
Social Marketing and Federations* 
STEVEN E . GELFAND 

Assistant Director, Atlanta Jewish Federation 

Federations conduct demographic studies, social service needs assessments, and priorities 
studies, but rarely if ever focus on attitudes with regard to: (1) charitable giving to Jewish 
causes in general and specific Jewish organizations, in particular, (2) how campaign proceeds 
are allocated, and (3) volunteering. Delving into these areas falls within the domain of market 
research. Federation leadership can no longer afford to assume that these attitudes are well 
known, that poor givers will never be good givers, that non-givers will never be givers: 

IT c o m e s as n o surpr i se to J e w i s h c o m ­
m u n a l service profess ionals that F e d ­

erat ions are b ig bus inesses , r e spons ib l e 
for mul t imi l l ion dol lar cash f lows in an­
nual c a m p a i g n s , e n d o w m e n t s , a n d capi­
tal f u n d s . A l t h o u g h u n l i k e G e n e r a l 
Motors , E x x o n , or I B M in m o s t respects , 
o u r social we l fare organiza t ions d o share 
s o m e th ings in c o m m o n with the bus iness 
wor ld . A t a very g e n e r a l level , a bus iness ' 
goal o f m a x i m u m r e v e n u e is a n a l o g o u s 
to the J e w i s h c o m m u n a l goal o f capacity 
g iv ing . 

F e d e r a t i o n s a n d m a n y o t h e r no t - for -
prof i t o r g a n i z a t i o n s h a v e b o r r o w e d lib­
eral ly f r o m t h e b u s i n e s s w o r l d (e .g . , ac­
crual a n d f u n d a c c o u n t i n g , tax impl i ca ­
t ions o f char i tab le g i v i n g , data p r o c e s s ­
ing) but m i n i m a l l y f r o m w h a t m a n y in 
t h e prof i t sec tor c o n s i d e r bus iness ' m o s t 
i m p o r t a n t spec ia l ty field—marketing. 
A s d o e s n o o t h e r b u s i n e s s spec ia l ty , 
m a r k e t i n g analys is d e f i n e s a n o r g a n i ­
zat ion's ra i son d'etre; its p r o d u c t s , ser­
v ices , a n d p r o g r a m s ; its object ives , strat­
e g i e s , a n d tactics. T h e t i m e has c o m e to 
re la te c o m m u n i t y social work pract ice to 
m a r k e t i n g a n a l y s i s a n d t e c h n i q u e s 
w i t h i n a F e d e r a t i o n f r a m e w o r k a n d 
l e a r n w h a t the b u s i n e s s wor ld c a n teach 
u s . 

F r o m a m a r k e t i n g p e r s p e c t i v e , 
b u i l d i n g c a m p a i g n a n d c o m m u n i t y 

* I would like to thank David I. Sarnat and 
Joseph Huber for reviewing an earlier draft of this 
paper and making some excellent comments and 
suggestions. 

t h r o u g h tzedakah—charity, r i g h t e o u s ­
n e s s , j u s t i c e — h a s b e e n a c c o m p l i s h e d 
t h r o u g h tactics Phi l ip K o t l e r 1 d e f i n e s as 
social advertisements a n d social communica­
tions. T h e s e a r e t h e s i m p l e r , m o r e 
r u d i m e n t a r y a n t e c e d e n t s o f social 
marketing, t h e a d o p t i o n o f b u s i n e s s 
m a r k e t i n g p h i l o s o p h y , c o n c e p t s , a n d 
t e c h n i q u e s to i n c r e a s e t h e acceptabi l i ty 
o f a social i d e a or c a u s e , l e a d i n g to 
c h a n g e in a "target market ' s" a t t i tudes 
a n d b e h a v i o r . G i v e n t h e i n c r e a s i n g 
c o m p l e x i t y o f F e d e r a t i o n s , r a p i d l y 
c h a n g i n g e n v i r o n m e n t , a n d flat c a m ­
p a i g n s in m a n y c o m m u n i t i e s , w e s h o u l d 
b e g i n to c o n s i d e r t h e a p p l i c a t i o n o f so ­
cial m a r k e t i n g analys is to F e d e r a t i o n 
o p e r a t i o n s o n a sys temat ic basis . T h i s 
p a p e r has a heuris t ic goa l : to g e n e r a t e a 
d i a l o g u e a m o n g lay a n d p r o f e s s i o n a l 
l e a d e r s o n t h e feasibil i ty o f u t i l i z ing so­
cial m a r k e t i n g in t h e F e d e r a t i o n field. 
M a r k e t i n g c o n c e p t s will b e d e f i n e d a n d 
a n analty ic f r a m e w o r k will b e in tro­
d u c e d a n d re la ted to F e d e r a t i o n o p e r a ­
t ions t h r o u g h a n u m b e r o f e x a m p l e s . 

Marketing Defined 

A c c o r d i n g to Kot ler , "a m a r k e t is t h e 
set o f all actual a n d po ten t ia l b u y e r s o f a 
p r o d u c t , " 2 a n d m a r k e t i n g m a n a g e m e n t 
is 

"the analysis, planning, implementat ion, and 
control of programs des igned to create, build, 
and maintain mutually beneficial exchanges and 
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relationships with target markets for the pur­
pose of achieving organizational objectives. It 
relies on a disciplined analysis of the needs, wants, 
perceptions, and preferences o f target and inter­
mediary markets as the basis o f effective prod­
uct design, pricing, and distribution." (Empha­
sis a d d e d ) 7 

T r a d i t i o n a l l y , m a r k e t i n g h a s b e e n 
c o n c e r n e d w i t h t h e p r o c e s s o f 
e x c h a n g e — t r a d i n g a r e s o u r c e f o r a 
p r o d u c t o r serv ice . T h e m o s t o b v i o u s 
e x a m p l e s o f e x c h a n g e s are f o u n d in t h e 
prof i t sec tor , b u t are a l so typical in t h e 
n o t - f o r - p r o f i t s e c t o r . P u r c h a s i n g a 
J e w i s h c o m m u n i t y c e n t e r m e m b e r s h i p 
a n d p a y i n g d a y s c h o o l t u i t i o n or a 
J e w i s h fami ly serv ice f e e are e x c h a n g e s 
that o c c u r in t h e no t - for -pro f i t sector . 
E x a m p l e s in t h e F e d e r a t i o n f ie ld are 
h a r d e r to th ink of, h o w e v e r . T h e J e w i s h 
c o m m u n i t y c o n t r i b u t e s m o n e y , a t t e n d s 
p r o g r a m s , a n d v o l u n t e e r s its t i m e , b u t a 
tradi t ional p r o d u c t o r serv ice is n o t 
g i v e n in e x c h a n g e at F e d e r a t i o n . P a y i n g 
a f e e to serv ice a n e n d o w m e n t f u n d 
p r o g r a m is c lo ser to t h e tradi t ional i d e a 
o f e x c h a n g e , but g o e s f u r t h e r b e c a u s e 
t h e i n v e s t o r rece ives s o m e t h i n g m o r e 
t h a n a mater ia l s erv ice a n d is m o t i v a t e d 
f o r o t h e r t h a n s e l f - s e r v i n g r e a s o n s . 
M o r e o f t e n t h a n not , F e d e r a t i o n e x ­
c h a n g e s dea l with in tang ib les : t r a d i n g 
m o n e y , t i m e , o r e x p e r t i s e for s tatus , 
e d u c a t i o n , o r j u s t a pos i t ive s e l f - i m a g e . 

T h e s e c o n d m a j o r c o n c e r n o f 
m a r k e t i n g is sat i s fy ing h u m a n n e e d s . 
H e r e a g a i n , it is eas ier to u n d e r s t a n d 
h o w a s u p e r m a r k e t o r o t h e r re ta i l 
t ransac t ion m e e t s a n e e d , b u t it is a l so 
t rue that p r o d u c t s a n d serv ices v a l u e d in 
t h e bi l l ions o f do l lars in t h e no t - for -
prof i t sec tor m e e t n e e d s . I n m a n y o f 
t h e s e cases , the n e e d s are less tang ib le , 
a n d this is t r u e for t h e F e d e r a t i o n f ie ld 
in m o s t re spec t s . D o n a t i n g ' t i m e a n d 
m o n e y d o e s m e e t cer ta in n e e d s t h o u g h , 
a n d they can b e d e f i n e d w i t h i n t h e d o ­
m a i n o f m a r k e t i n g . 

Kot l er p r o c e e d s to d i scuss h o w s o m e 
p h i l o s o p h i e s that d r i v e a n o r g a n i z a t i o n 

re late to m e e t i n g c o n s u m e r n e e d s . I n 
t h e n o t - f o r - p r o f i t s e c t o r , t h e 
p h i l o s o p h i e s o f m o s t in teres t are selling 
a n d marketing.4 

The Sell ing Concept 

D o c o n s u m e r s p u r c h a s e a p r o d u c t or 
serv ice b e c a u s e it m e e t s a n e e d or b e ­
c a u s e s o m e t h i n g or s o m e o n e c o n v i n c e s 
t h e m that t h e y n e e d it? T h e se l l ing c o n ­
c e p t a s s u m e s t h e latter: c o n s u m e r s can 
b e c o n v i n c e d t o b u y t h r o u g h e f fec t ive 
s a l e s c a m p a i g n s . L i t t l e i n f o r m a t i o n 
a b o u t t h e p r e f e r e n c e s o f the c o n s u m e r 
is r e q u i r e d b e c a u s e h e or s h e can b e in­
d u c e d to b u y w h a t t h e b u s i n e s s ent i ty 
h a s t o sell . O n a s h o r t t e r m basis this c a n 
b e q u i t e e f f ec t ive , as t h e p o p u l a r i t y o f 
fad i t e m s p r o v e s . I n o r d e r to as sure 
stability o r f u t u r e g r o w t h , h o w e v e r , t h e 
b u s i n e s s m u s t c o n t i n u a l l y d e v e l o p a n d 
sell fad i t e m s , a n e a r i m p o s s i b l e task, or 
it m u s t f o c u s o n c o n s u m e r n e e d s , t h e 
e m p h a s i s o f t h e m a r k e t i n g c o n c e p t . 

T o a very real e x t e n t , F e d e r a t i o n s o p ­
era te wi th in a s e l l ing c o n t e x t . T z e d a k a h 
is certa in ly a J e w i s h v a l u e w e h o l d dear , 
a n d h a v e f o r t h o u s a n d s o f years , but 
t h o s e u n i n v o l v e d in J e w i s h c o m m u n i t y 
l i fe o f t e n m u s t b e induced to g ive , a n d 
t h o s e w h o are i n v o l v e d m u s t o f t e n b e 
persuaded to i n c r e a s e the ir gifts . B lunt ly 
p u t , t h e y m u s t b e so ld a n d cajo led . T o 
t h e e x t e n t that g e n e r a l i z a t i o n s are va l id , 
this is o f t e n t rue w h e n it c o m e s to at­
t e n d i n g p r o g r a m s a n d vo lunteer ing t ime. 
O b v i o u s l y , n o t e v e r y o n e fits t h e m o l d . 
W e all k n o w o f i n d i v i d u a l s w h o contr ib ­
u t e capaci ty gifts e v e r y year wi th n o so­
l ic i tat ion, w h o v o l u n t e e r c o u n t l e s s h o u r s 
w h e n e v e r a s k e d , with little f o r m a l rec­
o g n i t i o n , a n d w h o e a g e r l y a t t e n d o u r 
p r o g r a m s . E x c e p t i o n s e x i s t , b u t t h e 
g e n e r a l i z a t i o n r e m a i n s . 

The Marketing Concept 

T h e c o n s u m e r is k i n g a c c o r d i n g to 
the m a r k e t i n g p h i l o s o p h y . A n o r g a n i -
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zation's raison d'etre begins with the 
needs and wants of target markets 
rather than simply with a product or 
service it wishes to offer. T h e marketing 
organization's primary tasks are to re­
search the preferences of these target 
markets, develop products or services to 
meet the discovered needs, and com­
municate the availability of the product 
or service to the target market. Accord­
ing to Drucker, selling and marketing 
are antithetical. Market ing aims to 
understand a consumer sufficiently well 
so that the product or service sells itself. 5 

Within the not-for-profit sector, the 
marketing concept is not always distinct 
even when identifiable products or ser­
vices are involved, rarely the case for 
Federations anyway. Social marketing 
applies marketing concepts and tech­
niques in an effort to increase the ac­
ceptability of a social idea or cause, such 
as contributing money, becoming a so­
licitor, volunteering time on commit­
tees , a t t e n d i n g p r o g r a m s , or par­
ticipating in letter writing efforts. It in­
cludes four elements: 6 

1. Market Research 

It is difficult to develop meaningful 
plans in the absence of good informa­
tion. Market research provides useful 
information on important variables, 
needs and wants, attitudes, and the 
probable ef fect iveness of d i f ferent 
marketing approaches. Such research 
could be designed to focus on one or 
more areas such as motivation (why you 
give), service or program location (i.e., 
distribution), social values (how you 
want your money used), and market 
characteristics (including demography). 
Planning market research involves the 
same steps as social science research: 
problem definition, research design, 
field work, data analysis, and reporting. 

2. Product Development 

On a product-service-program con­

tinuum, Federation tasks and respon­
sibilities increase from left to right. T h e 
importance of product development 
remains the same, however: to search 
for the best way to fulfill a need rather-
than simply to sell whatever is available. 
Thus , the Jewish community should not 
be exhorted to give. Rather, "products" 
must be developed that meet specific 
needs for giving. A clear example is en­
dowment funds. Philanthropic and tax 
goals of large contributors are being met 
increasingly through endowment pro­
grams and new, creative programs will 
continue to be developed. 

Developing diverse "products" that 
meet a variety of needs can help assure a 
greater involvement of people in Feder­
ation. When there is an active women's 
division, community relations commit­
tee, and young leadership program, it 
makes sense that more people will be 
attracted and involved. 

3. Incentives 

Many not-for-profit organizations are 
adopting incentives as a way to increase 
the probability of the desired attitude or 
behavior change. A number of fund-
raising groups, similar to mass mailing 
magazine distributors and publishers, 
run contests. This is not a likely prospect 
for Federations, but other incentives are 
certainly used. Personal meetings with 
influential politicians and others as part 
of fund-raising or community relations 
programs can be considered incentives, 
as are subsidized missions. T h e status 
conferred on leadership is an important 
incentive. 

4. Facilitation 

In order to change an attitude or be­
havior, people must invest time and ef­
fort, and the social marketer must find 
ways to make this easier. Conveniently 
located programs at convenient times 
are examples. Worker training prior to 
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sol ic i t ing is a l so a n e x a m p l e o f facilita­
t ion . 

B e f o r e t h e s e e l e m e n t s o f s o c i a l 
m a r k e t i n g can b e a d o p t e d by F e d e r a ­
t ions , a g r e a t dea l o f t h o u g h t m u s t b e 
g i v e n to a p p l y i n g t h e m creat ive ly , a dif­
ficult a n d c h a l l e n g i n g task for F e d e r a ­
t ion l e a d e r s h i p . 

F i n a l l y , s o c i a l m a r k e t i n g i n v o l v e s 
c o o r d i n a t i n g all c o m p o n e n t s o f t h e 
m a r k e t i n g m i x : p r o d u c t / s e r v i c e / p r o ­
g r a m , pr i ce , d i s t r ibut ion , a n d p r o m o ­
t ion (also k n o w n as t h e "four P's": p r o d ­
uct , pr ice , p lace , p r o m o t i o n ) . T h e s e will 
b e d i s c u s s e d f u r t h e r b e l o w . 

B y way o f c o m p a r i s o n , t h e "sel l ing 
s ide" o f social m a r k e t i n g is social adver­
tising, mass a d v e r t i s i n g c a m p a i g n s d e ­
s i g n e d to i n f l u e n c e a n d m o t i v a t e n e w 
at t i tudes a n d b e h a v i o r — U J A p r o m o ­
t ional mater ia l is a g o o d e x a m p l e — a n d 
social communications o r p e r s o n a l se l l ing , 
s u c h as a F e d e r a t i o n pres ident ' s state­
m e n t o n t h e i m p o r t a n c e o f the c a m ­
p a i g n , a n d edi tor ia l s u p p o r t in a d d i t i o n 
to mass adver t i s ing . F e d e r a t i o n n e w s ­
letters a n d t h e A n g l o - J e w i s h press are 
soc ia l c o m m u n i c a t i o n s . F e d e r a t i o n ' s 
publ i c re la t ions d e p a r t m e n t s are qu i t e 
ski l led at t h e s e t y p e s o f tasks, b u t F e d e r ­
a t ion goa l s m i g h t be t ter b e s e r v e d by 
a d o p t i n g , in a d d i t i o n , a social m a r k e t i n g 
p e r s p e c t i v e a n d a b u s i n e s s a p p r o a c h to 
m a r k e t analysis . 

A F r a m e w o r k f o r A n a l y s i s 

T h e basic m a r k e t i n g c o n c e p t s h a v e 
n o w b e e n d e f i n e d , but by t h e m s e l v e s 
h a v e a l i m i t e d v a l u e . T h e c o n c e p t s m u s t 
b e o p e r a t i o n a l i z e d t o m a k e t h e m 
m e a n i n g f u l a n d benef i c ia l to f e d e r a ­
t ions . A c o m r e h e n s i v e m a r k e t p l a n n i n g 
a p p r o a c h b e g i n s with a n analys is o f t h e 
o r g a n i z a t i o n at t h e p r e s e n t p o i n t in 
t i m e , c o n s i d e r s re l evant factors in t h e 
e n v i r o n m e n t , a n d c o n c l u d e s w i t h 
strategic a n d o p e r a t i o n a l p l a n n i n g . T h e 
o u t l i n e o f s u c h a n analys is fo l lows a n d 
its c o m p o n e n t s will t h e n b e d i s c u s s e d . 

I. The Organization Today 
A. Raison d'etre 
B. Objectives 
C. Strategies and Tactics 
D. "Distinctive Competence" 

II. Environmental Analysis 
A. Demographic 
B. Economic 
C. Cultural 
D. Religious 
E. Political 
F. Technological 
G. Competitive 

III. Planning 
A. Market Research 
B. New and/or Confirmed Objectives 
C. New and/or Confirmed Strategies 
D. Marketing Mix Alternatives and Deci­

sions 
(1) Target Markets 
(2) Product/Service/Program 
(3) Price 
(4) Distribution 
(5) Promotion 

The Organization Today 

I n o r d e r to p lan for t o m o r r o w , an orga­
n iza t ion m u s t h a v e s o m e i d e a o f w h e r e it 
is t oday . T h i s d o e s n ' t necessar i ly r e q u i r e 
a full m a n a g e m e n t s t u d y , b u t n e i t h e r 
s h o u l d it b e t r e a t e d casual ly . All t o o 
o f t e n p e o p l e w i t h i n a n o r g a n i z a t i o n 
h i e r a r c h y b e l i e v e its o b j e c t i v e s a n d 
f u n c t i o n s a re u n d e r s t o o d , at least i m ­
plicitly, a n d a re a g r e e a b l e to t h e major­
ity. C o n d u c t i n g a s i m p l e analysis o f t h e 
o r g a n i z a t i o n c a n d e m o n s t r a t e h o w u n ­
t rue this m a y b e . Clear u n d e r s t a n d i n g 
o f the o r g a n i z a t i o n is a p r i m a r y factor in 
"Japan Inc. 's" c o m p e t i t i v e e d g e , a n d t h e 
s a m e p r i n c i p l e has b e e n a p p l i e d suc­
cessful ly in this c o u n t r y by a n u m b e r o f 
c o r p o r a t i o n s . H e w l e t t - P a c k a r d , f o r 
e x a m p l e , wr i tes , r e v i e w s , a n d p u b l i s h e s 
its c o r p o r a t e o b j e c t i v e s f o r all e m ­
p l o y e e s , a n d h a s r e a p e d m a n y benef i t s 
b e c a u s e o f it. 

Q u e s t i o n s in this par t o f the analysis 
c o n c e r n t h e organ iza t ion ' s ra i son d'etre: 
w h y d o e s the F e d e r a t i o n ex is t a n d w h a t 
is its major p u r p o s e ? D o e s e v e r y o n e 
a g r e e that t h e a n s w e r is f u n d rais ing in 
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s u p p o r t o f J e w i s h n e e d s ? A s a coro l lary , 
d o e s t h e F e d e r a t i o n ex is t to s erve U J A ' s 
n e e d s , or d o e s U J A ex i s t t o s erve F e d e r ­
at ions ' n e e d s ? 

G e n e r a l l y a n d specif ical ly , w h a t d o e s 
t h e F e d e r a t i o n e x p e c t t o a c c o m p l i s h ; 
that is, w h a t are its object ives? W h a t 
m e a n s are u s e d by t h e F e d e r a t i o n t o 
a c c o m p l i s h its object ives (s trategies a n d 
tactics)? H o w d o e s s ta f f ing s t r u c t u r e 
re late to objectives? W h a t d o e s the F e d ­
e r a t i o n d o part icular ly wel l , o r w h a t is its 
"dist inct ive c o m p e t e n c e ? " Final ly , w h a t 
are its s t r e n g t h s a n d w e a k n e s s e s ? 

Evnironmental Analysis 

F r o m a m a r k e t i n g p e r s p e c t i v e , a n e n ­
v i r o n m e n t a l analys is f o c u s e s o n r e l e v a n t 
i n p u t to t h e p l a n n i n g p r o c e s s , threats 
a n d o t h e r p r o b l e m s , a n d o p p o r t u n i t i e s . 
A n i n c r e a s i n g p r o p o r t i o n o f e l d e r l y in 
t h e p o p u l a t i o n , a n e c o n o m i c d o w n t u r n , 
re l i g ious fac t iona l i sm, a n d a n ant i - Israe l 
pol i t ic ian m i g h t b e c o n s i d e r e d threats . 
M o r e y o u n g c o u p l e s in the area a n d n e w 
p h i l a n t h r o p i c tax i n c e n t i v e s are e x a m ­
ples o f o p p o r t u n i t i e s . T h e s a m e fac tor 
m i g h t e v e n b e b o t h a threat (local pol i t i ­
c ian vo ices s u p p o r t for t h e P L O ) a n d a n 
o p p o r t u n i t y ( m o r e m o n e y is ra i sed a n d 
a l located to pub l i c re la t ions to c o u n t e r 
the pol i t ic ian) . 

T h i s t y p e o f analys is n e e d n o t b e 
b a s e d o n f o r m a l re search . Kot ler , for 
e x a m p l e , d i s cus se s f o u r m o d e s o f s can­
n i n g t h e e n v i r o n m e n t : 

1. Undirected Viewing: General exposure to in­
formation where the viewer has no specific 
purpose in mind. 

2. Conditioned Viewing: Directed exposure, not 
involving active research, to a more or less 
clearly identified area or type of informa­
tion. 

3. Informal Search: A relatively limited and un­
structured effort to obtain specific infor­
mation for a specific purpose. 

4. Formal Search: A deliberate effort—usually 
following a preestablished plan, procedure, 
or methodology—to secure specific infor­
mation relating to a specific issue. 7 

T h e o u t p u t f r o m t h e s e e f for t s c o m ­
p r i s e s a n o r g a n i z a t i o n ' s i n t e l l i g e n c e 
s y s t e m . A s t h e e n v i r o n m e n t c o n t i n u e s t o 
i n c r e a s e in c o m p l e x i t y , a g o o d intel l i ­
g e n c e s y s t e m will b e a key factor in d e ­
t e r m i n i n g F e d e r a t i o n s ' e f f e c t i v e n e s s . 

Planning 

I f F e d e r a t i o n s are g o i n g to c o n c e n ­
trate o n m e e t i n g t h e n e e d s o f t h e J e w i s h 
c o m m u n i t y w i t h i n a m a r k e t i n g c o n t e x t 
as wel l as a social p l a n n i n g c o n t e x t , lay 
a n d p r o f e s s i o n a l l e a d e r s h i p will h a v e to 
d r o p t h e e x p e d i e n t be l i e f that it k n o w s 
the n e e d s a n d w a n t s , c o n c e r n s a n d p e r ­
c e p t i o n s , o f its var ious c o n s t i t u e n c i e s . 
F e d e r a t i o n s c o n d u c t d e m o g r a p h i c 
s tud ie s , social serv ice n e e d s a s s e s s m e n t s , 
a n d pr ior i t ies s tud ie s , b u t rarely if e v e r 
f o c u s o n a t t i tudes wi th r e g a r d to: (1) 
char i tab le g i v i n g to J e w i s h c a u s e s in 
g e n e r a l a n d s p e c i f i c J e w i s h o r g a n i ­
zat ions in part icular , (2) h o w c a m p a i g n 
p r o c e e d s are a l loca ted , a n d (3) v o l u n ­
t e e r i n g . D e l v i n g i n t o t h e s e areas falls 
w i t h i n t h e d o m a i n o f m a r k e t r e s e a r c h . 
F e d e r a t i o n l e a d e r s h i p c a n n o l o n g e r af­
f o r d to a s s u m e that t h e s e a t t i tudes a re 
wel l k n o w n , that p o o r g ivers will n e v e r 
b e g o o d g i v e r s , that n o n - g i v e r s will 
n e v e r b e g ivers . Is tzedakah t h e p r i m a r y 
m o t i v a t i o n for c o n t r i b u t i n g ? D o p e o p l e 
d o n a t e to F e d e r a t i o n , inves t in Israel 
b o n d s , a n d crea te e n d o w m e n t p r o g r a m s 
for t h e s a m e r e a s o n s a n d a re w e a w a r e 
o f t h e m ? A r e F e d e r a t i o n s c r e a t i n g t h e 
k inds o f v o l u n t e e r o p p o r t u n i t i e s that 
p e o p l e want? T h e a n s w e r s are e lus ive 
b e c a u s e t h e n e e d s , as p e r c e i v e d by t h e 
" c o n s u m e r s , " are n o t o f t e n F e d e r a t i o n ' s 
f o c u s . 

O n c e l e a d e r s h i p u n d e r s t a n d s w h e r e 
its o r g a n i z a t i o n is t o d a y , w h a t is h a p ­
p e n i n g in the e n v i r o n m e n t , a n d t h e 
p e r c e i v e d n e e d s o f t h e J e w i s h c o m m u ­
nity , a l r e a d y e x i s t i n g o b j e c t i v e s a n d 
s trateg ies can b e c o n f i r m e d o r a l t e r e d 
b a s e d u p o n t h e i n f o r m a t i o n that has 
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b e e n co l l ec t ed . I n this task, t h e r e is little 
d i f f e r e n c e b e t w e e n social w e l f a r e a n d 
bus ines s p l a n n i n g . T h e r e is a s igni f icant 
d i f f e r e n c e in t h e way tactics are c o n ­
c e p t u a l i z e d , h o w e v e r . 

I n m a r k e t p l a n n i n g , t h e r e is a mix o f 
d e c i s i o n s to b e m a d e . T h e first d e c i s i o n 
c o n c e r n s t h e targe t market ( s ) a n d , to ar­
rive at t h e target , the total m a r k e t m u s t 
b e s e g m e n t e d . T h i s m e a n s s i m p l y 
s e l ec t ing o n e or m o r e var iables to sub­
d i v i d e t h e total market . T h e m o s t obvi ­
o u s e x a m p l e wi th in the F e d e r a t i o n field 
is s e g m e n t a t i o n by level o f c o n t r i b u t i o n 
a n d in l arger F e d e r a t i o n s by t r a d e o r 
i n d u s t r y o f d o n o r . F e d e r a t i o n s a l so 
s e g m e n t m a r k e t s by sex (e .g . , W o m e n ' s 
Div is ion) a n d a g e (e .g . , Y o u n g L e a d ­
ersh ip) . W h e n the full r a n g e o f target 
s e g m e n t s h a v e b e e n i d e n t i f i e d , m e a n s 
m u s t b e d e v e l o p e d for m e e t i n g t h e 
n e e d s o f t h o s e s e g m e n t s in a way that is 
cons i s t en t with t h e F e d e r a t i o n ' s ra i son 
d'etre a n d object ives . 

G i v e n that F e d e r a t i o n s ex is t pr imar i ly 
to r a i s e m o n e y , p r o g r a m s m u s t b e 
c r e a t e d to m e e t t h e char i tab le , invest ­
m e n t , v o l u n t a r y , a n d e d u c a t i o n a l n e e d s 
o f t h e targe t d o n o r s . D i f f e r e n t p r o ­
g r a m s m i g h t b e r e q u i r e d for d i f f e r e n t 
target marke t s . T h e essent ia l p o i n t is 
that t h e s e p r o g r a m s s h o u l d b e g e a r e d to 
t h e d o n o r s ' r e a s o n s for g i v i n g w h i c h 
h a v e b e e n i d e n t i f i e d t h r o u g h m a r k e t re­
search . H o w m a n y F e d e r a t i o n s n e v e r 
real ize their c a m p a i g n p o t e n t i a l b e c a u s e 
prospect ive big givers' n e e d s are not iden­
tif ied a n d met? A p r o g r a m for y o u n g 
w o m e n o n social w e l f a r e p r o b l e m s in 
Israel m i g h t b e i n a p p r o p r i a t e if t h o s e 
y o u n g w o m e n w a n t m o r e m o n e y to re ­
m a i n in the c o m m u n i t y for services to 
t h e i r e l d e r l y p a r e n t s o r c h i l d r e n . 
S c h e d u l i n g a t r a i n i n g p r o g r a m f o r 
workers w h o don ' t be l i eve they n e e d 
tra in ing , a n d don ' t a t t e n d the m e e t i n g , 
d o e s n o t h i n g to i m p r o v e t h e c a m p a i g n . 
A d d i t i o n a l e x a m p l e s are e v i d e n t in all 
areas o f F e d e r a t i o n respons ib i l i ty . 

A f t e r t a r g e t m a r k e t s h a v e b e e n 
s e l e c t e d a n d p r o g r a m s d e v e l o p e d , deci ­
s ions m u s t b e m a d e a b o u t w h e t h e r to 
c h a r g e for t h e p r o g r a m or serv ice ( i .e . , 
pr ice ) , l oca t ion o f t h e p r o g r a m (i .e . , 
d i s tr ibut ion o r p lace ) , a n d p r o m o t i o n . 
C o n s i d e r a t i o n m u s t a lso b e g i v e n to t h e 
i n c e n t i v e a n d faci l i tat ion factors d is ­
c u s s e d a b o v e . Al l F e d e r a t i o n s c o n ­
t inuous ly m a k e t h e s e types o f dec i s ions ; 
the o n l y p o i n t to b e e m p h a s i z e d is that 
they are par t o f a set o f m a r k e t i n g dec i ­
s ions a n d s h o u l d b e c o n s i d e r e d in rela­
t ion to o t h e r e l e m e n t s in t h e m i x . 

F e d e r a t i o n R e s p o n s i b i l i t i e s 
a n d a M a r k e t i n g P h i l o s o p h y 

W h e t h e r o r n o t t h i n g s w e r e s i m p l e r 
years a g o , t o d a y F e d e r a t i o n is a c o m p l e x 
o r g a n i z a t i o n with m u l t i p l e goa l s , vari­
o u s c o n s t i t u e n c i e s , a n d a m u l t i t u d e o f 
c o n c e r n s . T h e polit ical a n d e c o n o m i c 
e n v i r o n m e n t p r e s e n t s n e w c o m p l e x i t i e s 
a n d t h e F e d e r a t i o n o f t h e f u t u r e will 
r e q u i r e f r e s h , i n n o v a t i v e a p p r o a c h e s 
n o t j u s t to g r o w , but to r e m a i n e f f ec t ive 
at the p r e s e n t level o f o p e r a t i o n . 

M u c h to t h e cred i t o f t h e F e d e r a t i o n 
m o v e m e n t , s o m e o f t h e e l e m e n t s o f a 
m a r k e t i n g p h i l o s o p h y are e v i d e n t across 
the c o u n t r y . A s m e n t i o n e d a b o v e , s eg ­
m e n t i n g d o n o r m a r k e t s for c a m p a i g n 
p u r p o s e s is an e x c e l l e n t e x a m p l e . Social 
c o m m u n i c a t i o n s are a lso u s e d e f f e c ­
tively. O n e area w h e r e m a r k e t i n g has 
b e e n a p p l i e d m o r e systemat ica l ly wi th in 
the past c o u p l e o f years is n e w gifts . 

UJA's N e w Gifts D e p a r t m e n t is l ead­
i n g the way. T h e m a r k e t i n g t h e m e is 
e v i d e n t in r e c e n t publ i ca t ions : 

. . . don't try to impose the campaign on the un­
committed the way you sell it to the committed— 
you're dealing with a different market. (Em­
phasis in original) 8 

T h e first step is determining the interests and 
concerns of potential givers—then, match what 
you have to offer to those expressed interests." 
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SOCIAL MARKETING 

Presently, we have only 'hunches' as to what 
might motivate non-givers to give. We must 
find out what message and what medium will 
strike a responsive chord in their emotional/ 
social m a k e u p . 1 0 

Carrying these ideas a step further, 
the marketing approach would raise a 
question about how we define "com­
mitted' and whether the needs of the 
"committed" are actually being met. 
Further, once a market's interests are 
identified, the Federation should not 
limit itself to matching already existing 
programs to the needs, but should con­
sider whether new programs might 
better meet those needs. All local com­
munities will be assisted in this effort by 
the National Attitudinal Study of Non-
Givers. 

Market research is also a growing 
concern at the local level. A number of 
communities have conducted research 
with an eye to improving public rela­
tions. T h e current thrust appears to 
focus on identifying new prospects. 
Boston, for example , has identified 
30,000 new prospects and mailed a sur­
vey to a random sample of 1,500. Thir­
teen questions were asked in areas such 
as Jewish organizational membership, 
allocation preferences, and the reasons 
for giving to Jewish causes . 1 1 

T h e Dallas Federation provides an 
excellent example of how a marketing 
approach can be adapted to a new pros­
pects program. As with all such efforts, 
the long range goal is to increase the 
number of contributors and the money 
raised. T h e study served to "develop a 
marketing approach that would identify 
our target public's attitudes and to de­
velop the appropriate programs and 
strategies to serve them." 1 2 Following a 
review of the literature, the researchers 
conducted interviews with large donors 
and campaign leaders, and listed the 
following dominant giving themes: af­
filiation with other givers, affiliation as 
Jews, security or fear (i.e., regarding 

anti-Semitism), sense of obligation, and 
guilt. T h e next steps involved identify­
ing new potential big givers using a 
number of existing business sources and 
other lists, and the designing of an affilia­
tion program. Program components 
were developed based upon interviews 
"with about two d o z e n apparent ly 
high-potential newcomers and with ap­
proximately 100 apparently less affluent 
newcomers ." 1 3 Major outcomes sug­
gested that the unaffiliated had not 
been invited to affiliate, had no knowl­
edge of what was available, and were 
concerned about the cost of affiliating. 
A significant conclusion was that mak­
ing a friendly contact is more important 
than type of contact (i.e., "approach 
methodology"). Shalom Dallas, a fully 
deve loped newcomer program, was 
created to involve people. Significantly, 
raising large amounts of money from 
newcomers is not an initial program 
goal. T h e first step is involvement. 

What Dallas and no doubt other 
communit ies have d o n e can be ac­
complished elsewhere, even in com­
munities not located in the sun belt. At 
this point , a sytematic approach is 
n e e d e d to pull together all of the 
Federation-related marketing tasks cur­
rently undertaken and add those tasks 
which have yet to be considered. 

This is a monumental job. For each 
Federation to work its way through the 
analytic framework outlined above is 
nearly imposs ib l e , espec ia l ly w h e n 
day-to-day operations consume almost 
all the time of lay and professional lead­
ers. 

T h e d y n a m i c s o f F e d e r a t i o n 
decision-making can also prove prob­
lemat ic , especia l ly in c o m m u n i t i e s 
where attention to proper process is 
lacking. Federations work through a 
democratic governance structure and 
consensus, but some people are more 
equal than others. Large contributors 
can exercise significantly more influ-
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e n c e t h a n an e q u a l n u m b e r o f sma l l er 
g ivers . A major m a r k e t i n g impl i ca t ion 
arises w h e n t h e r e is a conf l ic t in m e e t i n g 
the n e e d s o f d i f f e r e n t targe t m a r k e t s . 
T h e larges t c o n t r i b u t o r in o n e c o m m u ­
nity, for e x a m p l e , m a d e a c lear threat 
a b o u t r e d u c i n g his gift i f t h e a m o u n t or 
p r o p o r t i o n o f m o n e y s e n t to Israel was 
r e d u c e d . M a n y y o u n g e r p e o p l e in the 
c o m m u n i t y w a n t e d m o r e for local u s e . 
T h e c o m m u n i t y is n o w m o v i n g t o w a r d 
c o m p r o m i s e , for a variety o f r e a s o n s , 
but l e a d e r s h i p m a d e a c lear s t a t e m e n t 
a b o u t w h o s e n e e d s w e r e m o r e i m p o r ­
tant. Pro fe s s iona l s in e a c h F e d e r a t i o n 
m u s t c o m e to gr ips wi th its l eadersh ip ' s 
ability to w o r k t h r o u g h a p r o p e r p r o ­
cess , a n d n o t p e r m i t this k i n d o f in f lu­
e n c e . 

D e s p i t e t h e s e p r o b l e m s , it is poss ib le 
to p u t this subject o n the a g e n d a f o r 
F e d e r a t i o n d i s cus s ion a n d poss ib l e f o r 
nat ional a g e n c i e s a n d local F e d e r a t i o n s 
to b e g i n a d o p t i n g m o r e e l e m e n t s o f t h e 
m a r k e t i n g a p p r o a c h . G i v e n t i m e , e x ­
per t i s e c a n b e d e v e l o p e d at t h e c o m m u ­
nity level . 

T h e C o u n c i l o f J e w i s h F e d e r a t i o n s 
a n d U n i t e d J e w i s h A p p e a l c o u l d d e ­
v e l o p c o n f e r e n c e se s s ions d e v o t e d to 
d i s c u s s i o n s o f m a r k e t i n g by F e d e r a ­
t ions . O u t o f s u c h d i s cus s ions m i g h t 
c o m e a p i lo t e f for t o n social m a r k e t i n g . 
A m a r k e t r e s e a r c h i n s t r u m e n t f o c u s i n g 
o n o n e o r m o r e spec i f ic areas c o u l d b e 
d e v e l o p e d , p r e - t e s t e d , a n d i m ­
p l e m e n t e d in a n u m b e r o f c o m m u n i t i e s . 
T h e s e c o m m u n i t i e s c o u l d t h e n take re­
spons ibi l i ty for f o l l o w i n g t h r o u g h with 
o t h e r social m a r k e t i n g c o m p o n e n t s , in ­
c l u d i n g t h e m a r k e t m i x . 

I f the m a r k e t i n g p h i l o s o p h y has mer i t 
for F e d e r a t i o n s , t h e C o u n c i l o f J e w i s h 
F e d e r a t i o n s c a n a lso d e v e l o p c o n t i n u i n g 
e d u c a t i o n c o u r s e s for p r o f e s s i o n a l s a n d 
e n c o u r a g e s c h o o l s o f social w o r k a n d 
J e w i s h c o m m u n a l serv ice to o f f e r social 
m a r k e t i n g c o u r s e s as wel l . O n the c o m ­
m u n i t y level , t h e c r e a t i o n o f i n f o r m a ­

t ion sys t ems t o m o n i t o r the e n v i r o n ­
m e n t m i g h t b e a su i table top ic for d is ­
c u s s i o n at state assoc ia t ion m e e t i n g s . A s ­
soc ia t ions wi th this p u r p o s e a b o u n d in 
t h e prof i t sec tor . M o n i t o r i n g tasks c o u l d 
t h e n b e d i v i d e d a m o n g t h e par t i c ipa t ing 
F e d e r a t i o n s a n d i n f o r m a t i o n c o u l d b e 
s h a r e d . 

C o m m u n i t y e x e c u t i v e s a n d d e p a r t ­
m e n t h e a d s c o u l d a l so b e m o r e sens i t ive 
to t h e n e e d s o f F e d e r a t i o n c o n s u m e r s 
a n d a t t e m p t to p l a n a c c o r d i n g l y . I n ­
s t e a d o f p l a n n i n g w o r k e r t ra in ing ses ­
s ions o n l y o n t h e profess iona l ' s p e r c e p ­
t ions o f worker ' s n e e d s , s o m e s i m p l e 
m a r k e t r e s e a r c h to assess t h o s e n e e d s 
c o u l d b e d o n e . A variety o f social s c i ence 
r e s e a r c h t e c h n i q u e s are a d a p t a b l e to 
m a r k e t r e s e a r c h r e q u i r e m e n t s ( e .g . , key 
i n f o r m a n t t e c h n i q u e , c o m m u n i t y 
f o r u m , n o m i n a l g r o u p t e c h n i q u e ) . 

M a n y m o r e e x a m p l e s o f creat ive so­
cial m a r k e t i n g wi th in F e d e r a t i o n s c o u l d 
b e g i v e n , j u s t as m o r e e x a m p l e s c o u l d b e 
c i ted o f c u r r e n t pract ices that fit the 
d e f i n i t i o n o f social m a r k e t i n g . M o r e d is ­
c u s s i o n is n e e d e d n o w ra ther t h a n m o r e 
e x a m p l e s a n d o n e h o p e s it will b e g i n . 
D a v i d Eskenazi ' s d i s c u s s i o n o f m a r k e t ­
i n g a n d J e w i s h c o m m u n i t y c e n t e r s is a 
g o o d e x a m p l e o f h o w to g e t t h e ball 
r o l l i n g . 1 4 M a r k e t i n g is n o t a p a n a c e a or 
a subst i tute for g o o d social w o r k prac­
t i c e . N e v e r t h e l e s s , n o t - f o r - p r o f i t 
m a r k e t i n g is r e c e i v i n g i n c r e a s i n g a t ten­
t ion in the p o p u l a r a n d p r o f e s s i o n a l lit­
era ture ; wi th t h e s o p h i s t i c a t e d leve l o f 
J e w i s h c o m m u n a l lay a n d p r o f e s s i o n a l 
l e a d e r s h i p , F e d e r a t i o n s c a n b e in t h e 
v a n g u a r d o f c r e a t i n g m a r k e t i n g appl i ­
cat ions in t h e n o t - f o r - p r o f i t sec tor . 
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From this Journal 
Twenty-five Years Ago 

T h e i n t e r n a t i o n a l a spec t s o f J e w i s h c o m m u n a l services trace back to projects 
u n d e r t a k e n a b o u t t h e t u r n o f t h e c e n t u r y b o t h h e r e a n d in E u r o p e , to h e l p adjus t 
t h e i m m i g r a n t to this c o u n t r y . S o m e w e r e f i n a n c e d f r o m t h e O l d C o u n t r y , no tab ly 
t h r o u g h t h e B a r o n d e H i r s c h a n d t h e B a r o n d e R o t h s c h i l d F u n d s . T h e W o o d b i n e 
S c h o o l in t h e 90's , t h e Indus tr ia l R e m o v a l O f f i c e , a n d the G a l v e s t o n M o v e m e n t 
w e r e in this c a t e g o r y . T r a d i t i o n a l l y h e l p f r o m t h e U . S . was s e n t to t h e ins t i tu t ions in 
Pa les t ine t h r o u g h t h e ' m e s h u l o c h i m , ' t h e a m b a s s a d o r s t o t h e G a l u t h . A m e r i c a n 
J e w s w e r e act ively i n t e r e s t e d in i m m i g r a n t s , t h r o u g h t h e e s t a b l i s h m e n t o f re l i e f a n d 
a c c u l t u r a t i o n a g e n c i e s at t h e p o r t s o f e n t r y a n d in t h e in t er ior cit ies to w h i c h 
i m m i g r a n t s w e r e d i r e c t e d , t h r o u g h H I A S , t h e l a n d s m a n s c h a f t e n , t h e c o o p e r a t i v e s , 
a n d the o t h e r O l d - W o r l d ins t i tut ions w h i c h t h e y a d a p t e d to this c o u n t r y . T h e 
ces sa t ion o f t h e i m m i g r a n t f l o o d d u r i n g t h e First W a r a n d a g a i n f o l l o w i n g t h e 
restrict ive l eg i s la t ion o f t h e 20's p r o v i d e d re sp i t e . T h e N a z i - d r i v e n r e f u g e e s f o r c e d 
t h e mobi l i za t ion o f r e s o u r c e s , no tab ly t h e N a t i o n a l R e f u g e e Serv ice , t h e s e c t i o n s o f 
t h e N a t i o n a l C o u n c i l o f J e w i s h W o m e n , w h i c h h a d i n c l u d e d serv ice t o t h e f o r e i g n -
b o r n f r o m the ir b e g i n n i n g s in t h e 90's , a n d local c o m m u n i t y a g e n c i e s t h r o u g h o u t 
t h e c o u n t r y . N e w o r g a n i z a t i o n s s p r a n g u p , serv ices w e r e g i v e n , f u n d s f o u n d , v e s t e d 
in teres t s f o r m e d ; s o m e d e g r e e o f stability was f inal ly a c h i e v e d , m a y b e c o i n c i d e n t a l 
w i th t h e e b b i n g o f t h e t ide . T h e b u l k o f this serv ice was carr i ed wi th t h e p r o f e s ­
s ional skills d e v e l o p e d in t h e o l d e r - e s t a b l i s h e d a n d o n g o i n g c o m m u n a l serv ices . 

Es tab l i shed early in the First W a r , t h e severa l J e w i s h war re l i e f soc ie t i es s o o n 
m e r g e d i n t o the J o i n t D i s t r ibut ion C o m m i t t e e , f o l l o w e d by t h e U n i t e d P a l e s t i n e 
A p p e a l , O R T ( t h o u g h its or ig ins are o l d e r ) a n d the m a n y a p p e a l s w h i c h w e r e 
o r g a n i z e d to s e c u r e A m e r i c a n J e w i s h s u p p o r t for t h e O l d W o r l d J e w r i e s o f E a s t e r n 
E u r o p e a n d Pa les t ine , a n d for t h e u p b u i l d i n g o f Pa les t ine . T h e s e p r o g r a m s or ig i ­
n a t e d in e m e r g e n c i e s , t h e y h i g h l i g h t e d n e w a n d c e n t u r i e s - o l d n e e d s a n d p r o b l e m s . 

G e o r g e W. R a b i n o f f 
Fall , 1 9 5 9 
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