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Passion mixed with discipline, control and restraint are what we should aim for in 
developing lay leaders. In every phase of our operation, our professional task is to 
combine American technology with Jewish commitment. 

There seems to be a shared op in ion o n 
the Jewish c o m m u n a l scene that there is an 
inherent difference be tween our veteran 
l e a d e r s a n d the o n e s w h o h a v e m o r e 
recently obtained pos i t ions of responsi
bil ity in our c o m m u n i t i e s . There is a sense 
that our more mature volunteers , shaped 
by t h e m o s t s t u n n i n g e v e n t s o f a n y 
generat ion—a depression surrounded by 
t w o world wars, the Holocaus t , and the 
rebirth of our people , bring to c o m m u n i t y 
work a unique e m o t i o n a l c o m m i t m e n t . 
They were a group born of poverty but 
w e a n e d o n tzedakah. F o r t h e m t h e 
prevai l ing quest ion was "Is it g o o d for 
the Jews?" 

Members of the newer generat ion more 
likely c a m e out of affluence and were 
shaped by another series of events: the civil 
rights and anti -war m o v e m e n t s which led 
to harder ques t ion ing of author i ty and 
inst i tut ions. This skept ic ism, against the 
backdrop of an increasingly technical ly 
oriented soc iety , has led to an analytical 
approach which some have characterized 
as a computer mentality. 

This att i tude was s u m m e d up by Stanley 
Horowi tz , execut ive director of the Jewish 
C o m m u n i t y Federat ion of Cleveland, in 
his address at its 1980 annual meeting: 

The orientation of the senior generation 
began with the heart and was affected by the 
mind; the new generation begins with the mind 
and is affected by the heart . . . There is the 
desire to give—but with a requirement that 
money is well spent; the desire to solve human 
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problems—but not just by "throwing money" 
at them; the desire to support traditional and 
new agencies and causes—but with the 
assurance that they are necessary and efficient; 
the desire to build an outstanding Federation— 
but with the expectation that it will be active 
and not passive. 

I support these observat ions , but I a l so 
think we get off track if we (a) a s sume these 
differences are a generat ional matter; (b) 
use them as an excuse for our o w n failure 
to respond to changing professional require
ments ; or (c) don't try fully to understand 
what is causing an increasing number of 
lay leaders to be highly result-oriented, looking 
first to the b o t t o m line, and appearing less 
emot iona l ly connected to our work. If we 
understand these deve lopments , we m a y 
begin to influence them. 

I start with the work ing principle that 
the differences between the older and newer 
styles of leadership are not as great as we 
have m a d e them out to be. I realize that 
there are veteran leaders with some of the 
traits assoc iated with n e w leaders and vice 
versa, and cons ider that there m a y be a 
number of features of our society of today 
to which all of us are responding, regardless 
of age and regardless of the workplace . 

1. There is a greater quest ioning and 
d e m a n d for accountabi l i ty in government , 
the profess ions, and elsewhere. 

2. We live in a t ime when family patterns 
are changing dramatical ly and when m e m 
bers of an extended family no longer have 
the opportuni ty to share exper iences , to 
grow and mature together. 

3. Our demographic picture is changing. 
Peop le no longer grow up together in a 
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n e i g h b o r h o o d , see e a c h o ther b e c o m e 
successful and together b e c o m e involved in 
c o m m u n i t y activity. There isn't therefore a 
reservoir of m u t u a l trust w h i c h he lps 
develop what we think of as a "community ." 

4. Our leadership may believe that our 
c o m m u n i t i e s have a c h i e v e d a level of 
sophist icat ion which enables us to deal 
with more difficult quest ions. 

5. This is not a t ime of lush e c o n o m i c 
growth but rather of d iminishing oppor
tunities. 

W h e t h e r these or o ther f a c t o r s are 
responsible for the change , we are left with 
the undeniable fact that as professionals we 
have to respond to a chang ing style of 
leader: one w h o is more demanding; w h o 
wants proof and statistics; w h o demands 
objectivity; and w h o uses modern business 
techniques. 

A L o o k at the Business World 

Before examining h o w we might respond 
to these changing characteristics, it might 
be instructive to take a l ook outs ide our 
usual sphere and into the business world, 
where much of this thought seems to have 
originated. It appears that in recent years a 
new business approach has emerged, which 
has a tendency to look more c losely at the 
b o t t o m l ine . S h o r t - t e r m prof i t at the 
expense of long-term growth has fostered a 
sense that one cannot afford, strategically 
or financially, to think of what might be 
best five or ten years d o w n the road. Many 
in the corporate world bel ieve that the 
s h o r t - t e r m , b o t t o m - l i n e r e p o r t s h a v e 
b e c o m e the tool of a distant management 
to detect daily ups and d o w n s , but which 
don't have the abil i ty to create a better 
corporate life any more than such a focus in 
c o m m u n a l life can substitute for individual, 
c lose-up, hands-on guidance. We cannot 
a l low our communi t i e s to be measured by 
the equivalent of these short-term yard
sticks. We are in it for the long term. Our 
communit ies are forever. 

D o u g l a s Bauer wrote 1 that there is an 
unprecedentedly fouled atmosphere haunt
ing the e x e c u t i v e su i t e s o f c o r p o r a t e 
America. T o p managers are being dismissed 
more frequently, with more publicity, and 
after much shorter tenures than ever before. 
Dr . Eugene E. Jennings , of the Graduate 
S c h o o l of B u s i n e s s at M i c h i g a n State 
University, notes a more than doubl ing of 
the firing rate of presidents and CEO's in 
the period 1976 through 1980 over the prior 
four-year per iod . 2 

Undoubted ly s o m e of the firings in the 
corporate world, just as in our field, are due 
to the individual's inability to measure up 
to the requirements of the j o b , but Bauer 
observes that there are newer forces at 
work:". . . c o m p a n y leadership has g r o w n 
increasingly quick to change its mind and 
direct ion, to lose pat ience with problems 
a n d c o n f i d e n c e in t h o s e charged wi th 
solving t h e m . " 3 

But even in the business world, some are 
b e g i n n i n g t o n o t i c e c h a n g e s , p e r h a p s 
changes which signal a balance that we 
might all seek. Michael M a c c o b y is director 
of the Harvard Project o n Techno logy , 
Publ ic Pol icy and H u m a n D e v e l o p m e n t . 
In his study of leaders, he notes a change 
from the g a m e s m a n style of the last 20 
years. According t o Maccoby's formula
t ion , the g a m e s m a n has been considered 
the idea l l eader . " H e or she c o n t r o l s 
subordinates by persuasion, enthusiasm or 
s e d u c t i o n . " 4 The g a m e s m a n focuses on the 
individual and we lcomes opportunit ies for 
the "best" to reach the top . In a time of 
e c o n o m i c growth , the g a m e s m a n was a 
successful leader. In the current period of 

1 Douglas Bauer, "Why Big Business Is Firing The 
Boss, The New York Times Magazine (March 8, 
1981), p. 21. 

2 Ibid, p. 24. 
3 Ibid. 
4 Merry Falconer, "Power Versus Participation: The 

New Leadership Style," Leadership, Vol. 1. No. 4 
(1981). p. 18. 
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diminishing resources, the gamesman's style 
has serious l imitat ions . He can no longer 
contro l with promises of more , and his lack 
of c o m p a s s i o n for those w h o aren't the 
"best" b e c o m e s apparent. 

M a c c o b y goes o n to describe the new 
"ideal leader." This is the person w h o 
brings out the best in a group. "He inspires 
c o o p e r a t i o n , m a k i n g a team of winners 
rather than a group of workers, of w h o m 
only a few will rise to the t o p . " 5 The ideal 
leader is concerned with the individual's 
se l f -development , he is more tolerant and 
flexible, and is wil l ing to share power. 
While these descript ions were developed 
in the business world, they fit polit ics 
equal ly well , and have a g o o d deal of 
meaning for us. 

A F e w Observat ions 

Hav ing described the issues and p r o b 
l ems , n o w let us m a k e a few observat ions 
and suggest ions . 

First, we , as Jewish c o m m u n a l profes
s ionals , and particularly Federat ion profes
s ionals , must b e c o m e knowledgeable—if 
necessary, as expert as our l a y m e n — i n the 
m a n a g e m e n t techniques of the day. We 
must have e n o u g h understanding to k n o w 
which management techniques are right for 
us and be strong e n o u g h to e m p l o y them; 
but a l so to k n o w when they d o a disservice 
to c o m m u n i t y deve lopment . We must be 
able to d iscuss them from a knowledgeab le 
and credible standpoint . 

We're being told that we ought to run 
our agencies more like businesses . M o s t of 
us bristle at that thought . We k n o w that 
our agencies must be fundamental ly h u m a n 
service-oriented, and that we are h u m a n 
service providers , not business-people . I 
think this has created, in s o m e of us , a 
rejection of m a n a g e m e n t techniques in any 
form. M y o w n sense is that we ought to 
w e l c o m e innovat ions in as m a n y areas of 
our work as poss ible . We ought to seek 

5 Ibid. 

m e t h o d s from other discipl ines t o e m p l o y 
in all appropriate areas o f our work as l ong 
as we ensure that the basic h u m a n service 
miss ion stays at the heart of our work. 

That's what we can learn from the s o -
cal led "new breed." N o w , let's deal with a 
few things we can teach. 

F o u n d a t i o n o f C o m m u n i t y 

Leaders have to be aided to understand 
that the vo luntary c o m m u n i t y is a del icate 
b a l a n c e o f ind iv idua l and ins t i tut ional 
interests. For e x a m p l e , in every one of our 
communi t i e s , there is a balance ( somet imes 
a t enuous one) be tween the a u t o n o m y of 
our agencies and the Federat ion's central 
responsibil it ies. I sense that the leadership 
in Federat ions bel ieve it is t ime to change 
that balancing point and have Federat ions 
be more assertive in the planning and 
b u d g e t i n g process . In t i m e s o f l imited 
resources, s o m e are saying that the a u 
t o n o m y of agencies must be put into a "new 
contex t ." 

W e don't k n o w yet h o w this will c o m e 
out , but regardless of o u t c o m e , we have to 
s h o w , by e x a m p l e , that process and c o n 
sensus are the too l s we use to achieve 
success . They're not measurable; they don't 
h a p p e n quickly; but unless it's unders tood 
that they are essent ia l—and the e m p l o y 
ment of sophist icated m a n a g e m e n t merely 
our t o o l s — w e l l have all the right budgetary 
analyses but with a faltering communi ty . 

In pass ing, I stress, in the strongest way , 
h o w important it is that our lay leaders 
understand what it takes to build a strong 
c o m m u n i t y . But it is not just our responsi
bility. There is a l so a role for nat ional 
leadership, especially through the Counci l 
of Jewish Federat ions. 

Balance o f H e a d and Heart 

We have to achieve a ba lance of head 
and heart. Bo th are extremely important , 
but pass ion and c o m m i t m e n t are supremely 
important . W e must have pass ion liberally 
mixed with discipline and objective analysis. 
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There may have been a t ime w h e n many 
felt that structure and bureaucracy were 
inconsistent with serving people . N o w , we 
must be sure that structure and bureaucracy 
don't , in themselves , become our goal . 

Everything about our work proves and 
supports the not ion that c o m m i t m e n t must 
be nourished and must cont inue to be the 
centerpiece of our work. Business tech
niques are a helping hand. 

M y earlier statements about the business 
world should not be taken to m e a n that 1 
think our leadership is imbued with that 
kind of thinking, at least not when their 
c o m m u n a l hats are on. The satisfaction 
people find in Jewish c o m m u n a l life s imply 
isn't the same as in business. Trustees of 
social service agencies are the people w h o 
are wil l ing to be a m o n g the few w h o care 
e n o u g h to lead others. Such peop le exist in 
every c o m m u n i t y and have existed in every 
age. They are willing to devote t ime, money , 
energy, and brain power. Such devot ion 
requires depth, sophist icat ion, a great deal 
of selflessness but, most of all, a pass ion 
and c o m m i t m e n t to their work. 

Pass ion mixed with discipline, control 
and restraint are what we should a im for in 
deve loping lay leaders. In every phase of 
our operat ion, our professional task is to 
c o m b i n e American techno logy with Jewish 
commitment . 

Those are the basic ingredients as 1 see it. 
The requirement that we deve lop a knowl
edge of management , that we teach the 
foundat ions of c o m m u n i t y deve lopment , 
and that we achieve a balance of head and 
heart. 

S o m e Suggest ions for Act ion 

In an effort to st imulate thinking 111 end 
by out l ining a few mechan i sms or thoughts 
we ought to keep in mind to achieve our 
objectives. 

1. As I've indicated, we have to take the 
initiative to learn modern management 
techniques and determine h o w they can be 
used in our agencies . In addi t ion t o c o n 

ferences where presentat ions can be shaped 
to fit our needs, we should seek oppor
tunities in our communi t i e s for consultants 
to speak to our staffs, and for us to take 
courses at local universities with people 
from the business and corporate worlds . 
A l so , we ought to ensure places o n our 
staffs for people with diverse profess ional 
and employment backgrounds . 

2. We must be confident that our Jewish 
s c h o o l s offer u p - t o - d a t e J e w i s h c iv ics 
c o u r s e s w h i c h c o n f r o n t c o n t e m p o r a r y 
issues. I'm intrigued by all the new methods 
we are using to teach our kids: computers 
in Jewish educat ion , v ideo discs, cable TV. 
I hope that in our rush to bring modern 
techniques into teaching, we remember 
that we must teach y o u n g people to think 
and to feel, not just to respond to electronic 
stimuli. 

3. Our leadership development programs 
must have an appropriate balance of the 
emot ive and didactic . They must not be 
either t o o emot iona l as to be quick fixes or 
t o o concrete as to over look our basic 
purposes . We need to seek the kind of study 
that develops a long-term commitment . 

4. We have to recognize that no matter 
h o w it appears that our leaders may be 
c o o l and results-oriented, Jews are an 
e m o t i o n a l people , and we should have 
avenues for our leaders to express feeling. 
W e have to find ways outs ide of the normal 
dec i s ion-making process to bring leader
ship together in a way that they can g r o w 
and learn f rom e a c h other , and our 
communi t i e s can benefit from what each 
person brings. 

5. The Counci l of Jewish Federat ions 
and United Jewish Appeal are both c o n 
cerned and are putt ing great effort into 
c o m m u n i t y deve lopment , particularly in 
newer communi t i e s that have less of a 
historical f oundat ion , which can assist in 
adapt ing to current change . In addi t ion to 
all that it is n o w do ing , C J F might consider 
a min i -department devoted to g r o w t h 
communi t i e s . F r o m what we see, most of 
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our nat ional agencies use campaigns as a 
too l for c o m m u n i t y building. There is a lot 
to c o m m e n d that approach , but let's not 
lose sight of all the other ingredients that 
m a k e up a c o m m u n i t y . The campaign , 
because it's readily measurable , must not 
be used to the exc lus ion of more long-range 
guideposts . 

6. W e ought to cons ider h o w to use 
l aymen , not only as commit tee members 
and po l icy setters, but as volunteers in 
areas of direct responsibil i ty in agencies 
and the Federat ion. In our Federat ions and 
in the world around us things have b e c o m e 
highly special ized. Federat ion staff can no 
longer count o n their knowledge but must 
call u p o n experts in finance, educat ional 
ph i losophy , law, construct ion, and hun
dreds of other areas. If we involve people in 

an effective way, our efficiency will increase, 
we'll s h o w our openness to new ideas , and 
laymen will deve lop a more realistic under
standing of their c o m m u n i t y . 

7. We must s h o w stabil ity in our profes
s ional l ives. W e can't a l low ourselves to be 
seen as constant ly o n the m o v e . We have to 
be v iewed as part of a process of bui lding 
c o m m u n i t y — a s someth ing more than a 
corporate execut ive who'l l be transferred 
out next year. 

This last point refers to stabil ity in a 
profess ional sense. I l l end with another 
kind of stability. It is the maturity that 
a l lows us to take the best of our tradit ions, 
our history as J e w s and our discipl ine as 
professsionals , and infuse them with s o m e 
fresh new concept s . We and our c o m 
munit ies will both benefit. 
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