 

years. It is not feasible to envisage that the risk involved in volunteers overseas 

managing the complexity and financial risk related to these contracts with major 

suppliers of site and catering would be worth the benefit of having an 

international team of volunteers. In addition, volunteers usually spend significant 
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time at the site during the year working with those suppliers and this would be 

impossible with an international team and an event  

 

43. We absolutely support the extensive involvement of Limmud activists and volunteers 

from around the world. Our recommendation is that Festival is understood and managed 

as a UK event with a significant international presence and feel, including contributions 

to the programme and support for international volunteer development as an integral 

part of the event. Festival is likely to continues to act as the “mothership” for the 

Limmud community worldwide for as long as there is a desire from outside the UK for it 

to be that. Over the coming decades, it may be that the natural gathering place for 

Limmud activists and volunteers from around the world shifts to another major Limmud 

event, and/or Limmud Olami may decide to invest in sending volunteers elsewhere for an 

immersion in a successful event.  

 

Next steps in relation to Part 1  

 

44. We recognise that the conclusions we have come to are not dissimilar to those in the 

Boyd/Kaplan and also Bilchitz papers of 2015/16. The logic that was contained within 

those papers remains broadly accurate today. It may be that the passage of time, in 

particular, the further maturing of Limmud communities around the world, means that 

the time is now more fruitful for these developments to occur. Indeed, it was expressed 

to us by some members of the Global Board that this may have been an outcome of the 

planned 2020 Connect event.  

 

45. We recognise the dilemma now facing the Trustees: by initiating the foundation of 

Limmud Olami, they might be accused of continuing the assertion of British dominance. 

By doing nothing, however, there is a risk of a void being created. The latter would not 

be fair to the volunteers, teams and professionals around the world who need clarity and 

momentum on this process. We (Natalie and Michael) recommend that the Trustees liaise 

with the Limmud community to convene a global gathering to develop the new 

infrastructure. Inevitably, during the initial period of separation, the UK will play a more 

dominant role in the conversations, while the details are worked out e.g. tapered 

funding, professional support, etc. However, for the purposes of absolute clarity, we 

encourage everyone to understand that this will in time transition to a position where 

the UK is one participating country amongst equals, proportionate to its size, and its 

unique position as the foundation Limmud community. 

 

46. We recommend the following key next steps:  

a. The Limmud Trustees establish the new governance arrangements for Limmud in 

the UK set out in detail below; and commission legal support to update the 

Memorandum and Articles of the organisation  

b. The Limmud Trustees, together with the Global Board, send a joint 

communication to the global Limmud community inviting them to participate in a 

conference of representatives from around the world to consider and agree a 

plan for developing the new Limmud Olami entity 
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PART 2: The governance and management of Limmud events and activities in the UK 

  

Introduction  

 

48. For the reasons above, we have argued that Limmud in the UK should be dedicated to 

supporting educational initiatives in the UK on behalf of UK residents, with the active 

engagement of global Limmud participants who wish to attend. This section of the 

paper will summarise our key finding and present the governance structure that we 

recommend for Limmud in the UK.  

 

A word about the name ‘Limmud’  

 

49. Limmud was founded in the UK and is known in this country as “Limmud” without 

reference to the country. This heritage is hugely respected globally. It is our view that 

there is no need to refer to Limmud in the UK as “Limmud UK” (except where the context 

requires explicit clarity). To be specific, at this point there should be no need to refer to 

Limmud as Limmud UK. In this document, when we use the term Limmud as a ‘stand-

alone’, we specifically mean Limmud in the UK.  

 

Reinvigorating Limmud in the UK  

 

50. Some interviewees and respondents argued that the greater engagement with Limmud 

around the world has been beneficial to Limmud in the UK, particularly Festival. Others 

argued that an unintended consequence of the growth of Limmud globally and its 

inclusion in the UK structure has been the perception (perhaps unfairly) that Limmud in 

the UK has not been invested in sufficiently (see below for details). There is a widespread 

sense that the energy and excitement that once permeated though Limmud in the UK 

has lost its edge. At the same time, we heard a strong desire to reinvigorate Limmud in 

the UK and the belief that this was eminently achievable. Our conclusion from this is that 

the separation of Limmud Olami from Limmud will allow the UK organisation to ‘reset’ 

itself and in the near future emerge again as a creative force within British Jewry, leading 

the way in terms of both Jewish innovation and also volunteer recruitment and 

development. This in turn will make fundraising on behalf of Limmud a more viable task.  

 

51. Creative Development – Many respondents argued that Limmud essentially looks and 

feels the same as it did a decade ago. While this is a source of strength and comfort for 

some volunteers and participants, it is perceived by many stalwart Limmud leaders that 

the global Limmud project is more exciting for senior leaders than Limmud in the UK. 

There is a perception that the attention and energy that once went into Limmud in the 

UK is now being spread too thinly, to incorporate both Limmud in the UK and globally. 

While we are wholly supportive of the Limmud Olami project, it should not be at the 

expense of Limmud in the UK. By refocusing resource (time, energy, money) on Limmud 

in the UK, there is every good reason to believe that it can once again assume its creative 

and innovative edge. In responding to Coronavirus, Limmud has successfully put on 

innovative on-line events and this bodes well for the future. Particular attention should 

be given to the ‘Jewish content’ dimension of this creative drive. Limmud’s Mission is to 

take people one step further on their Jewish journey, and this must be at the core of the 

new structure and subsequent strategy. 

 

52. Volunteer Development – Recruiting and developing volunteers is one of Limmud’s 
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greatest contributions to British Jewry. We were concerned to learn that this was 

becoming more difficult to guarantee. The challenge for Limmud’s future in the UK is to 

ensure that the broad strategy will be as compelling as possible and that there are great 

leadership and processes to ensure a new generation of volunteers.  

 

53. Financial stability – The separation of Limmud Olami and Limmud in the UK will allow for 

greater financial stability in two ways. Firstly, there will be absolute clarity between 

Limmud events solely aimed at people resident in and/or visiting the UK and those aimed 

at supporting Limmud development projects globally (as we recommended above, we 

believe that for a period of two to three years, Limmud may wish to offer a seed funding 

grant to enable Limmud Olami to develop). Secondly, Limmud in the UK will be able to 

raise funds from UK donors with a clear message about how much money is required 

and for what purpose. Good co-ordination will be required from all national/regional 

Limmud communities and Limmud Olami when funding is requested from Foundations/ 

donors for all national and regional communities and for Limmud Olami.  

 

54. Day Limmuds – We heard that Day events around the UK have felt under-appreciated 

and under resourced under this and previous structures. Day Limmuds would greatly 

benefit from more senior volunteer and professional support. In terms of where Day 

Limmuds fit into the governance structure, we heard the view that Day Limmuds have 

more in common with global events than with Festival. Our view is that Day Limmuds 

have a tremendous amount to offer and the new structure we recommend will give Day 

Limmuds greater access to staffing and volunteer resource as well as a greater voice in 

the leadership of Limmud in the UK with the accompanying responsibility and 

accountability. Day Limmud leaders should also be supported and encouraged to 

develop valuable connections with leaders of Limmud events around the world, which 

we can understand are relevant and valuable sources of learning and best practice for 

the Day Limmud leadership community.  

 

55. Memorandum and Articles of Association - Once a new structure is decided upon, the 

Trustees and Executive should jointly prepare an updated version to be registered with 

the appropriate authorities.  

 

Key structural recommendations  

 

Who should run Limmud in the UK?  

 

56. One special feature of Limmud’s culture and operation is that it functions with a tiny 

professional staff. A key structural consequence of this is that the highly active 

volunteers who run large components of Limmud’s UK operations, (currently called the 

“Global Board”) effectively operate as a Senior Executive Management Team. In a regular 

company and/or NGO, the Senior Management team runs the operation and is 

accountable to a Board of Directors/Board of Trustees.  

 

57. In the case of Limmud, our view is that responsibility for managing on-going operations 

of Limmud and its short to mid-term strategic planning process, should be in the hands 

of an ‘Executive’ as the equivalent of the Senior Management Team in most NGOs. The 

Executive will be responsible for the planning, budget and operations of all Limmud 

activities in the UK. The budget will be set in coordination with, and approved by, the 

Trustee Board, but its management will be the responsibility of the Executive.  
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58. The Executive will be accountable to a group of Trustees whose responsibilities are 

governance, stewardship and long-term strategy for Limmud. By stewardship, we mean 

ensuring that there is a long-term process in place to ensure the responsible 

management of Limmud’s resources  

 

59. Trustees will have ultimate legal and financial responsibility for Limmud and will be 

accountable to public bodies and the wider Jewish community. To be explicit, the Trustee 

Board will not be responsible for the on-going running of Limmud’s daily, monthly or 

yearly operations.  

 

60. While the formal role of Trustees is becoming better appreciated in recent years, and is 

also being clearly described in this paper, it is no less important to consider that Trustees 

should act as “Critical Friends” to those volunteers and professionals running the 

organisation on a daily basis. A culture of collaboration, engagement, mentoring and 

support are as important as the formal roles of governance and accountability.  

 

61. Limmud’s Memorandum and Articles of Association provide for a membership 

mechanism that has various formal responsibilities, most important of which is 

approving the appointment of Trustees. It also serves a purpose of providing a 

“backstop” mechanism for holding the Trustee Board to account. Whilst we have already 

said that the Mem and Arts overall need amending, we believe that this mechanism 

should be maintained.  

 

62. Our recommendation going forward is that membership be defined (on a trust basis), as 

individuals who are UK residents who have either: i) attended Limmud events held in UK 

regularly (we suggest 3 events in five years), or ii) who have attended two or more 

Limmud events held in the UK in the past year. Online events arranged by Limmud 

volunteers in the UK are included in this requirement. The attendance by UK volunteers 

at events organised by Limmud Olami should also count.  

 

63. In the drafting of the revised Memorandum and Articles of Association, further details of 

membership eligibility will be delineated.  

 

64. In line with good practice for charitable organisations, we recommend that Limmud 

holds an AGM to which all members are invited on an annual basis. In previous years, 

this occurred during Festival in order to engage the greatest number of participants and 

this seems to us to be a good approach. An online alternative will need to be provided 

for within the revised Mem and Arts. This may include periods in which there is no 

Festival event occurring, or circumstances in which some people may not be able to 

attend events with large numbers of people.  

 

The Trustee Board  

 

65. The Trustee Board will be made up of two types of people.  

a. 7-8 long-standing Limmud volunteers (“Limmudniks”) who have previously served 

in active volunteer roles with distinction  

b. 2-3 respected community leaders who are passionate and committed to 

Limmud’s aims and ethos, but do not have a previous relationship with Limmud 

other than attending events and are therefore able to provide a fresh and 

unencumbered view of the charity’s interests and responsibilities.  
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66. The Trustee Board should be led by someone holding the title “Trustee Chair”. While the 

Trustee Chair is not the public face of Limmud, as per our definition of the Trustee 

Board’s role, the Trustee Chair has three distinct responsibilities:  

 

a. ensure that his/her Board are fulfilling their roles diligently  

b. be the main Trustee liaison with the Chair/Co-Chairs of Limmud (see below)  

c. where appropriate, communicate formally with potential and current donors and 

relevant public bodies  

 

67. Trustees should be appointed by a full meeting of the Trustee Board on the 

recommendation of the Remuneration and Nominations Committee of the Board. Terms 

of office should be 3 years with a maximum of two consecutive terms permitted. 

  

Trustee Roles  

68. Since the role of the Trustee Board is largely stewardship and financial and legal 

responsibility, we suggest the following are the key roles that must be fulfilled.  

 

69. Company Secretary – This person should have a strong legal background and be able to 

ensure that Limmud follows best practice with regard to its compliance responsibilities 

to the Charity Commission and other public bodies. She or he should also work with the 

Executive and professionals to ensure that Limmud’s formal documentation is up to date 

and fit for purpose.  

 

70. Treasurer – This person should have a strong finance background and be able to ensure 

that Limmud’s finances are run responsibly and efficiently and that all reports to public 

bodies and the Limmud community are submitted in accordance with best practice. The 

Treasurer should be supported by a Finance and Audit Committee made up of 

professionals, representatives of the Trustee Board and the Executive and also 

independent volunteers.  

 

71. People Development - This person should have HR experience and be able to help ensure 

Limmud is a good employer and volunteer manager which treats its professionals and 

volunteers appropriately; and that excellent training and development processes are in 

place to secure an optimum volunteer experience and to cultivate the volunteer pipeline. 

  

72. Safeguarding – This person should have expertise in the field of safeguarding to ensure 

Limmud follows best practice in all that relates to safeguarding compliance, especially 

but not exclusively, for young people and the more vulnerable.  

 

73. Fundraising. This person should have a talent and passion for raising funds for Limmud 

as a volunteer. While fundraising must be the responsibility and concern of all Limmud 

senior volunteers and professionals, we believe that at Trustee level, someone must hold 

responsibility for this critical role. He or she will work with the Executive and the senior 

professional team to ensure Limmud sets and meets fundraising targets. This person will 

need to collaborate with the fundraising leads in other Limmud entities and events and 

of Limmud Olami.  

 

74. Long Term Strategy. This person should have expertise in strategic planning and be able 

to support the Executive and professional team to ensure that Limmud has a long-term 

strategy (5 years) and that its yearly activities are set and run in liaison with this strategy. 
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Inevitably, circumstances affect strategic plans, so this person must combine a good 

strategic approach with the ability to be flexible and nimble.  

 

75. As outlined above, two-three Trustees should be included on the Board, fulfilling any of 

the specific roles defined above, or another defined role, or as Trustees without portfolio.  

 

76. The Trustee Board should meet quarterly and its meetings should be attended by 5-6 

members of the Executive and the senior professionals. While it might seem strange to 

limit the number of the Executive who will attend the Trustee Board meeting, it would 

create too great an imbalance in numbers and become unwieldy. 5-6 participants ensure 

that the views of the Executive will be well represented and articulated. For good 

governance, the Trustee Board may also choose to meet without the Executive and/or 

professionals on an ad hoc basis. At the risk of repeating ourselves, it should be 

understood and made clear to the broader Limmud community in the UK that the 

Trustee responsibility is governance, stewardship and public accountability and not the 

ongoing management and running of the organisation.  

 

Recommended sub-committees of the Trustee Board  

 

77. For the purpose of good governance, we recommend the following sub-committees of 

the Trustee Board:  

a. The Finance and Audit Committee should be responsible for financial governance 

including the Annual Report, Audit, Risk Register, Compliance, the Reserves policy 

and all other finance related policies. Additionally, the committee will undertake the 

supervision and sign-off of the annual budget, and event budgets and pricing plans.  

b. The Nominations Committee should be responsible for the nomination of new 

Trustees and specific members of the Executive, as outlined below, as well as 

inputting to the recruitment of professional staff  

c. The Safeguarding Committee should be responsible for ensuring that the 

safeguarding policies and practices of Limmud meet all best practice requirements as 

stipulated by public bodies.  

 

The Executive  

 

78. The Executive, like any senior management team, are responsible for planning and 

executing all Limmud events in the UK as well as recruiting, training and supporting the 

volunteer pipeline. It is also responsible for innovation and embedding new programmes 

and ideas into Limmud’s ‘DNA’. It is also tasked with ensuring that Festival remains the 

flagship event of both British Jewry.  

 

79. In a regular NGO, the Executive would be paid. In our case, they are volunteers and this 

situation is both Limmud’s greatest asset, and simultaneously a risk with regards to ‘burn 

out’ and a potentially complex relationship with professional staff. It was suggested to 

us that the Chair/Co-Chairs of Limmud should be paid roles, either akin to a sabbatical, 

or akin a paid Non-Executive Director role. Our view is that a key part of Limmud’s 

unique proposition and strength is the volunteer culture and we would be very reluctant 

to undermine the current model. However, we believe it is essential to define Executive 

roles clearly and to ensure that they are appropriately supported by a professional team. 

We suggest the following roles should be integral to the Executive Board. 

Executive Roles  
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80. Chair/Co-Chairs – This person/these people should be the main public face of Limmud 

and they should lead and guide the organisation for their term of office. They are the 

volunteer equivalent of a CEO. In previous Limmud eras, this role has been shared by two 

people to ease the burden and we recommend that this be reintroduced as a highly 

desirable, but not essential, approach. The Chair/Co-Chairs should be appointed through 

a selection process led by the Nominations Sub-Committee of the Trustee Board. This 

role will be known as ‘Chair of Limmud”.  

 

81. Finance Officer – The Finance Officer is responsible for the ongoing financial 

administration of all Limmud events. While the Trustees will need to approve a yearly 

budget, it is the Executive who will decide on the year’s priorities and the subsequent 

allocation of Financial resources. He or she will bring a proposed annual budget and 

event specific budgets to the audit committee and ultimately the Trustees. Once the 

Trustees have approved the budget, it is up to the Finance Officer and the Executive to 

decide on internal allocations and on any changes to the budget mid-year. The Finance 

Officer will support event teams – in particular Festival – with pricing and budgeting. The 

Finance Officer should be approved by the Nominations Sub-Committee of the Trustee 

Board, based on a proposal by the Executive Chair/Co-Chairs.  

 

82. Volunteer Development and Care - The recruitment and support of volunteers was 

highlighted to us as a key area where Limmud should improve and our view is that this 

should be reflected by the identification of a member of the Executive as the responsible 

volunteer leader in this area. Great volunteer experiences are most likely to lead to 

outstanding Limmud events and so this should be an organisational priority. The 

Volunteer Development and Care officer, with support from the relevant Trustee and 

Professionals, should have a sub-committee dedicated to ensuring that there are paths of 

development for volunteers, ensuring their education, support and welfare as well as 

avenues to pursue should problems and challenges emerge.  

 

83. Programme/Jewish content – Limmud’s tagline “Taking you one step further on your 

Jewish journey” speaks to the core DNA of Limmud as a vehicle for furthering Jewish 

learning both alongside, and as an alternative to other institutions. The Executive should 

include someone able to drive the Jewish content of Limmud, supporting the volunteers 

who are running events to programme with most inspiring educators, both those with 

established reputations, and those yet to be discovered. 

  

84. Technology, Knowledge Management, Logistics –– Having a member of the Executive 

able to ensure that institutional learning in maintained and developed has proven an 

important role in Limmud and we believe that this position should be maintained.  

 

85. Marketing and Communications – This function supports all Limmud events to create 

effective marketing and communication materials, including the use of social media. 

They are likely also to have a sub-committee who can be available to support Day Events 

as well as Festival and to run Limmud’s social media presence on a day-to-day basis. The 

appropriate use of brand guidelines will also sit with this person.  

 

86. Festival – Two people should be on the Executive who are explicitly linked to Festival. The 

Festival Chair(s) should be on the Executive, as well as one other person who previously 

served in that role, who would be the Festival link for up to 3 years. They will liaise with 
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the Festival team and we recommend the embedding of the link person within the 

Festival team, as has happened historically, to optimise communication and 

relationships. These roles should be approved by the Nominations Sub-Committee of the 

Trustee Board, based on a proposal by the Executive Chair/Co-Chairs.  

 

87. Day Limmuds – On a rotational basis, two representatives of Day Limmuds should sit on 

the Executive, both contributing to Limmud’s overall management and also ensuring 

that the voice of Limmud events throughout the UK are appropriately represented. They 

will liaise regularly and lead a sub-group made up of the Chairs of all Day Limmuds.  

 

88. Activities - there should be two seats at the Executive for people representing all the 

other Limmud activities occurring in the UK, for example, publications and other events 

(when they exist) such as online events, Limmud Fest and Limmud in the Woods. We 

recognise that a better name for this role may well be needed.  

 

89. Innovation – A role should be created on the Executive for a person/two people with the 

drive and creativity to support and drive innovation and creativity across all existing 

Limmud events and to proactively develop and test models for new forms of Limmud 

experience in the UK. A sub-group could support this work.  

 

90. Limmud Olami Link. Limmud in the UK should play a full and active role in both the 

setting up and leadership (as an equal partner) in Limmud Olami. Either one of the Co-

Chairs should take this role, or a role on the Executive should be created for this purpose.  

 

Nominations to the Executive  

 

91. Specific roles will be subject to appointment processes involving the Nominations Sub 

Committee of the Trustee Board, as outlined above (the Chair/Co-Chairs, Finance Officer 

and Festival leads). All other roles on the Executive should be appointed through 

selection processes led by a sub-committee of the Executive, constituted for this purpose; 

and approved formally by the Executive. Where appropriate i.e. with Day Limmud 

representatives and the Festival Chairs, they will be appointed ex officio, i.e. by virtue of 

their roles. Terms of office should be two years, with a maximum of two terms.  

 

92. Because everyone will start at the same time, there will be need to stagger the stepping 

down from roles in order to avoid everyone ending at the same time.  

 

Next steps in relation to Part 2  

 

93. The Trustee Board should be expanded as per the recommended structure above.  

 

94. The Executive should be developed to ensure all roles are represented as per the above 

recommendations. 

 

95. A clear communication plan should be designed to inform all stakeholders in the UK and 

globally about these structural changes. 

 

96. It was outside of the framework of out terms of reference to recommend a professional 

staff structure. We nevertheless believe that the Trustees and Executive should now 

instigate this piece of work. 


