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Once a woman is given the opportunity, is she treated as a token? Is she so rare that her 
every action is noticed, putting her constantly in the spotlight? Is she stereotyped? Is she 
excluded from lunch "with the boys?" Is she expected to eat with the secretary or line staff? 

R I D D L E : A parent and son are in a ter
rible automobile accident and the 

parent is instantly killed. T h e son is 
rushed to the hospital, placed into 
emergency surgery. The surgeon with 
gloves donned approaches the operat
ing table and suddenly cries out, "I can't 
operate on this child. He is my son." 
Who is the surgeon? 

T h e first guess usually is "his father." 
When this is not correct people are 
likely to guess "stepfather," "priest"— 
anything but mother. In fact, the sur
geon is the boy's mother. It is perhaps 
not surprising that few guess correctly 
since not only are few mothers sur
g e o n s , b u t o u r u n c o n s c i o u s a s 
sumption—our mental picture—of a 
surgeon is that of a man, not a woman. 

So it is in administration. When the 
title "Executive Director" is used, the 
mental image of its holder is masculine. 

This paper will address the dearth of 
women in upper level management po
sitions in Jewish social agencies. It will 
start with a brief summary of the cur
rent situation, followed by an analysis of 
different social science theories that 
seek to explain why there are so few 
women. Following this the author sug
gests some hypotheses particularly ger
mane to this situation in Jewish com-

* Presented at the Annual Meeting of the Con
ference of Jewish Communal Service, Kiamesha 
Lake, New York, June 7, 1983. 

munal services. The conclusions offer 
suggestions for amelioration. 

Where are the Women? 

In an NASW membership survey in 
1971-72 it was found that while almost 
twice as many social workers were 
women, the proportion of men in ad
ministrative positions was twice that of 
women. Even within administration, 
men tended to receive higher salaries 
than women. While almost eight percent 
of male administrators had salaries of 
$25,000 or more, less than two percent 
of women did. Almost three times as 
many male as compared to female ad
ministrators earned over $20,000. Even 
when correcting for family status these 
figures held true. Whether women ad
ministrators were single or married, 
with or without children, the difference 
in their salaries was less than the dif
ferences between them and male ad
ministrators. In none of the women 
sub-categories did even half as many 
women as men earn over $25,000. ' 

Another NASW study of social work 
leadership found that in 1976, of 868 
non-profit social work agencies (in
cluding member agencies of Family Ser
vice Association, Child Welfare League 
of America, federally funded commu
nity mental health centers and the Na
tional Jewish Welfare Board) women 
occupied 16 percent of these positions. 
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In contrast, of 265 similar agencies in 
1957, women had held 60 percent of the 
top positions. Despite the growth in the 
number of agencies, the proportion of 
women in top positions declined by ap
proximately two percent a year over two 
decades. 2 

N o t o n l y a r e w o m e n u n d e r -
represented in social work administra
tion and paid lower salaries but their 
mobility is slower. Another study of 
twenty family agencies found that it 
took women three times as long as men 
to be promoted from the position at 
which they were hired to the next level 
(51.3 months versus 17.6 months) and 
twice as long for their next promotion 
(six years as compared to three years). 3 

T h e situation in Jewish communal 
agencies shows even greater disparity 
than in the general social work profes
sion. In the same 1976 study referred to 
earlier, out of 113 member agencies of 
the National Jewish Welfare Board di
rected by social workers only one per
cent of these were directed by women. 
In comparison, 20 percent of the Family 
Services Association agencies, 19 per
cent of Child Welfare League agencies 
and 9 percent of federally funded 
community mental health centers were 
directed by women. 4 

A national survey of Jewish com
munal service agencies the very next 
year produced similar findings. Of 2200 
social workers more than half were 
women but only one percent of the 
women were executives and four per
cent were assistant directors. Of 303 
agency executive positions (i.e., director 
and assistant director) only three per
cent were held by women, and these 
tended to be concentrated in the smaller 
agencies. 5 

In a follow-up of that study the 
C o m m i t t e e on O p p o r t u n i t i e s for 
Women of the Conference of Jewish 
Communal Services questioned women 
members on interest in career ad

vancement, mobility, and perceptions of 
barriers. Of 180 responses 80 percent 
were interested in career advancement 
and 40 percent indicated a willingness to 
relocate for career advancement. In the 
Federation and Youth Services field 
over two-thirds indicated geographic 
mobility. T h e great majority (70 per
cent) clearly perceived discrimination as 
the major barrier to their advancement, 
over such other factors as family re
sponsibi l i ty , mobil i ty, tradit ion, or 
women's own reluctance to accept such 
positions. 6 

Finally, in a study of Jewish com
munal agencies in the Greater New 
York Area, while women occupied 60 
percent of all professional employee po
sitions, they occupied only 10 percent of 
all the executive director positions. Of 
eleven different types of agencies, they 
occupied these top positions only in 
Jewish community centers and hospi
tals. In contrast, twice as many women 
as men were found at the line-staff level. 
Salaries were similarly skewed. Only 10 
percent of those earning over $40,000 
were women while almost twice as many 
women as men earned under $10,000. 
In six of the eleven agency categories no 
women earned over $40,000. Twice as 
many women as men earned between 
$15,000 and $25,000 while almost twice 
as many men earned between $25,000 
and $30,000 and three times as many 
men as women earned between $30,000 
and $40 ,000 . 7 

W h y : F o u r T h e o r e t i c a l A p p r o a c h e s 
t o C a u s a t i o n 

Why are women so severely under-
represented in administrative leader
ship positions in a field that is predomi
nately female? There are four general 
categories of theories that seek to ex
plain why, in general, few women are 
found in top management positions. 
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Briefly, these are the biological, the psy
c h o l o g i c a l (or p s y c h o - s o c i a l ) , the 
sociocultural and the structural. These 
explanations range from placing causa
tion within the individual to within the 
society, and from immutable to remedi
able. Let us briefly describe and discuss 
each of these. 

Biological: This is the "Biology is Des
tiny" argument: men and women are 
inherently different, physically and ge
netically, and therefore women in man
agement positions violate some immut
able "laws of nature." Examples of 
this type o f t h i n k i n g r a n g e f rom 
sociobiologists who argue that since in 
prehistoric times men were hunters and 
women childrearers, women still belong 
in the home; to medical doctors who 
claim that women's menstrual cycles 
make them unfit for decision-making; 
to psychologists who claim that because 
women have wombs they are inner, 
home-oriented while because men have 
penises they are oriented out into the 
world. 

These arguments are, in general, spe
cious and distort data to provide evi
dence in their favor. Certainly it is true 
that there are some physical differences 
in men and women but there is no real 
evidence to show how these affect what 
are in general culturally defined gender 
roles. 8 Evidence from comparative an
thropology as well as historical records 
indicate that women and men have ex
changed roles in different cultures and 
at different times. One major physical 
difference, the greater upper body 
strength in men, is irrelevant for mana
gerial work. T h e other physical dif
ference, women's ability to bear chil
dren, is often confused with rearing 
children which can physically be done 
by either sex and in our society is usually 
a shared parental role. T h e availability 
of contraception and child care make 
this issue moot . 9 

Psychological: This is basically a psy-

chodynamic explanation based on early 
chi ldhood experiences and the dif
ferential resolution of the oedipal con
flict by boys and girls. Boys learn to 
i d e n t i f y w i th t h e i r f a t h e r s , t h u s 
s e p a r a t i n g t h e m s e l v e s f r o m the ir 
mothers. They are encouraged to be 
more independent and are protected 
less than girl children who have a more 
difficult time separating from their 
mothers. Hence girls tend to become 
less independent, to rely on others for 
approval and to be more affiliation 
oriented and less achievement oriented 
than boys . 1 0 This approach has been 
popularized through Horner's work re
garding women's "fears of success" in 
which she argues that women fear high 
achievement (as doctors in her study) 
because they are afraid they will lose 
their femininity and experience rejec
tion by loved o n e s . 1 1 

While there is much validity to these 
observations and conclusions, there are 
two major arguments against it. T h e 
first is that of cultural and/or situational 
bias. It has been argued that the early 
chi ldrearing dynamics described by 
H o f f m a n are a white, middle-class 
American phenomenon which should 
not be generalized into some immutable 
psychological law of human behavior. 
Critics of Horner have found her study 
unreplicable, in two ways. In different 
kinds of achievement situations that are 
less male oriented women are less likely 
to feel defeminized by success. In more 
recent replication attempts, perhaps as a 
resul t o f the w o m e n ' s m o v e m e n t , 
women no longer seemed to be as fear
ful of success as they did in Horner's 
earlier s tudy. 1 2 

T h e second type of argument against 
the psychological causation approach is 
not with the facts but the consequences. 
It is argued that looking to early child
hood for causation is a "blaming the vic
tim" model: the personality is set by the 
age of five and if not immutable, change 
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is e x c e e d i n g l y dif f icult . T h i s creates a 
s e n s e o f inevitabi l i ty m u c h as o t h e r psy
chosoc ia l e x p l a n a t i o n s o f b e h a v i o r d o . 

Sociocultural: T h i s a p p r o a c h is s imilar 
to the psycho log ica l in that it f o c u s e s o n 
t h e d i f f e r e n c e s in c h i l d r e a r i n g o f boys 
a n d girls . I n s t e a d o f a psycho log i ca l a p 
p r o a c h to t h e m o t h e r - c h i l d in terac t ion , 
h o w e v e r , this theoret ica l a p p r o a c h e x 
a m i n e s soc ie ta l f a c t o r s a n d c u l t u r a l 
m o r e s w h i c h result in sex ro le s t ereo 
t y p i n g , that is, publ ic ly s h a r e d be l ie f s 
r e g a r d i n g t h e a p p r o p r i a t e c h a r a c 
teristics for ma le s a n d f e m a l e s . 1 3 It rec
o g n i z e s t h e d i f f e r e n c e b e t w e e n b io log i 
cal at tr ibutes a n d g e n d e r - r e l a t e d r o l e 
e x p e c t a t i o n s . A n u m b e r o f p o p u l a r as 
well as scholar ly w o r k s in the last d e c a d e 
h a v e e x a m i n e d s u c h s e x ro le d i f f e r e n c e s 
in ch i ldren ' s p lay , m a t h e m a t i c s ability 
a n d e x p e c t a t i o n s , a t t e n t i o n by t e a c h e r s , 
h o w boys a n d girls are p o r t r a y e d in 
ch i ldren ' s texts , a n d e v e n t h e u s e o f dis
t i n g u i s h i n g co lors f r o m b i r t h . 1 4 

W h i l e it a l so c a n b e e m p l o y e d in a 
fatalistic w a y — " H o w c a n I poss ib ly b e 
an admin i s t ra tor , I've b e e n soc ia l ized 
f r o m birth to be pass ive , c o m p l i a n t a n d 
nur tur ing?"—impl i c i t in this theoret ica l 
a p p r o a c h is that t h e r e is n o t h i n g i n h e r 
e n t in boys ' or girls' n a t u r e that p r e p a r e s 
o n e a n d n o t t h e o t h e r for l e a d e r s h i p . 
W h i l e ind iv idua l s m a y n e e d to b e c o m e 
aware o f a n d o v e r c o m e the ir sex ro le 
soc ia l izat ion, t h e f o c u s for c h a n g e is a lso 
o n t h e society. Publicly s h a r e d bel ie fs 
a n d cul tural n o r m s c a n b e a n d are b e i n g 
c h a n g e d all t h e t ime . 

Structural I Situational: U n l i k e the o t h e r 
theoret ica l o r i e n t a t i o n s , this a p p r o a c h 
e x a m i n e s t h e f o r m a l a n d i n f o r m a l 
s tructure o f t h e w o r k p l a c e to e x p l a i n 
w h y w o m e n d o n o t m o v e in to u p p e r 
m a n a g e m e n t pos i t i ons . It f o c u s e s o n the 
h e r e - a n d - n o w rather t h a n l o o k i n g in to 
the indiv idual ' s past; it e x a m i n e s the 
s i tuat ion ra ther than the persona l i ty for 
causat ive e x p l a n a t i o n s . 

R o s a b e t h M o s s K a n t e r is t h e bes t 

k n o w n e x p o n e n t o f this theoret ica l a p 
p r o a c h . I n h e r b o o k , Men and Women of 
the Corporation, s h e ident i f i e s t h r e e e le 
m e n t s o f h e r structural theory : o p p o r 
tuni ty , p o w e r a n d n u m b e r s . 1 5 T h r o u g h 
h e r o w n s t u d y as wel l as a r e v i e w o f 
o t h e r r e s e a r c h findings s h e c o n c l u d e s 
that w h e n p e o p l e p e r c e i v e t h e y h a v e n o 
o p p o r t u n i t y for mobi l i ty in a n o r g a n i 
za t ion t h e y b e h a v e in cer ta in ways . B e 
c a u s e u p w a r d mobi l i ty usua l ly is b l o c k e d 
for w o m e n t h e y m a y l imit the ir aspira
t ions , h a v e l o w e r s e l f - e s t e e m , b e c o m e 
p e e r g r o u p o r i e n t e d for loyalty a n d 
p r o t e c t i o n , e n j o y p e r s o n a l re la t ionsh ips 
m o r e t h a n i n s t r u m e n t a l o n e s a n d re s ign 
t h e m s e l v e s to the ir p r e s e n t pos i t i ons . 
T h e s e b e h a v i o r s h a v e b e e n l a b e l l e d 
" f e m i n i n e " as o p p o s e d to "mascu l ine" 
c o m p e t i t i v e n e s s , h i g h asp ira t ion , a n d 
vertical o r i e n t a t i o n , but it is typical for 
any i n d i v i d u a l o r g r o u p w h i c h has l im
i ted o p p o r t u n i t y for a d v a n c e m e n t . 

S imi larly , t h o s e with little p o w e r in a n 
o r g a n i z a t i o n b e c o m e d irec t ive , con tro l 
l ing , c o e r c i v e , i n s e c u r e a n d tur f p r o 
tect ive . H e r e a g a i n , this m a y s e e m to 
d e s c r i b e w o m e n in first level superv i 
sory p o s i t i o n s . S ince it is w o m e n w h o are 
disproport ional ly b locked at first level su
perv is ion pos i t ions , Ranter's theory sug 
ges t s that it is t h e s i tuat ion ra ther t h a n 
the g e n d e r that creates s u c h b e h a v i o r 
a n d a t t i t u d e s . W h e n m e n — o r w o 
m e n — a r e h i g h in organ iza t iona l p o w e r 
they b e h a v e in less r ig id ways , d e l e g a t e 
m o r e c o n t r o l a n d p r o v i d e o p p o r t u n i t i e s 
for s u b o r d i n a t e s to m o v e u p . 

H e r th ird c a t e g o r y , n u m b e r s , re fers 
to the p r o p o r t i o n o f w o m e n to m e n in a 
part icular j o b ro le . W h e n a m e m b e r o f a 
part icu lar g r o u p — b e it a w o m a n , a 
Black or a J e w — i s a "token," that p e r s o n 
is m o r e l ikely to b e "on display." T h e y 
m a y b e e i t h e r m o r e severe ly t e s ted or 
over ly p r o t e c t e d , they will b e i so la ted 
a n d p e r i p h e r a l , t h e y will h a v e f e w e r o p 
p o r t u n i t i e s to b e " s p o n s o r e d " a n d they 
will b e m o r e l ikely to b e cast in to ro le 
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s t e r e o t y p e s ra ther t h a n b e s e e n as indi 
v i d u a l s . 1 6 

P e o p l e are m o r e c o m f o r t a b l e wi th 
o t h e r s w h o are s imilar to t h e m . T h i s is 
part icular ly t rue for t h o s e in e x e c u t i v e 
p o s i t i o n s w h e r e i m p o r t a n t d e c i s i o n s 
m u s t o f t e n b e m a d e quickly a n d w i t h 
i n a d e q u a t e i n f o r m a t i o n . In s u c h s i tua
t ions trust b a s e d o n i n f o r m a l re la t ion
sh ips is a major factor . T h i s is w h y 
p e o p l e usua l ly h i re t h o s e l ike t h e m 
se lves . T h i s is o n e r e a s o n w h y n o n -
W A S P S in g e n e r a l a n d J e w s a n d Blacks 
in part icular h a v e historical ly b e e n e x 
c l u d e d f r o m certa in c o r p o r a t e sectors . It 
is a lso w h y w o m e n h a v e b e e n e x c l u d e d . 
W o m e n are s e e n as d i f f e r e n t a n d m e n 
o f t e n fee l m o r e c o m f o r t a b l e in t h e all 
m a l e "club." 

I n o u r soc ie ty t h e r e are f e w se t t ings 
w h e r e m e n a n d w o m e n interact as t rue 
p e e r s . C o n s e q u e n t l y , m e n e x e c u t i v e s 
o f t e n d o n o t k n o w h o w to relate to a 
w o m a n e x e c u t i v e . D o I h o l d t h e d o o r ? 
C a n I tell that s l ightly o f f - co lor j o k e ? 
Will I g e t i n v o l v e d sexual ly? O r will m y 
wi f e s u s p e c t I a m e v e n if I a m not? S e x 
ual t e n s i o n is a n i m p o r t a n t factor that is 
usua l ly n o t a d d r e s s e d . S ince w o m e n 
t e n d to b e s e e n as s ex objects in o u r 
society t h e r e is a t e n d e n c y in t h e work
p l a c e t o a s s i g n t h e m t o that r o l e — 
especia l ly if t h e y are y o u n g a n d pretty . 
T h a t is o f t e n h o w secretar ies , with less 
s tatus a n d p o w e r are t reated . 

S o m e t i m e s y o u n g e r w o m e n a d m i n i s 
trators are a lso p i g e o n h o l e d in this way . 
T h i s has n e g a t i v e c o n s e q u e n c e s in a 
n u m b e r o f ways . It d e n i e s t h e w o m a n ' s 
ro l e as a n e q u a l a n d f o c u s e s a t t en t ion o n 
h e r l o o k s r a t h e r t h a n h e r abil it ies. It a l so 
m a k e s s o m e m a l e p e e r s a n d superv i sors 
wary o f b e c o m i n g t o o f r i end ly , thus d e 
p r i v i n g h e r o f b e i n g part o f t h e i n f o r m a l 
p e e r g r o u p . 

It is a l so a m a j o r factor in e x c l u d i n g 
w o m e n f r o m t h e b e n e f i t o f t h e m e n t o r 
r e l a t i o n s h i p . I n p r o f e s s i o n a l w o r k t h e 
o l d e r m a n f r e q u e n t l y takes a y o u n g e r 

m a n u n d e r his w i n g , s t eers h i m t h r o u g h 
o r g a n i z a t i o n a l pol i t ics , p r o t e c t s h i m , a d 
vises h i m o n his c a r e e r a n d o p e n s d o o r s 
f o r h i m . F o r w o m e n t h e s i tuat ion is 
o f t e n d i f f e r e n t . M a n y o l d e r m e n will 
a v o i d t a k i n g o n w o m e n p r o t e g e s b e 
c a u s e t h e y are e i t h e r afra id o f t h e s e x u a l 
c o n n o t a t i o n s o r b e c a u s e t h e y d o n o t fee l 
t h e s a m e p a t e r n a l b o n d i n g w i t h 
y o u n g e r w o m e n as t h e y d o for y o u n g e r 
m e n . W h e r e m e n t o r r e l a t i o n s h i p s ex i s t , 
in m a n y i n s t a n c e s m e n h a v e sexua l ly 
e x p l o i t e d t h e w o m e n . E x p l o i t a t i o n o c 
curs in s e x u a l re la t ions w h e n e v e r o n e 
i n d i v i d u a l is in a m o r e p o w e r f u l p o s i t i o n 
in re la t ion to t h e o t h e r a n d t h e r e f o r e 
the r e l a t i o n s h i p c a n n o t b e f ree ly e n 
t e r e d i n t o by b o t h as e q u a l s . 

W h e r e t h e t o k e n w o m a n a d m i n i s 
trator is o l d e r a n d n o t easily cast i n t o t h e 
" k i d s i s t e r " o r " s e x o b j e c t " r o l e 
s t e r e o t y p e , s h e m a y b e cast i n t o t h e r o l e 
o f " n u r t u r i n g m o t h e r " , " A m a z o n " o r 
"cas tra tor" . I n a n y c a s e , t h e t o k e n 
w o m a n is o f t e n typecast i n t o o n e or a n 
o t h e r ro le s t e r e o t y p e r a t h e r t h a n s e e n as 
a n i n d i v i d u a l , r e s u l t i n g in lack o f access 
t o the s a m e i n f o r m a l h e l p i n g re la t ion
s h i p s as m a l e p e e r s , less o p p o r t u n i t y for 
success a n d a d v a n c e m e n t a n d less re 
spec t as a d e c i s i o n - m a k e r . 

W h y : P a r t i c u l a r I s s u e s i n J e w i s h 
A g e n c i e s 

As par t o f o u r larger c u l t u r e , m a n y 
J e w i s h m a l e a g e n c y e x e c u t i v e s n o d o u b t 
s h a r e in t h e p r e v a i l i n g b e l i e f s y s t e m that 
c o n s i d e r s w o m e n less ab le as a d m i n i s 
trators . S o m e m a y b e l i e v e t h e b io log ica l 
a r g u m e n t o f i n h e r e n t in fer ior i ty o r dif
f e r e n c e . O t h e r s m a y b e l i e v e t h e psy
c h o l o g i c a l e x p l a n a t i o n t h a t w o m e n 
d o n ' t real ly w a n t to a c h i e v e a n d a re 
h a p p i e r in s u p p o r t i v e ro les . M a n y m a y 
h a v e t h e m s e l v e s b e e n s o i m b u e d wi th 
s e x ro l e s t e r e o t y p i n g s that it is h a r d for 
t h e m t o " s e e " w o m e n as s u r g e o n s , 
e x e c u t i v e d i rec tors or in any o t h e r pos i -
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d o n o f p o w e r — e s p e c i a l l y p o w e r o v e r 
m e n . M a n y J e w i s h a g e n c y a d m i n i s 
trators , l ike o t h e r m e n , m a y b e u n c o m 
fortable a r o u n d w o m e n admin i s t ra tors 
a n d consc ious ly o r u n c o n s c i o u s l y treat 
t h e m d i f f erent ly in t h e w o r k set t ing. 

I n a d d i t i o n to all t h e s e factors , t h e r e 
a re at l east t h r e e a d d i t i o n a l fac tors 
o p e r a t i n g in J e w i s h c o m m u n a l services 
that m a y c o n t r i b u t e to t h e pauc i ty o f 
w o m e n in t o p admin i s t ra t ive pos i t ions . 
T h e s e t h r e e factors are: v o l u n t a r i s m , 
the J e w i s h fami ly a n d the part icular a g e 
c o h o r t o f J e w i s h m a l e e x e c u t i v e s a n d 
b o a r d m e m b e r s . 

Voluntarism: T h e J e w i s h c o m m u n i t y 
has p r i d e d itself, a n d just i f iably so , o n its 
l o n g h i s tory o f m u t u a l aid a n d v o l u n 
tarism. It has b e e n a m o d e l for o t h e r 
social serv ice sys tems a n d has a c h i e v e d 
this t h r o u g h t h e act ive i n v o l v e m e n t o f 
v o l u n t e e r s as b o a r d m e m b e r s , f u n d 
raisers a n d service w o r k e r s . T h i s p h e 
n o m e n o n , h o w e v e r , c a n re tard t h e a p 
p o i n t m e n t o f w o m e n admin i s t ra tors for 
two rea so ns . W h e r e w o m e n v o l u n t e e r s 
are u s e d e x t e n s i v e l y , a n d this is o f t en in 
v o l u n t e e r serv ice capaci t ies , there m a y 
b e a r e l u c t a n c e to h i re w o m e n in t o p 
pos i t ions . T o d o so m a y b e p e r c e i v e d as 
crea t ing d i s s e n s i o n . If s o m e very c o m 
p e t e n t w o m e n are c o n t r i b u t i n g the ir 
t i m e a n d e f for t , p e r h a p s they will r e s e n t 
a n o t h e r w o m a n b e i n g p a i d for w h a t 
m a y b e s e e n as s imilar work , or work for 
w h i c h they are qua l i f i ed . S inc e n o t all 
the v o l u n t e e r s c a n b e c h o s e n for a p a i d 
j o b , if o n e o f the ir n u m b e r w e r e c h o s e n 
for the p a i d p o s i t i o n it c o u l d c a u s e 
a n g e r a n d e n v y , a n d e v e n the loss o f 
v o l u n t e e r s . B e c a u s e w o m e n as well as 
m e n h a v e b e e n soc ia l ized in to society's 
n o r m s it is o f t e n eas ier , espec ia l ly for 
t h e o l d e r , m o r e t r a d i t i o n a l J e w i s h 
w o m e n v o l u n t e e r , to accept l e a d e r s h i p 
f r o m m e n ra ther than f r o m a n o t h e r 
w o m a n . 

S imi lar ly , at t h e f u n d - r a i s i n g a n d 
board-pol icy level , it is o f ten a r g u e d that 

"we need a m a n — a w o m a n won' t b e as 
r e s p e c t e d . " O n e o f t h e major t h e m e s in 
J e w i s h c o m m u n a l services today is c o n 
c e r n a b o u t its s t a t u s . 1 7 W h e n t h e social 
w o r k p r o f e s s i o n was c o n c e r n e d a b o u t its 
s tatus , it d e c i d e d t h e way to raise it was 
to attract m o r e m e n to the p r o f e s s i o n . 
U n f o r t u n a t e l y , that i d e a p r o b a b l y still 
carries w e i g h t . S ince b e c a u s e o f s e x i s m 
w o m e n are n o t g i v e n equal o p p o r t u n i t y , 
they h a v e n o t b e e n in h i g h status pos i 
t ions . H e n c e w o m e n are s e e n as h a v i n g 
less status. S ince t h e y h a v e less status, 
h o w c a n t h e y b e p l a c e d in t o p level posi
t ions? It's a catch-22 a n d as l o n g as t h e 
a s s u m p t i o n is n o t c h a l l e n g e d , it will 
n e v e r c h a n g e . T h e idea that o t h e r m a l e 
e x e c u t i v e s a n d t h o s e wi th a c c e s s to 
f u n d s will n o t b e as c o o p e r a t i v e with a 
f e m a l e e x e c u t i v e has b e e n c h a l l e n g e d in 
the c o r p o r a t e wor ld . In the last ten 
years , b a n k i n g , major legal f i rms , a n d 
large c o r p o r a t i o n s h a v e h i r e d t h e m o s t 
qua l i f i ed p e o p l e — e v e n w h e n t h e y are 
w o m e n — a n d h a v e f o u n d that they are 
very success fu l in t h e c o r p o r a t e w o r l d o f 
h i g h f i n a n c e . T h e y ga in status , t h e pos i 
t ion d o e s n o t l o s e status. 

Jewish Family: W h i l e the i s sue o f vol 
u n t a r i s m is a major o n e for J e w i s h a g e n 
cies , it is n o t u n i q u e to t h e m . U n i t e d 
F u n d s a n d o t h e r n o n - s e c t a r i a n a g e n c i e s 
wi th s imilar v o l u n t a r y s truc tures h a v e 
t e n d e d to e x c l u d e w o m e n f r o m t o p p o 
sit ions for t h e s a m e r e a s o n s . T h i s sec
o n d factor t h o u g h , is by d e f i n i t i o n , 
u n i q u e t o J e w i s h a g e n c i e s . B e c a u s e 
these a g e n c i e s h a v e e m e r g e d f r o m the 
J e w i s h c o m m u n i t y a n d are J e w i s h - i d e n 
t i f ied t h e y wi sh to p r e s e r v e a n d m a i n 
tain J e w i s h va lues . A m o n g the m a n y 
J e w i s h v a l u e s a n d be l ie f s are t h o s e re
lated to t h e family . I n the tradit ional 
J e w i s h fami ly it is b e l i e v e d t h e mother ' s 
s p h e r e is t h e h o m e . T h e fa ther is the 
h e a d o f t h e fami ly a n d his s p h e r e is t h e 
o u t e r w o r l d . T h e ro les o f m e n a n d 
w o m e n a r e s e p a r a t e a n d d i f f e r e n t . 
M a n y a r g u e that a l t h o u g h they are dif-
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ferent they are equal, each in his or her 
own sphere. Others question whether 
separate can ever be equal. As long as 
this traditional belief in separate spheres 
is unquestioned, there is little legitimacy 
for women in the workplace. If they are 
there, according to this belief system, 
they should be in supportive and help
mate roles to man; for example, assis
tant director (mother) to the executive 
director (father), thus emulating the 
traditional family roles. 

Geographic mobility is frequently 
necessary for career mobility. Whether 
or not w o m e n are geograph ica l l y 
mobile, Jewish men making hiring deci
s ions m i g h t e x p e c t that w o m e n — 
especially married women—not only 
would not but should not be geographi
cally mobile. Similarly, if they hold 
traditional beliefs about women's role in 
the family they may assume a woman 
would not—or should not—be free to 
travel on business, to attend evening 
meetings or to give the time and atten
tion necessary in a top administrative 
position. 

Ironically, this "traditional" role is 
really quite recent. In the shtetl the man 
was not in the world, but other-worldly. 
T h e highest occupation for a man was to 
study the Torah. T o enable him to do 
this it was the woman who raised the 
vegetables or milked the cow, brought 
her wares to market, bartered and bar
gained, shopped and in general at
tended to the "wordly" duties—in or out 
of the home. It was not until after the 
sons of the Jewish immigrants became 
successful in business that the concept of 
wives staying at home became prevalent. 
This model was more in keeping with 
the American middle-class consumption 
model of success than with authentic 
Jewish tradition. 1 8 

Age Cohort: J e w i s h m e n in t o p 
decis ion-making positions in Jewish 
communal services would now be in 
their late 40s to early 60s. They came to 

adulthood and obtained their profes
sional training in the postwar period to 
1960. T h e history of Jewish communal 
services is intricately linked with that of 
social work. T w o major events occurred 
in social work in that period. One was 
the effort in the postwar period to at
tract men into the profession, in order 
to "raise the status" of social work. This 
effort was highly successful, largely due 
to the availability of the GI Bill of Rights 
which enabled young veterans of World 
War II and then Korea—often Jewish 
urban men from poor or working class 
backgrounds—to attend schools of so
cial work. T h e second event was the de
velopment of group work and then 
c o m m u n i t y o r g a n i z a t i o n as major 
methods within social work. 

These two events were interrelated, 
and also closely connected to Jewish 
communal services. It was in the Jewish 
Centers in that period that social group 
work had its strongest development. 
Many of the top executives today had 
their start in Jewish group work services 
in the late 1940s and '50s, moving on in 
the early '60s to community organiza
tion and administration. 

These men entered a profession in 
which women predominated. Casework, 
the dominant methodology, was taught 
by women, practiced overwhelmingly by 
women and its emphasis on nurturance, 
empathy and helping was considered 
"feminine". Although there were also 
leading women in group work and 
community organization at the time, 
these methods became dominated by 
men and "masculinized". Group work 
was converted from process to task 
orientation and in community organi
zation from collaboration to contest . 1 9 

As Kadushin asserts, moving into ad
ministration was a way for men in a 
"women's profession" to minimize the 
role strain they may have felt in an oc
cupation that was low status and role 
inconsistent. 2 0 Seen from this perspec-
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tive it m i g h t b e di f f icul t for t h e s e m e n to 
o p e n u p a d m i n i s t r a t i v e p o s i t i o n s t o 
w o m e n w i t h o u t t h e m s e l v e s f e e l i n g c o n 
f l icted a n d t h r e a t e n e d . 

T h i s d i s trust a n d " p u t - d o w n " o f social 
c a s e w o r k , a n d by e x t e n s i o n , o f w o m e n 
in social w o r k , c a n a lso b e s e e n as a 
m a n i f e s t a t i o n o f a larger cul tural p h e 
n o m e n o n o c c u r r i n g in the early p o s t w a r 
p e r i o d w h e n t h e s e m e n , n o w most ly in 
their f ift ies , w e r e r e a c h i n g a d o l e s c e n c e 
a n d in t h e f o r m a t i v e s tages o f the ir 
careers . T h i s was the p e r i o d o f p o p psy
c h o l o g y a n d a n t i - m o m i s m . A n y cursory 
rev iew o f p o p u l a r c u l t u r e in t h e late 
Forties a n d early Fifties reveals a simplis
tic a d o p t i o n o f F r e u d i a n p s y c h o l o g y . 

W o m e n w h o h a d w o r k e d o u t o f t h e 
h o m e d u r i n g W o r l d W a r II lost or g a v e 
u p the ir j o b s to. r e t u r n i n g v e t e r a n s in 
e x c h a n g e for the ir p lace in the c o n 
s u m e r c h i l d - c e n t e r e d n u c l e a r - f a m i l y 
s u b u r b a n h o m e w h i c h was t o u t e d as 
the i d e a l . 2 1 W o m e n w e r e m a d e to fee l 
gui l ty for n e g l e c t i n g the ir c h i l d r e n or 
a c c u s e d o f p e n i s - e n v y or a "mascul ini ty 
c o m p l e x " if they w a n t e d c a r e e r s . 2 2 

I n 1 9 4 2 Phi l ip Wyl ie w r o t e "Genera
t ion o f Vipers" . It b e c a m e e x t r e m e l y 
p o p u l a r a n d controvers ia l in the pos t 
war era a n d by 1 9 5 5 was in its 2 0 t h 
e d i t i o n . T h i s b o o k c o i n e d t h e t e r m 
" m o m i s m " a c c u s i n g m o t h e r s a n d the 
w o r s h i p o f m o t h e r s o f c a u s i n g m o s t o f 
t h e ev i l o n e a r t h . W y l i e d e s c r i b e s 
m o t h e r s in this way: 

These caprices are of a menopausal nature 
at best—hot flashes, rage, infantilism, weeping, 
sentimentality, peculiar appetite, and all the 
ragged riticule of tricks, wooings, wiles, sub
o r n e d fornicat ions , slobby o n a n i s m s , in
dulgences, crotchets, superstitions, phlegms, 
debi l i t ies , vapors , but ter f l i es - in- the-be l ly , 
plaints, connivings, cries, malingerings, de
ceptions, visions, hallucinations, needlings and 
weedlings. . . . But behind this vast aurora of 
pitiable weakness is mom, the brass-breasted 
Baal, or mom, the thin and enfeebled martyr 
whose very ur ine , neverthe less , will etch 
g lass . 2 3 

T h i s is b u t o n e e x a m p l e o f m a n y p a g e s 
f i l led wi th r a g e aga ins t y o u n g w o m e n 
"Cindere l las" w h o b e c o m e m o m s , b e n t 
o n e m a s c u l a t i n g a n d d e s t r o y i n g their 
sons . 

It w o u l d h a v e b e e n dif f icult for m e n 
g r o w i n g u p in this p e r i o d n o t to h a v e 
b e e n a f f e c t e d by the cul tural v iew o f 
w o m e n p r e v a l e n t at that t ime . It w o u l d 
h a v e b e e n e v e n m o r e di f f icul t for y o u n g 
m e n e n t e r i n g a p r e d o m i n a t e l y w o m e n ' s 
p r o f e s s i o n , a p r o f e s s i o n that was shift
i n g f r o m l e a d e r s h i p by w o m e n to the 
a c c e p t a n c e o f a n a r r o w F r e u d i a n i s m 
w h i c h c o n s i d e r e d w o m e n ' s in teres t in 
careers as a b n o r m a l , to s e e w o m e n as 
p r o f e s s i o n a l p e e r s . It is that c o h o r t o f 
m e n w h o a re n o w in d e c i s i o n - m a k i n g 
pos i t ions r e g a r d i n g t h e c a r e e r aspira
t ions o f p r o f e s s i o n a l w o m e n . 

What Can Be Done 

T h e p i c t u r e d o e s i n d e e d look d i smal . 
T h e r e are , h o w e v e r a n u m b e r o f s t eps 
that c a n b e taken . First a n d f o r e m o s t is 
the n e e d for m a l e e x e c u t i v e s a n d o t h e r s 
in pos i t i ons o f p o w e r a n d i n f l u e n c e to 
a c k n o w l e d g e that t h e r e is a p r o b l e m . 
T h e statistics c learly s h o w the imbal
a n c e . M a n y w o m e n t o d a y are s e e k i n g 
admin i s t ra t ive pos i t ions a n d a re g e o 
graphica l ly m o b i l e a n d are n o t l imi t ed 
by fami ly cons tra int s . 

Male e x e c u t i v e s first n e e d t o e x a m i n e 
their o w n a t t i tudes a b o u t w o m e n . T h e n 
they n e e d to e x a m i n e the ir o w n o r g a n i 
zat ional s t ruc ture to d e t e r m i n e w h e t h e r 
w o m e n d o h a v e equa l o p p o r t u n i t i e s . If, 
after objec t ive analys is , d i scr iminatory 
pat terns are r e v e a l e d , a f f i rmat ive act ion 
in s e e k i n g o u t qua l i f i ed w o m e n cand i 
d a t e s , a n d in their h i r i n g a n d p r o m o t i o n 
s h o u l d b e aggres s ive ly u n d e r t a k e n . N o 
t w o p e o p l e h a v e exact ly equal qual i f ica
t ions . W h e n a w o m a n is clearly s u p e r i o r , 
s h e well m a y b e c h o s e n . T h e real i s sue is 
w h e t h e r , w h e n a m a n a n d a w o m a n are 
r o u g h l y e q u i v a l e n t , is the m a n g i v e n t h e 
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edge? Is there an unconscious assump
tion that he will do the job better, that he 
seems more like a leader (just as the 
surgeon is seen automatically as a man)? 

Once a woman is given the opportu
nity, is she treated as a token? Is she so 
rare that her every action is noticed, 
putting her constantly in the spotlight? 
Is she stereotyped? Is she excluded 
from lunch "with the boys?" Is she ex
pected to eat with the secretary or line 
staff? Do "the boys" get together for a 
weekly poker game? Even if business 
isn't expressly conducted at these times 
the bonds are strengthened and the 
woman who is excluded won't have the 
same access to "the boys" when decisions 
have to be made. 

Does the male exeuctive provide the 
same mentoring for a young woman as a 
young man? Without that kind of guid
ance it will be much more difficult for 
the young women to go as far. Perhaps 
now that this generation of Jewish men 
are b e g i n n i n g to s e e t h e i r o w n 
d a u g h t e r s s tr ive for p r o f e s s i o n a l 
careers, they may be more able to adopt 
a fatherly mentor role to young women 
in the same way they have in the past for 
young men. 

There are at least two important rea
sons to take these steps. One is institu
tional self-interest. When over 50 per
cent of a potential pool of leaders is ex
cluded, the loss in talent, caring and 
executive ability results in a loss to and 
weakening of the entire Jewish commu
nity. T h e other reason is ethical. Above 
all, as Jews, it is imcumbent upon us to 
remember that discrimination, preju
dice and oppression are wrong. As 
Jews—both male and female—we have 
suffered these evils. Now we must fight 
it within our own agencies and within 
ourselves. Like other forms of discrimi
nation it is often subtle, unconscious, 
cloaked with many pseudo-scientific 
arguments. When Jews have been given 
opportunities they have proven them

selves and old discriminatory stereo
types have broken down. It can be the 
same for women and it is past time 
to act. 
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M o s t o f t h e centra l a g e n c i e s for J e w i s h e d u c a t i o n p r e s e n t l y f u n c t i o n i n g , a c c e p t the 

e x i s t e n c e o f t h e d e n o m i n a t i o n a l i s m ipso facto a n d , by d o i n g so , p e r p e t u a t e t h e s e 
d iv i s ions wi th in t h e J e w i s h c o m m u n i t y . T h e i r serv ices to s c h o o l s , g e n e r a l l y c o n g r e 
gat iona l , are b a s e d o n d e n o m i n a t i o n a l d i f f e r e n c e s b e t w e e n t h e var ious c o n g r e 
gat ions . I n v iew o f t h e tradit ional c o m m u n i t a r i a n g o a l s o f t h e J e w i s h p e o p l e , 
e x p r e s s e d in this c o u n t r y t h r o u g h the J e w i s h W e l f a r e F e d e r a t i o n a n d its cons t i tu -
tent a g e n c i e s , o u r centra l a g e n c i e s o f J e w i s h e d u c a t i o n s h o u l d b r i n g var ious p o i n t s 
o f v iew wi th in the c o m m u n i t y t o g e t h e r , t h r o u g h c r e a t i n g g r e a t e r u n d e r s t a n d i n g 
b e t w e e n t h e m , ra ther , t h a n f u r t h e r aid in d i v i d i n g t h e m . W e s h o u l d e n d e a v o r to 
d e v e l o p a m a t u r e p h i l o s o p h y o f J e w i s h e d u c a t i o n that will i n c l u d e the m a i n pr inc i 
p les o f J e w i s h p e o p l e h o o d . T h i s c a n best b e d o n e t h r o u g h c o m m u n i t y s c h o o l s 
w h i c h d e v e l o p p r o g r a m s a r o u n d that w h i c h J e w s s h a r e in c o m m o n , ra ther t h a n 
that w h i c h separa te s us . I n o u r e x p e r i e n c e in Detro i t , w e h a v e f o u n d that this type 
o f p r o g r a m c a n b e d e v e l o p e d in c o o p e r a t i o n wi th t h e s y n a g o g u e s a n d o t h e r 
ins t i tut ions so as to c o m b i n e direct c o m m u n i t y respons ib i l i ty for o p e r a t i o n a n d 
c u r r i c u l u m o f the s c h o o l s wi th part ic ipat ion by the s y n a g o g u e a n d in t h e 
s y n a g o g u e . 

A l b e r t Elazar 
U n i t e d H e b r e w S c h o o l s o f Detro i t 
Vo l . 3 4 , N o . 1 
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