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Tw o basic character i s t i c s o f J e w i s h 
F e d e r a t i o n s are o v e r r i d i n g . T h e y 

a f fec t e v e r y t h i n g w e d o o r fail to d o . 
T h e y are re la ted to e v e r y t h i n g I will h a v e 
to say a b o u t F e d e r a t i o n . First, F e d e r a ­
t ion is a v o l u n t a r y as soc ia t ion c h a r a c ­
teristic o f o u r v o l u n t a r y society; s e c o n d , 
it has o b v i o u s l imi ta t ions . 

F e d e r a t i o n b e g a n in m o s t p laces as an 
assoc ia t ion o f service o r g a n i z a t i o n s or 
a g e n c i e s . It has b e c o m e a n assoc ia t ion o f 
i n d i v i d u a l s , m o r e s p e c i f i c a l l y c o n ­
t r i b u t o r s , a n d o f c o m m u n i t y s e r v i c e 
a g e n c i e s . I n s o m e p laces , it a l so i n c l u d e s 
i d e o l o g i c a l g r o u p i n g s s u c h as the Zionist 
O r g a n i z a t i o n o r t h e W o r k m e n ' s Circ le as 
wel l as the g e n e r a l o r g a n i z a t i o n a l l ife o f 
t h e c o m m u n i t y . 

T h e a s s o c i a t i o n is v o l u n t a r y . A n y 
J e w i s h r e s i d e n t can j o i n by b e c o m i n g a 
c o n t r i b u t o r o r h e can l e a v e by b e c o m i n g 
w h a t t h e c a m p a i g n o r g a n i z a t i o n calls a 
"turnback." T h a t re l i eves h i m o f a n y o b ­
l igat ion t o w a r d F e d e r a t i o n ; it d o e s not 
re l i eve F e d e r a t i o n o f re spons ib i l i ty for 
h i m . 

A n y a g e n c y can a p p l y for m e m b e r s h i p 
in t h e assoc ia t ion o r it c a n t h r e a t e n to 
l e a v e t h e assoc ia t ion if it d o e s n ' t l ike the 
w a y F e d e r a t i o n treats it. 

C o n s c i o u s n e s s o f v o l u n t a r i s m by F e d ­
era t ion l e a d e r s is a m a j o r c o n s i d e r a t i o n 
in the ir d e c i s i o n - m a k i n g p r o c e s s . It t e m ­
pers the r e l a t i o n s h i p to c o n t r i b u t o r s a n d 
to a g e n c i e s a n d it s erves as a res tra int in 
e x e r c i s i n g t h e "super ior" centra l w i s d o m 
a b o u t w h a t c o n t r i b u t o r s s h o u l d g i v e a n d 
h o w a g e n c i e s s h o u l d serve . 

T h e s e c o n d character is t ic is t h e real i ty 
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o f Federa t ion ' s l imi tat ions . W e r e f e r n o t 
s imply to a sense o f l imitat ions , but t o 
their actuality. E v e n t h o u g h w e u s e t h e 
t e r m " F e d e r a t i o n " a n d " o r g a n i z e d 
J e w i s h c o m m u n i t y " i n t e r c h a n g e a b l y , 
they are n o t i n t e r c h a n g e a b l e . O u r r e f e r ­
e n c e is on ly to t h o s e parts o f the o r ­
g a n i z e d J e w i s h c o m m u n i t y a s s o c i a t e d 
t o g e t h e r in F e d e r a t i o n . I n m o s t c o m ­
m u n i t i e s we d o n o t m e a n s y n a g o g u e s . 
W e d o not m e a n m a n y o t h e r b o d i e s o n 
the p e r i p h e r y or o u t s i d e o f the F e d e r a ­
t ion c o n c e p t . A n d in a s e n s e , w e d o n o t 
i n c l u d e n o n - c o n t r i b u t o r s a n d n o n -
part ic ipants . 

T h e s e l imitat ions are b o t h a s t r e n g t h 
a n d a w e a k n e s s j u s t as t h e y are in o u r 
b r o a d e r d e m o c r a c y . T h e succes s o f the 
F e d e r a t i o n e x p e r i e n c e is in d e a l i n g wi th 
w h a t is, ra ther t h a n with w h a t o u g h t to 
be; wi th crass real ity rather t h a n wi th t h e 
idea l i zed i m a g e . 

T h e r e has b e e n a n e sca la t ing p r e s s u r e 
for F e d e r a t i o n s to e n g a g e t h e m s e l v e s in 
a r e a s c o n c e r n e d wi th t h e w a y s J e w s 
o u g h t to live. T h i s is m o r e e v i d e n t as w e 
b e c o m e increas ing ly p r e o c c u p i e d w i t h 
cultural a n d p h i l o s o p h i c a l serv ices t h a t 
i n c l u d e ideo log ica l factors . F e d e r a t i o n s 
h a v e b e e n c a u t i o u s a b o u t e x p a n d i n g i n 
this d irec t ion . It b r i n g s us to a n area in 
w h i c h J e w s are n o t r e a d y to s u b o r d i n a t e 
their d i f f e r e n c e s — d i f f e r e n c e s that re ­
flect the diversity o f A m e r i c a n d e m o c ­
racy itself. 

O f t e n F e d e r a t i o n s are p r e s s e d to fi­
n a n c e p r o g r a m s w h i c h in t h e m i n d s o f 
t h e pe t i t i oners t h e c o m m u n i t y ought to 
s u p p o r t — e v e n if, in fact t h e m e m b e r s 
o f t h e c o m m u n i t y d o n o t s u p p o r t t h e m . 
T h e s e pe t i t i oners are p e o p l e w h o ful ly 
subscr ibe to t h e idea o f c o m m u n i t y re -
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s p o n s i b i l i t y f o r F e d e r a t i o n as a " m o n e y 
b a r r e l , " if n o t as a r e s p o n s i b l e d e l i b e r a ­
t ive b o d y . 

G e n e r a l l y s p e a k i n g , t h e F e d e r a t i o n 
l i m i t a t i o n s e x c l u d e r e l i g i o u s , p o l i t i c a l 
a n d i d e o l o g i c a l d i f f e r e n c e s . T h e o t h e r 
s i d e o f t h a t l i m i t a t i o n is o u r i n s i s t e n c e 
t h a t J e w s a n d J e w i s h o r g a n i z a t i o n s a r e 
f r e e t o e x p r e s s t h e m s e l v e s in t h e s e f ie lds . 
T h i s s e e m s o b v i o u s , b u t w e a r e o f t e n 
c o n f r o n t e d w i t h r i g h t e o u s d e m a n d s t h a t 
J e w s o r J e w i s h g r o u p s b e " e x c o m m u n i ­
c a t e d " b e c a u s e t h e i r p a r t i c u l a r d e v i a t i o n 
o f f e n d s s o m e o n e ' s d e f i n i t i o n o f " a g o o d 
J e w . " 

A t t h e B e g i n n i n g 

L e t ' s l o o k a t t h e o r i g i n o f t h e F e d e r a ­
t i o n i d e a ! I n t h e t w o d e c a d e s b e t w e e n 
1 8 8 0 a n d 1 9 0 0 , t h e J e w i s h p o p u l a t i o n o f 
t h e U n i t e d S t a t e s i n c r e a s e d f r o m 
2 5 0 , 0 0 0 t o a m i l l i o n . T h e e a r l y F e d e r a ­
t i o n s , o r g a n i z e d a t t h e t u r n o f t h e c e n ­
t u r y , f i n a n c e d p r o g r a m s f o r t h e i m m i ­
g r a n t p o p u l a t i o n . T h e y w e r e t h e m o s t 
p r i m a r y o f s e rv i ce s — r e l i e f f o r f ami l i e s 
w h o s e h u s b a n d s h a d d e s e r t e d a n d assis­
t a n c e i n l o c a t i n g t h o s e h u s b a n d s , m e d i ­
cal s e r v i c e s , f r e e l o a n s t o assis t t h e i m ­
p o v e r i s h e d n e w c o m e r to b u y a s t o r e o r a 
h o r s e a n d w a g o n . T h e v a r i o u s o r g a n i z a ­
t i o n s , s i s t e r h o o d s , f r a t e r n a l b o d i e s a n d 
so f o r t h , w h i c h j o i n e d t o g e t h e r t o f o r m 
F e d e r a t i o n s , d e l e g a t e d t o t h e n e w c e n ­
t r a l b o d y l i t t le m o r e t h a n t h e r e s p o n s i b i l ­
i ty o f r a i s i n g t h e m o n e y c e n t r a l l y . 

F r o m t h o s e e a r l y d a y s w e m o v e d for ­
w a r d a l o n g w i t h a l a r g e p a r t o f t h e 
American c o m m u n i t y f r o m se rv i ce s t o t h e 
n e e d y t o p r e v e n t i v e s e rv i ce s a n d f r o m 
p r e v e n t i v e s e rv i ce s t o t h e p r e s e n t e m ­
p h a s i s o n e n r i c h m e n t p r o g r a m s . W e 
n e v e r ful ly s l o u g h e d o f f t h e r e s p o n s i b i l ­
ity f o r t h e h i s t o r i c p u r p o s e s — l ike s e r v ­
i n g t h e p o o r — f o r w h i c h w e w e r e 
f o u n d e d . T h e i r i m p l e m e n t a t i o n w a s 
m a d e p o s s i b l e b y a n i n c r e a s i n g l y 
m i d d l e - c l a s s J e w i s h p o p u l a t i o n w i t h in­

c r e a s i n g l y a f f l u e n t r e s o u r c e s t o m e e t its 
c h a n g i n g n e e d s . 

T h e s a m e i n s t r u m e n t w h i c h b r o u g h t 
t o g e t h e r socia l s e r v i c e s is n o w a p p r o ­
p r i a t e ly inv i ted t o a d d r e s s itself to a g r a b -
b a g o f c u l t u r a l s e r v i c e s — f o r m a l a n d 
i n f o r m a l J e w i s h e d u c a t i o n , c a m p u s 
p r o g r a m s , c a m p a n d C e n t e r p r o g r a m s 
i n t e n d e d to s t r e n g t h e n t h e i d e n t i t y o f 
o u r y o u n g p e o p l e as J e w s a n d t o r e i n ­
f o r c e t h a t i d e n t i t y w i t h a f o u n d a t i o n o f 
k n o w l e d g e . 

A t t h e v e r y s a m e t i m e , t h e p u b l i c 
i m a g e o f F e d e r a t i o n s h a s c h a n g e d f r o m 
a s i m p l e a s s o c i a t i o n o f a g e n c i e s t o s o m e ­
t h i n g c a l l e d e u p h e m i s t i c a l l y " t h e o r ­
g a n i z e d J e w i s h c o m m u n i t y . " T h a t ' s w h a t 
m a k e s it n e c e s s a r y t o r e m i n d o u r s e l v e s 
o f o u r l i m i t a t i o n s a n d o f o u r u n d e r ­
s t a n d i n g o f v o l u n t a r y a s s o c i a t i o n . 

T h e l e a d e r s o f a n o r g a n i z a t i o n t h a t 
w a n t s t o b u i l d a s c h o o l in a n e w n e i g h ­
b o r h o o d d o n o t s ee a n y n e e d f o r c o n s u l ­
t a t i o n w i t h j u s t a f u n d - r a i s i n g b o d y l ike 
F e d e r a t i o n . B u t , a f t e r t h e b u i l d i n g is 
c o m p l e t e d a n d t h e s c h o o l c a n n o t m e e t its 
m o r t g a g e p a y m e n t s , t h e s a m e l e a d e r s 
r i g h t e o u s l y p o i n t o u t t h a t f i n a n c i a l s u p ­
p o r t is a r e s p o n s i b i l i t y o f " t h e o r g a n i z e d 
J e w i s h c o m m u n i t y " l ike F e d e r a t i o n — 
w i t h o u t l i m i t a t i o n s . 

F r o m N o t h i n g t o E v e r y t h i n g 

I n fact , F e d e r a t i o n is s o m e w h e r e in 
l i m b o b e t w e e n n o t h i n g a n d e v e r y t h i n g : 
f r o m t h e e a r l y p r i m i t i v e a s s o c i a t i o n t o 
t h e o r g a n i z e d J e w i s h c o m m u n i t y . I n 
e v e r y c o m m u n i t y t h i s v a r i e s , d e p e n d i n g 
o n its s t a g e o f d e v e l o p m e n t . F e d e r a t i o n s 
m a y n e v e r a c h i e v e t h e u l t i m a t e a u t h o r i t y 
o f a c e n t r a l o r g a n i z e d c o m m u n i t y 
t h o u g h th i s m a y b e t h e s t a r t o w h i c h t h e i r 
d e s t i n y is h i t c h e d . E v e n i n c r e a s i n g 
J e w i s h h o m o g e n e i t y d o e s n o t h a v e t o a t ­
t a i n u n a n i m i t y . 

I n t h e 7 5 o r m o r e y e a r s o f t h e i r ex i s ­
t e n c e , F e d e r a t i o n s h a v e d e m o n s t r a t e d a 
k i n d o f f l e x i b i l i t y w h i c h m a d e t h e m 
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a d a p t a b l e t o t h e p r o b l e m s o f e a c h e r a . I n 
t h e e a r l y d a y s t h e p r o b l e m s o f t h e i m ­
m i g r a n t s w e r e t h e e n t i r e b a s e f o r t h e 
o r g a n i z a t i o n o f F e d e r a t i o n s . T h i s was 
n a t u r a l b e c a u s e o f t h e f o u r f o l d i n c r e a s e 
in J e w i s h p o p u l a t i o n f r o m 1 8 8 0 t o 1 9 0 0 , 
a n d t h e a v e r a g e a n n u a l i m m i g r a t i o n o f 
s o m e 9 0 , 0 0 0 n e w c o m e r s e a c h y e a r 
t h e r e a f t e r u n t i l W o r l d W a r I. S o m e o f 
t h e s e s e r v i c e s t o n e w c o m e r s w e r e r e ­
f i n e d a n d p r o f e s s i o n a l i z e d a n d a d a p t e d 
t o t h e w a v e s o f i m m i g r a t i o n i m m e d i a t e l y 
a f t e r W o r l d W a r I , a n d a g a i n a f t e r 
W o r l d W a r I I . 

S h i f t in C o n c e r n 

T h e r e w a s a shi f t in J e w i s h c o n c e r n i n 
t h e D e p r e s s i o n o f t h e e a r l y 3 0 ' s w h e n 
p u b l i c r e s p o n s i b i l i t y f o r r e l i e f d e v e l o p e d 
o n t h e A m e r i c a n s c e n e . J e w i s h a g e n c i e s 
m o v e d f r o m p o v e r t y t o " p e r s o n a l p r o b ­
l e m s , " o f t e n t h o s e a s s o c i a t e d w i t h b e i n g 
p o o r . I n t h e v e r y l a r g e c i t i e s , d e l i n ­
q u e n c y w a s a p r o b l e m a n d t h e J e w i s h 
a g e n c i e s d e v e l o p e d h i g h - l e v e l skil ls in 
t h i s a r e a a n d in c h i l d - c a r e g e n e r a l l y . 
H e a l t h s e rv i ce s w h i c h g r e w e a r l y i n t h e 
2 0 t h c e n t u r y f o r t h e t u b e r c u l o u s a n d 
c o n s u m p t i v e s b e c a m e a d e c r e a s i n g r e ­
spons ib i l i t y f o r t h e o r g a n i z e d c o m m u ­
ni ty . T h e s e i n s t i t u t i o n s c o n t i n u e o u t s i d e 
F e d e r a t i o n in s o m e m o d i f i e d m a n n e r t o 
th i s d a y . 

T h e ear ly s e t d e m e n t h o u s e s , a d d r e s s e d 
e n t i r e l y t o t h e p o o r i m m i g r a n t , b e ­
c a m e t h e Y M H A ' s a n d t h e J e w i s h c o m ­
m u n i t y c e n t e r s o f t h e 1 9 2 0 ' s a n d 3 0 ' s , 
d e a l i n g w i t h t h e l o w e r m i d d l e class a n d 
e v e n t u a l l y w i t h t h e t o t a l p o p u l a t i o n . 

F r o m t h e e a r l y d a y s , t h e r e was a l w a y s 
a n i n t e r e s t in t h e a g e d . T h e t h r e a d o f 
th is is c o n t i n u o u s wi th g r o w i n g a n d e b b ­
i n g e m p h a s i s o n in s t i t u t iona l types o f c a r e . 

A n t i - S e m i t i s m was a n e a r l y focal c o n ­
c e r n o f t h e o r g a n i z e d c o m m u n i t y . I t 
s p r e a d in t h e p o s t - W o r l d W a r I y e a r s . I t 
u n d e r w e n t a s e r i e s o f c h a n g e s in t h e 3 0 ' s 
f r o m a n a t i v e b r a n d o f a n t i - S e m i t i s m t o 

N a z i s m , t o A r a b - m o t i v a t e d a n t i -
Z i o n i s m , w e a v i n g a m a t r i x o f c o n c e r n f o r 
t h e a d a p t a b l e c o m m u n i t y r e l a t i o n s 
a g e n c i e s f i n a n c e d by t h e c o m m u n i t y . 

I t w a s i n t h e 1920 ' s t h a t c o n s i d e r a b l e 
i n t e r e s t g r e w in c e n t r a l f i n a n c i n g o f n a ­
t i o n a l a n d o v e r s e a s a g e n c i e s a n d t h e r e 
w a s a b r o a d e n i n g o f t h e F e d e r a t i o n i n t o 
w h a t was c a l l e d " t h e W e l f a r e F u n d . " I t is 
t h i s f u n c t i o n w i t h w h i c h t h e F e d e r a t i o n s 
i d e n t i f y p u b l i c l y b e c a u s e o f t h e i r c o n ­
c e r n w i t h t h e i n m a t e s o f c o n c e n t r a t i o n 
c a m p s a n d , l a t e r , d i s p l a c e d p e r s o n s 
c a m p s . T h e m o v e m e n t f r o m E u r o p e t o 
I s r a e l w a s f o l l o w e d by t h e m o v e m e n t 
f r o m N o r t h Af r i ca . I n t h e l a s t s e v e r a l 
d e c a d e s t h e q u e s t i o n o f a b s o r p t i o n o f 
J e w i s h i m m i g r a t i o n i n I s r a e l b e c a m e 
p a r a m o u n t , h e i g h t e n e d by t h e m o v e ­
m e n t o f R u s s i a n J e w r y . 

A s s o c i a t e d w i t h th i s w a s t h e b u i l d i n g 
o f a J e w i s h h o m e l a n d . H e r e t h e F e d e r a ­
t i o n s w h i c h e x e r c i s e d a s e n s e o f l i m i t a ­
t i o n s f o u n d t h e m s e l v e s w i t h a p r o b l e m . 
T h e f u n c t i o n s t h e y s u p p o r t e d w e r e 
p h i l a n t h r o p i c a n d h u m a n i t a r i a n . 
" B u i l d i n g a h o m e l a n d " l a p p e d o v e r i n t o 
t h e po l i t i ca l a r e a . W h i l e t h e o b j e c t i v e s 
s e e m e d i n s e p a r a b l e , t h e r e w e r e c l e a r 
r e a s o n s o n t h e p a r t o f s t r i c t F e d e r a t i o n 
t h e o r e t i c i a n s f o r s e p a r a t i n g t h e m . H e l p ­
i n g t h e people o f I s r a e l w i t h h u m a n i t a r i a n 
a n d e d u c a t i o n a l n e e d s i n e v i t a b l y h e l p e d 
t h e State o f I s r a e l . B u t , it w a s i m p o r t a n t 
t o k e e p t h e p r i m a r y o b j e c t i v e o f F e d e r a ­
t i o n s c l e a r n o t o n l y f o r i n c o m e t a x p u r ­
p o s e s , b u t t o m a i n t a i n t h e c o n t i n u e d i n ­
t e g r i t y o f t h e F e d e r a t i o n i d e a a s a n 
i n s t r u m e n t f o r s e r v i n g people. 

N a t u r e o f A s s o c i a t i o n 

T h e t w o m a j o r c h a r a c t e r i s t i c s o f F e d ­
e r a t i o n , its v o l u n t a r y b a s e a n d its l im i t a ­
t i o n s , t e n d t o m a k e it a v u l n e r a b l e , if n o t 
f r a g i l e , e v e n a t r a n s i t o r y , , a s s o c i a t i o n . I t 
c a n easi ly b e w e a k e n e d , if n o t d e s t r o y e d . 
J u s t i m a g i n e t h e c o n s e q u e n c e if t h e h o s ­
p i t a l a n d t h e C e n t e r a n d t h e c h i l d r e n ' s 
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service decided to start their own Feder­
ation. It's not so many years ago that such 
separation was threatened by the major 
overseas beneficiary (which shall remain 
nameless) in some communities. Where 
is the community that doesn't want its 
Federation to be bigger and stronger? 
Ironically, bigger is not always stronger. 

Let's turn to contributor association. 
In these days of large and successful 
campaigns, it is commonplace for two 
percent o f the contributors to give over 
65 percent of the total funds raised. 
What if a handful o f major donors . . . ? 
You can develop the rest of the night­
mare for yourself. I can't face it. In this 
day of million dollar gifts, the potential 
risks are shattering. And yet, I must add, 
they're worth it. 

But Federations have survived and 
their stability has been reinforced with 
the passing of time. Nevertheless, their 
fragile nature is a source of psychological 
ulcers to the professional and to lay lead­
ership. They develop a respect for and a 
stake in the Federation and in its survival 
which must color their decisions regard­
ing its functioning. 

T o put it simply, suppose someone 
suggests a new program for support, or 
proposes dropping an affiliated service 
— a hospital or the house of shelter. The 
Federation is committed to examining 
that proposal on its merits. But, the top 
and especially devoted leadership does 
its examination with bifocals. Beyond the 
merits, it must evaluate what support of 
the new program or omission of the old 
program will do to Federation. Will Fed­
eration make friends or lose friends? 
Will we have a better campaign, attract 
more leadership? Will the new program 
enable us to carry out our other func­
tions better? 

Thus , awareness of the voluntary na­
ture o f Federation and its limitations 
makes it a deliberative body — one in 
which changes take place slowly, but, we 
hope, with deliberate speed. From the 

young and the impatient, this brings the 
Federation considerable abuse. T h e ef­
fort to accommodate them disturbs the 
leaders who have a stake in institutional 
continuity. Unfortunately, this some­
times leads to keeping everybody equally 
unhappy. 

The most painful frustration is that o f 
the leadership. T h e slogan should be, 
become a leader and lose your clout. Or, 
if I may paraphrase the way one of my 
wise markers puts it, "to be a leader, you 
have to be prepared, for the sake of the 
community, to be nice to people you 
can't stand!" His language is considera­
bly more picturesque. 

Change does take place. There was a 
time when all Federations supported na­
tional T B hospitals . Now, n o n e d o . 
There was a time when no Federations 
supported day schools. There was a time 
when community service in most cities 
meant the traditional health and welfare 
philanthropies. 

A d a p t a t i o n P o s s i b l e 

With all its limitations, Federations 
have changed and can adapt to new 
needs. But, they should not be expected 
to do so when it means violence to the 
Federation idea. 

Programs directed to the quality o f 
Jewish life, formal and informal, have 
always had a strong appeal to American 
Jews. Programs intended to serve this 
objective have taken a front and center 
position in recent years. We are learning 
to adapt the instrument o f Federation to 
them effectively as we have adapted our­
selves to other new services. We recog­
nize that our stake in the Federation 
image is closely associated with provid­
ing cultural services. At the turn of the 
century our forefathers had no such 
stake. They were not setting out to create 
what we with forgiveable exaggeration 
refer to as "the organized Jewish com­
munity." In Detroit, the United Jewish 
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Charities was organized by the estab­
lished 10 percent of the Jewish popula­
tion to help the 90 percent of recent 
newcomers from abroad. T h e objectives 
were simple and obvious: to eliminate 
duplication, to increase efficiency, and to 
raise the level o f funding. 

T h e new instrument later was found 
to be useful in building a Center, hous­
ing a Talmud Torah and dealing with 
the inevitable parade o f Jewish problems 
and programs which the ensuing years 
brought — first at home, and later na­
tionally and overseas. T h e problems and 
programs already described were many 
and varied, starting with Americaniza­
tion, free milk, free loans — yes, some 
free love — and midwives, deserting 
husbands, hot showers, fresh air. 

T h e ensuing years brought others: 
diminishing but repeated waves of im­
migration, economic deprivation, voca­
tional adjustment, family counsel ing, 
scholarships, cultural encouragement in 
music and the arts, health services, dis­
crimination, outright anti-Semitism, Hit-
lerism, world-wide rescue and rehabilita­
tion, absorption in Israel, strengthening 
Jewish life at home. 

T h e list is endless. Jews don't run out 
of problems. Each decade brings its own 
on top of the residue of the problems left 
over from previous decades. When the 
problems receded temporarily, there 
was an attempt to use the available cen­
tral instrument for new programs such 
as: the Jewish student on the campus, 
higher education in Israel, Centers with 
cultural programs, improvements in 
Jewish schools. 

A s s o c i a t i o n D e v e l o p s P e r s o n a l i t y 

In the process, something happened 
to the central instrumentality itself. It 
became a platform for Jews to take bitter 
issue with each other and sometimes to 
stand together. It became "a place to 
reason together ." S o m e called it "a 

Jewish address"; some wanted it to speak 
with "a Jewish voice." For others, it was 
Detroit's and Cleveland's and Chicago's 
— and, yes, America's, vehicle of kinship 
with Jews everywhere, in Europe and 
North Africa and especially in Israel. T o 
all of these, we must apply our modest 
sense of limitations. The fact does not 
quite match the label. But one thing is cer­
tain, the instrument of efficiency had taken on 
a personality and an identity of its own, a life 
of major importance to Jewish continuity. 

If the founding fathers returned to 
observe the simple mechanism they had 
established, they might not like what 
they saw. T h e y wanted to he lp the 
"have-nots"; they had no intention of in­
viting them into the establishment. In 
fact, some of their children left the estab­
lishment because it reached beyond its 
original philanthropic intention. And 
some of the children of the "have-nots" 
refuse to participate in the establishment 
because of the original intention. Why 
support hospitals and family agencies? 
Federation is shunned by both extremes; 
on the one hand, for being "too Jewish," 
and, on the other, because its founders 
were not Jewish enough. 

Jewish objectives are attained more 
successfully when they are incidental 
rather than planful. All the efforts to 
organize an organic Jewish community, 
locally and nationally, in America have 
failed. T h e Kehillah in New York City in 
the second decade of the century, and, 
nationally, the American Jewish Com­
mittee in 1906, the American Jewish 
Congress ten years later, and the Ameri­
can Jewish Conference in the early for­
ties, all sought to become the "address," 
the "voice," of American Jewry. And, 
none succeeded. 

E s t a b l i s h e d V a l u e s a n d 
N e w P r o g r a m s 

T h e Federation movement cautiously 
and persistently avoided this objective. It 



T H E D E V E L O P I N G F E D E R A T I O N I D E A 

had other work to do. I t financed a net­
work o f basic community services which 
made a measurable contribution to the 
current social, economic and educational 
status o f American Jews. I t developed a 
sound deliberative process and a system 
of accountability in the field o f human 
services. I t exercised a sense of pr ior i ty 
and t iming in relation to Jewish life and 
Jewish problems. Most o f all it involved 
the overwhelming majority o f American 
Jews in a process which serves as an 
image for Jewish identification. 

Wi th all their imperfections and ex­
ceptions, these are some o f the factors 
that characterize Federation. They have 
been a source o f strength despite the 
burden they impose. They have been the 
guidelines which support the thesis: Bet­
ter a l imited Federation than a broad 
"money barrel." 

Now, f rom many quarters, the Federa­
tion movement is challenged to take on 
the role and the function o f responsible 
centrality. This requires board represen­
tativeness of a dif ferent character we are 
to ld , i nc l ud ing measured quotas o f 
youth, academics, orthodox, women, re­
cipients o f service, etc. (No one has yet 
suggested representation o f the non-
contributors.) The basic test we must con­
tinue to apply first to any candidate is, 
will his leadership help us carry out our 
basic funct ion — fund-raising, social, 
communal and fiscal planning? Is he 
committed to agencies o f high caliber? A 

good Federation wil l develop the k ind o f 
structure which will assure the most ef­
fective level o f communal programs. 
This is the test which supercedes the 
quotas o f representativeness — without 
necessarily negating them. Fortunately, 
a good many women and youths meet 
these tests. But, we must be cautious that 
we don't settle for a first-rate central 
body and second rate programs. 

Federation's effectiveness depends on 
its continuing to function as the planning 
and f inancing instrument for agency 
services, i.e. chi ld care, aged, health, 
community relations, the enrichment o f 
Jewish life. Its own personality and iden­
tity are a plus which assures the Jewish 
commun i ty o f the st rength to meet 
today's problems and project tomorrow's 
programs. It came to us f rom our pred­
ecessors who strengthened it while they 
used it. We can pass it on enriched only 
by our understanding o f it. 

Somehow, i t has a practicality and a 
philosophy, or as some have termed it, 
both Mitzvah and Torah, at the same 
time. The more fully we understand the 
Federation idea, the more we use it, the 
more deeply we cherish it. I implore all 
to treat i t with respect and affection, to 
nourish it with generosity, to adapt it 
with wisdom, to strengthen it and to pass 
it on to their children. I t is the essential 
chore o f our-characteristically American 
Jewish heritage as long as we have a feel­
ing o f mishpachah for each other. 
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The Yom Kippur War and the Jewish Community Center; 
Some Observations and Questions* 

E A R L Y A I L L E N 

Community Consultant, National Jewish Welfare Board, New York 

JS T as the holocaust in Europe 
and then the establishment o f the 

State of Israel are considered bench­
marks o f modern Jewish history, the 
Six-Day War and the Yom Kippur War 
might be considered benchmarks o f re­
cent Jewish history. Both the Six-Day 
War and the Yom K ippur War have had 
profound effects on the people of Israel. 
The euphoria of the Six-Day War is now 
contrasted with the soul-searching o f the 
Yom Kippur War. 

My assigned task, however, is to ex­
amine not the effect o f the Yom Kippur 
War on Israel, but, in essence, its rela­
tionship to the American Jewish com­
muni ty and more specifically to one 
segment o f the American Jewish com­
munity, the Jewish community center. 
The task assigned included three areas: 

1. Examing the response of Jewish 
community centers to the Yom Kippur 
War. 

2. The Center as an institution in the 
community or, put in another way, what 
does the Jewish community center pro­
vide as an institution which would allow 
for such multi-faceted use of the Center 
dur ing the crisis? 

3. Can we identify the professional 
skills used by Center workers dur ing the 
crisis? 

We are all aware of the mobilization of 
the American Jewish community after 
that fateful Yom K ippur Day. Jewish 
community centers played significant 
roles dur ing those days o f tension and 
anxiety. I do not intend to present a 

laundry list of the many activities which 
occurred at Jewish community centers. 
Instead I would rather just suggest the 
range o f activities as well as the di f feren­
t ial approaches taken in some com­
munities. 

Activities included the gamut o f all age 
groups served by Jewish community cen­
ters, f rom nursery school chi ldren, to 
older adults; and included the work o f 
professional staff, board members and 
other volunteers. Descriptions o f specific 
examples can be found in theJWB Circle. 

Many normal activities were cancelled. 
Capital fund-raising drives were post­
poned on the part o f many Jewish Cen­
ters. 

Each Center reacted to the crisis in its 
own way, and the overall picture was that 
of a community mobilized in a crisis. 
However, I have been asked to examine 
the situation in retrospect as well as to 
look at what is happening now vis-a-vis 
Israel. Since this is an analysis, it should 
not be construed as a denigration o f the 
surge of activity that took place and the 
superb response to the crisis. 

M o d a l i t i e s o f R e a c t i o n 

I t would appear that there were three 
modalities o f response on the part o f the 
Jewish community centers. 

One modal i ty might be called the 
active-internal response. By active, I mean 
that many Center staff members and in 
many cases all Center staff as well as 
board and committee members became 
engaged in the crisis. No one had to urge 
them to react. 

By internal, I refer to what might also 
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* Presented at the Annual Meeting of the Na­
tional Conference o f Jewish Communal Set vice, 
San Francisco, California, June 3, 1974. 


