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Introduct ion 

We are c o n s i d e r i n g the role of the 
volunteer in the Soviet Jewish resett lement 
and acculturat ion process during a time of 
unusual ly great social and e c o n o m i c up
heaval . This is a period in which very 
diff icult de l ibera t ions a b o u t the ent ire 
concept of social ent i t lements are taking 
place, including those for refugees. While 
Israel's reception and placement grant for 
Soviet Jews and the Soviet Jewish resettle
ment program here have the support of the 
Adminis trat ion , 1 believe we shall find 
ourselves in the pos i t ion of having to 
defend these programs before the Congress 
as they debate the relative merits of a wide 
range of social and h u m a n service pro
grams , as part of the process of reducing 
federal expenditures . 

Let us be very clear; any reduct ions in 
block grant funding will have an impact 
u p o n all those Soviet Jews w h o arrived a 
year to t w o prior to the reduct ion as well as 
u p o n those w h o arrive during the par
ticular fiscal year in which the reduction 
takes place. As of April 1981, refugees are 
entitled to a wide range of services for a 
three-year period after arrival. Illustra
tively, and these may not be as well k n o w n 
as s o m e of the more concrete or familiar 
services we provide , voluntary resettlement 
agencies with federal contracts are required 
to: 

• Ensure utilization of and access to com
munity resources to enhance the resettlement 
process. 
• Work with refugee communities on self-
help activities and assistance to new arrivals. 

* Presented at the Conference on Voluntarism and 
Resettlement sponsored by the Council of Jewish 
Federations, Bethesda, Maryland, April 1, 1981. 

• Assist refugees with the preservation of 
their cultural heritage and maintenance of 
cultural contacts. 1 

A l t h o u g h we as a c o m m u n i t y m a y feel 
that meet ing these objectives is an obv ious 
concern, I selected those items because 
there is a consensus that they are essential 
e lements of qualitative resettlement and 
acculturation program. Because they relate 
directly to the use of volunteers I will a l so 
discuss them below. 

The report of the Select C o m m i s s i o n on 
Immigrat ion and Refugee policy recently 
delivered to the Congress and the President 
states an awareness "of the fact that we live 
in a shrinking, interdependent world and 
that world e c o n o m i c and polit ical forces 
result in the migrat ion of peop le s ." 2 The 
report also notes h o w inadequately the 
world is prepared to deal with the forces of 
migrat ion and the fact that our country 
cont inues to be the world's number one 
magnet for all refugee g r o u p s . 3 In the face 
of these facts , the c o m m i s s i o n takes a 
conservative-restrictionist pos i t ion. Curi
ous ly , it refuses to believe one of its o w n 
commiss ioned research reports prepared 
by Jul ian S i m o n , an e c o n o m i s t whose 
w o r k revea l s that i m m i g r a n t s rap id ly 
b e c o m e c o n t r i b u t i n g m e m b e r s o f o u r 
society and e c o n o m y . The Jewish c o m 
muni ty has k n o w n and experienced this for 
decades . His work d o c u m e n t s the fact that 

1 Office of the U.S. Coordinator for Refugee 
Affairs and Department of Health and Human 
Services, Office of Refugee Resettlement, Refugee 
Resettlement Resource Book (Washington, D . C , 
1981), pp. 26-27. 

2 Select Commission on Immigration and Refugee 
Policy, U.S. Immigration Policy and the National 
Interest (Washington, D . C , 1981), p. 3. 

3 Ibid., pp. 1 and 3. 
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not only do they rapidly pay their own way, 
but they aslo help to pay for the public 
needs and services of all citizens. 4 It is 
ironic that at a time when the world refugee 
population is close to 16 million people 5 

and Rev. Theodore Hesburgh chooses to 
use that famous quote from Hillel as the 
opening statement for his introduction to 
the Select Commission report to which we 
just referred: 

If I am not for myself, who will be for me? 
But if I am for myself only, what am I? And if 
not now, When? 6 

that as a society we are turning more and 
more inward and becoming more and more 
conservative. What is even more frighten
ing, however, is that because we Jews have 
become such excellent Americans, and 
have largely abandoned our prophetic role, 
we tend to mirror those very same attitudes. 

During the years 1913-1915, Solomon 
Schechter periodically lectured the stu
dents at the Jewish Theological Seminary 
on Jewish philanthropy. His last lecture on 
the subject was given on November 19, 
1915, just five hours before his death. Three 
ideas he discussed bear restating. He noted 
that the Christian world felt that our 
approach to philanthropy was seriously 
lacking because "it is the oucome of the 
Law (Torah) and is lacking in love. It is not 
in the Jew but outside of him. It is wanting 
in tenderness and delicacy, in ennobling the 
poor, etc." 7 He commented, of course, that 
it was unfortunate that Christian Society 
did not understand our Law, the fact the 
communal context of the giving of assis-

4 Julian Simon, What Immigrants Take From, and 
Give To, The Public Coffers, Final Report Submitted 
to The Select Commission on Immigration and 
Refugee Policy, October 15, 1980. 

5 Committee on the Judiciary, U.S. Senate, U.S. 
Refugee Programs, 1981, Serial No. 96-79 (Wash
ington, D . C , 1980), p. 186. 

6 Sayings of the Fathers, 1:14. 
1 Solomon Schechter, "Notes of Lectures in Jewish 

Philanthropy," Studies in Judaism, Third Series 
(Philadelphia: Jewish Publication Society, 1924), p. 
240. 

tance was (and is) central to our being, and 
that the giver of help in our system bears 
the responsibility for figuring out how to 
do the job so that the ones in need will be 
able to take what they need with their 
dignity intact. Finally, consider the notion 
of the highest form of giving being the kind 
given in secret. Literally in secret, since 
there was a special room in the Temple in 
Jerusalem where the righteous left their 
gifts for the needy to come to obtain their 
support. 8 

Consider those attitudes and the values 
they reflect in contrast to the current trends 
of our society and even in our own Jewish 
communities as we hear people speak of 
"getting the Russians off the Jewish dole." 
Consider the meaning of that attitude in 
the face of the fact that our national 
experience is that the great majority of our 
Soviet brethren are self-sufficient in less 
than six months after arrival and often in 
the job market after being here only one or 
two months! Curious isn't it, that a record 
unmatched by any other immigrant group 
or program is somehow not quite good 
enough to satisfy many in the Jewish 
community. Paradoxical isn't it, that we 
have developed the most sophisticated, 
humane, efficient, and effective resettle
ment system in existence 8" (one might 
respond to that with "Why not, we've only 
been dealing with refugees for nearly 6,000 
years!"), and yet we are in danger as a 
community of violating some of our basic 
Jewish values because we have begun to 
direct some of the growing negative atti
tudes towards welfare and the poor to our 
Soviet brethren? My use of the word, 
brethren, is not an accident. The Bible 
often calls the needy "brother," meaning 

8 Ibid., pp. 246-247. 
g a Barry N. Stein, Refugee Resettlement Programs 

and Techniques, Research Report Submitted to The 
Select Commission on Immigration and Refugee 
Policy, September, 1980, p. 66. Stein also cites a U.S. 
House of Representatives report issued in 1979 which 
expresses the same opinion. 
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the equal of the r ich. 9 Why d o I dwell on 
attitudes? It seems to me that one cannot 
consider matters involv ing working with 
people unless one is prepared to consider 
the impact of one's self on another person 
when engagement for the purpose o f giving 
and receiving help takes place. 

I would like to consider some of the 
c o m m u n i t y and public relations aspects of 
the expression of negative attitudes towards 
S o v i e t J e w s . We h a v e all e x p e r i e n c e d 
Soviet Jews at their worst: pushy, abrasive, 
d e m a n d i n g , manipulat ive , and so forth. 
But, our volunteers and staff a lso k n o w 
them in m a n y more caring and posit ive 
w a y s . O u r v o l u n t e e r s are in the bes t 
pos i t ion through their varied social and 
inst i tutional contacts to spread the g o o d 
news t o o . Much of this will happen quite 
natura l ly , but v o l u n t e e r c h a i r m e n and 
p r o f e s s i o n a l s o u g h t not to leave it to 
chance . We have a very special opportunity 
to explo i t appropriate ly the g o o d work we 
are d o i n g in the Soviet Jewish resettlement 
program. We have a right to give ourselves 
a publ ic pat on the back, and that will 
encourage our volunteers to d o the same. 

A m o n g all the peoples on this earth only 
w i t h i n the J e w i s h c o m m u n i t y is there 
b e h a v i o r a l e v i d e n c e of o u r c o m m u n a l 
concern for our brethren. We are the only 
group in the world that has responded both 
historically and currently to the idea that 
"All Israel is responsible for one another ." 
That is why none of our peop le will ever be 
a refugee for long , that is w h y Israel as the 
homeland of the Jewish people is such a 
powerful idea, and that is why our Falasha 
dying in Ethiopia and languishing in the 
S u d a n are such a n a b e r r a t i o n of our 
people's values. 

The Social Context o f Resett lement 

Bertha Reyno lds , a very special pioneer 
in the deve lopment of social work, said that 
"practice is a lways shaped by the needs of 

' Ibid., pp. 244-245. 

the t imes, the problems they present, the 
fears they g e n e r a t e , the s o l u t i o n s that 
appeal , and the knowledge and skill avai l
a b l e . " 1 0 This v iew has evo lved into the 
eco log ica l approach to service delivery. 
Carel Germain, its foremost spokesman , 
c o m m e n t s that "Ecology seeks to under
stand the transact ions that take place 
between env ironments and living systems 
and the consequences of these transactions 
for each. Apply ing eco log ica l ideas essen
tially means a t tempt ing to understand 
either a l iving system or its environmental 
contex t by l ook ing at the features of bo th 
and at their interact ion." 1 1 This is obviously 
a useful perspective for us to use as we 
e x a m i n e the impact of the various c o m 
ponents of our sys tem (the Soviet Jewish 
immigrant , the volunteer , the professional , 
the agency , H I A S , Israel, the Jewish 
community-at-large, and the Jewish Federa
t ion) and the system as a totality. In the 
remainder of these c o m m e n t s I will focus 
o n a few of these c o m p o n e n t s . 

Soviet Immigrants 

First, w h o are the Soviet Jewish immi
grants when they touch our shores and with 
what perceptions d o they greet us? "Of all 
the industrialized democrac ies of the West , 
the United States is probably the one that 
l eas t c o n f o r m s t o . . . S o v i e t d e r i v e d 
expecta t ions (regarding the need to mani 
pulate and be suspic ious of bureacracies); 
the transatlantic cultural shock may be 
even greater than the east-west cultural 
s h o c k . " 1 2 F r e e d o m is a preposterous and 

1 0 Bertha Reynolds, "Social Work and the Life of Its 
Time," Unpublished paper presented to the Maryland 
Chapter of the National Associat ion of Social 
Workers, Baltimore, Maryland, January 21, 1965. 

1 1 Carel B. Germain, "Social Context of Clinical 
Social Work," Social Work, Vol. 25, No. 6 (Novem
ber, 1980, p. 483. 

1 2 Robert J . Osborne, "The Soviet Social Environ-
mentand AmericanContrasts,"in Jerome M. Gilson, 
E., The Soviet Emigre (Baltimore: The Baltimore 
Hebrew College, 1977), p. 123. 
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incomprehens ible idea understood as a 
s y n o n y m for the word disorder. Exercis ing 
o n e ' s r i g h t s , t a k i n g r e s p o n s i b l i t y f o r 
dec i s ion-making , the express ion of ideas— 
all these are seen as "an opportuni ty of 
execut ing with impuni ty some kind of anti
social or dangerous a c t i o n s . " 1 3 One feels 
respect for force, authority , or even educa
t ion in the U S S R , but not the rights of an 
i n d i v i d u a l . 1 4 Taking care of one's self is an 
equal ly foreign not ion since the State t o o k 
care of everything and if Soviet Jews did 
not like that, they did deve lop a heavy 
reliance u p o n that system. U n c o n s c i o u s as 
that reliance may have been , our inde
pendent , self-determining way of life is 
psychological ly terrifying to the newcomer . 
The fact that they had to resist the Soviet 
government in some fashion in order to 
leave the U S S R often causes them to arrive 
here with rather over-b lown feelings of self-
i m p o r t a n c e . 1 5 While they appear to be 
m o r e interested in their health than are 
Amer icans , they have no idea of h o w to use 
phys ic ians or what physic ians can d o for 
t h e m . 1 6 The overall health picture in the 
Soviet U n i o n is a disaster. T w o examples : 
the a v e r a g e n u m b e r of a b o r t i o n s per 
w o m a n , per l i fetime is 0.5 in the U . S . while 
in the Soviet U n i o n a conservat ive est imate 
is eight per w o m a n . Famil ies from urban 
areas in the U . S . S . R . spend as m u c h o n 
a l coho l each week as their counterpart 
Amer ican famil ies d o o n f o o d . If a Soviet 
worker can stand up then factory foremen 
mark them sober and fit for d u t y . 1 7 

1 3 Andrei Amalrik, "Will the Soviet Union Survive 
Until 1984?," cited by Robert Kaiser, Russia: The 
People and the Power (New York: Atheneum, 1976). 

i " Ibid. 
1 5 Edgar Goldstein, "Psychological Adaptations of 

Soviet Immigrants," American Journal of Psycho
analysis. Vol. 39, No. 3 (1979), pp. 257-263. 

1 6 Martha Loewenthal, "Preliminary Report of the 
Health Survey Administered to 95 Russian Jewish 
Immigrants," Unpublished report from the Chicago 
CJF Health Demonstration Project, June, 1980, p. 1. 

1 7 Nick Eberstadt, "The Health Crisis in the 
U.S.S.R.," The New York Review, February 19,1981, 
p. 24. 

A n o t h e r vi tal p r o b l e m c o n c e r n s the 
emot ional status of the immigrant. Research 
indicates that mult ip le life changes of a 
major character and which are undes ired, 
uncontrol lable , and unanticipated have a 
direct relat ionship to consequent mental 
health problems. In fact, persons incurring 
more than one significant change of this 
kind are three t imes more likely than others 
to experience serious mental health p r o b 
lems in the year fo l lowing such c h a n g e s . 1 8 

There is no d o u b t that for m a n y Soviet 
Jews , emigrat ion and its aftermath repre
sents a series of major life changes . 

What is it like to apply for an exit visa 
. . . and then t o wait? Steven Kel lman gives 
us an insight into that experience: "I . . . 
c a m e to k n o w a mathemat i c ian and his 
family w h o have been wait ing for exit visas 
for more than a year. They are members of 
an underground circle of Hebrew students 
. . . We arranged t o meet in a busy Metro 
s ta t ion , but we were fo l l owed a n y w a y . I 
was told of h o w the pol ice periodical ly raid 
apartments of members of the group and 
seize their Hebrew b o o k s . " 1 9 

A n o t h e r p e r s p e c t i v e c o m e s f r o m a 
Sov ie t Jew n o w residing in Bos ton: "I 
k n o w only that it w a s not poss ib le to stay, 
and it was imposs ib le to g o . I had lived for 
seven years in this never-never state before 
actual ly applying for a n emigrat ion visa, 
but I k n o w people w h o have been agoniz ing 
for m o r e than ten years and still c a n n o t 
d e c i d e . " 2 0 The wait ing does not disappear 
easi ly:". . . somet imes I have n ightmares— 
I a m back there and they d o not let me out . 
Or, the sensat ion of wind in m y ears , suffo
ca t ion in m y throat and empt iness in m y 
s t o m a c h c o m e s back f rom those last days 

1 8 Michael Roskin, "Integration of Primary Preven
tion Into Social Work Practice," Social Work, Vol. 
25, No. 3 (May 1980), p. 193. 

1 9 Steven G. Kellman, "Georgia (USSR) on My 
Mind," Moment, Vol. 5, No. 10, (November, 1980), 
pp. 51-52. 

2 0 Eleva Tsypkin, "Where We Are Not," Moment, 
Vol. 5, No. 9 (October, 1980), p. 42. 
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before leaving M o s c o w . " 2 1 And finally, the 
guilt of wait ing for others: "In the morn ing 
d a w n I think, 'Should I still be there, 
helping m y mother to nurse my grand
mother in a dirty hospital?' . . . Yet it is 
because of s o m e of those friends that I a m 
here e n j o y i n g l ife, whi le they still are 
refused their visas , or—worse—are in exi le 
or p r i s o n . T h e guilt then b e c o m e s so 
unbearable that I a m shattered and ask, 
'Where a m I really? I should be rott ing 
there, shouldn't I?' " 2 2 There are m a n y 
other important characteristics we need to 
be aware of, but my purpose here is s imply 
to emphas ize what Joseph Ede lman re
corded so well: 

You Americans think that refugees from 

Hungary, Poland, and the Soviet Union are all 

the same. We Soviets are not like the Eastern 

Europeans. We have had 57 years of isolation 

and brainwashing. We are not just from 

another country. We are from another planet. 2 3 

Second , we need to look at the volunteer. 
Volunteerism is a solid part of the Ameri 
can scene. Nearly one out of every four 
p e r s o n s a g e 14 or o l d e r s e r v e d a s a 
vo lunteer in 1974 (up five percent from 
1965). The services of those 36.8 mil l ion 
volunteers are est imated to be worth $33.9 
billion (a figure estimated to be three times 
greater than that for 1965). The single age 
bracket with the largest representation is 
25-44 despite the frequent assumpt ion that 
these are the very people w h o have the least 
available free t i m e . 2 4 This fact, incidentally, 
has important impl icat ions for targeting 
our recruitment efforts. A survey by the 
United Way found that of 2.4 bil l ion 
volunteer hours donated in 1974, 83.1 
percent were directed at the delivery of 
program services and 93.1 percent were 

21 Ibid., p. 44. 
22 Ibid., p. 42. 
2 3 Joseph Edelman, "Soviet Jews in the United 

States: A Profile," American Jewish Yearbook 1977 
(New York: American Jewish Committee), pp. 157-182. 

2 4 Bureau of the Census, Social Indicators III 
(Washington, D . C : U.S. Department of Commerce, 
1980), p. 501. 

provided through personal and social 
adjustment and deve lopment agencies (day
care, family counse l ing agencies , c o m 
munity centers, youth programs) . It turned 
out that the volunteers providing these 
services numbered nearly two for every one 
profess ional . 2 5 

People tend to volunteer their time and 
energy because of forces emanat ing from 
within themselves (they give as their inner 
mot ives : fun, exc i t ement , feeling needed, 
learning new skills, importance of the j o b , 
the help to themselves personal ly / profes
s ional ly , the need to d o something , the 
chance to influence what happens): be
cause of forces having to d o with others or 
groups (i.e. volunteering is a tradit ion, our 
g r o u p d o e s this, m y friend wants me to , I 
can't say no to h i m / h e r , they wouldn't ask 
me if it wasn't important) , or because of 
s i tuational forces (i.e. it is a new adventure, 
they work around the t ime I have available, 
a bunch of us will be d o i n g it together, our 
nat ional leadership has said this is a 
priority, I'll m a k e new fr i ends ) . 2 6 There is 
d o c u m e n t a t i o n that the Jewish c o m m u n i t y 
utilized volunteers to assist immigrants 
through Jewish benevolent societies as 
early as the 1840's . 2 7 While most resettle
ment programs for all refugees use vo lun
teers, there is more current evidence to 
suggest that the way in which the Jewish 
c o m m u n i t y has organized its volunteer 
effort is a m o n g the most sophist icated and 
effectively operated. Consider ing the tre
m e n d o u s pressure our entire system has 

2 5 United Way of America, A Study of the Quantity 
of Volunteer Activity of United Way and Its Member 
Agencies (Alexandria, Virginia: December, 1974),pp. 
7-9. 

2 6 Eva Schindler-Rainman and Ronald Lippitt, The 
Volunteer Community: Creative Use of Human 
Resources (California: University Associates, 1977), 
pp. 48-50. 

2 7 Violet M. Sieder, "The Historical Origins of the 
American Volunteer," in William A. Glaser and 
David L. Sills, Eds., The Government of Associations: 
Selections from the Behavioral Sciences (New Jersey: 
The Bedminster Press, 1966), p. 5. 
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been under for an ex tended period during 
wh ich we have had to c o p e wi th b o t h a 
rapid expans ion of operat ions and an 
equal ly rapid contrac t ion , we can be 
especially proud of our volunteer programs. 
A recent report of the Counc i l of Jewish 
Federat ions Soviet Jewish resettlement 
program reveals that there are thousands 
of volunteers involved across the country 
in communi t i e s of every size, working in 
practically every phase of the p r o g r a m . 2 8 

Our volunteers are often exceptional people. 
They are sophisticated and as "professional" 
as o n e can be wi thout be ing a profess ional . 

A newer deve lopment is the invo lvement 
of Sov ie t Jews as volunteers . They t o o 
carry a wide spectrum of responsibi l i t ies 
ranging from airport recept ion and initial 
or ientat ion for new-comers t o assist ing in 
j o b f inding. Self-help groups and Russ ian 
cultural preservation programs initiated 
and led by Sov ie t Jews have emerged in 
m a n y c o m m u n i t i e s . 2 9 I suspect that we 
have not yet begun t o scratch the surface 
wi th respect to the potent ial use of Soviet 
J e w s as volunteers in both the resettlement 
and the acculturation process. There is a 
serious potent ial problem in d o i n g so . If 
our goal is appropriate acculturat ion (as 
dist inct from ass imilat ion) or the provis ion 
o f opportuni t ies for learning h o w the 
Amer ican and Jewish systems work, then it 
is poss ible that t o o m a n y Russ ian v o l u n 
teers m a y lead to a heavily "Russif ied" v iew 
of the new world. 

Similarly, because Soviet J e w s cannot 
c o m p r e h e n d w h y , if it is no t a j o b , 
Amer ican Jews act as volunteers , they tend 
to greet the vo lunteer carefully, passively, 
and suspic iously . If, o n the other hand, 
they perceive the volunteer as a typically 

2 8 Council of Jewish Federations, "Soviet Jewish 
Resettlement Program Quarterly Program Report," 
February 11, 1981. 

2 9 Ibid. Also see, National Council of Jewish 
Women, Community Partners: The Staff- Volunteer 
Team in Soviet Jewish Resettlement (New York: 
1981), pp. 17-40. 

"shal low and uncaring Amer ican ," they 
will maintain a critical d i s t a n c e . 3 0 A n d 
should they and the volunteer b e c o m e very 
c lose friends, the vo lunteer may well find it 
difficult to d o a j o b effectively and o b 
ject ively. These are compl icated problems 
requiring carefully thought out programs 
of training, supervis ion, and volunteer 
selection. 

Jewish Communal Agencies 

I think it is fair to say that volunteer 
opportunities in resettlement and accultura
t ion have captured m o r e imag inat ion , 
energy, and actual invo lvement than any 
other program of the Jewish c o m m u n i t y in 
a l ong t ime (with the except ion of the 
annual fund-raising campaign which is of 
an entirely different order). W h y volunteer 
programs have b e c o m e such an integral 
part of our programs leads me to a brief 
cons iderat ion of the agency c o m p o n e n t of 
our system. I a m conv inced that the reason 
for the excel lent response o n the part of the 
volunteer is relatively easy to understand. 
Sov ie t Jews represent an opportuni ty to d o 
s o m e t h i n g J e w i s h l y i m p o r t a n t d irect ly 
with people w h o are from the "myster ious" 
East; the entire Jewish c o m m u n i t y has 
accorded the task a high priority and high 
status rewards are g iven to those w h o 
participate. The agenc ies 'and Federat ions ' 
mot iva t ions and behavior are more c o m 
plex and therefore, more difficult to c o m 
p r e h e n d . T a k e the q u e s t i o n o f w h i c h 
organizat ions are m o r e l ikely to be o p e n to 
innovat ion . One major student of organiza
t ions notes that those dependent u p o n 
m a n p o w e r resources which are "self-acti
vat ing, sentient, and potential ly recalci
trant as well as vo luntary . . . have a greater 
say regarding the output of the organi-

3 0 Martin Koosed, Refugees and Acculturation: 
Theory, Review of Literature, and Annotated Bibli
ography with Special Emphasis on Soviet Jewry 
(Chicago: Jewish Federation of Metropolitan Chica
go, 1981), pp. 24 and 46. To be published by the 
Council of Jewish Federations. 
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zat ion . . . " 3 1 Clearly, Jewish c o m m u n a l 
a g e n c i e s fit that d e s c r i p t i o n . A g e n c i e s 
which are receptive to receiving proposals 
from the lower reaches of the sys tem also 
tend to be more innovat ive . A s an im
portant as ide , it is unfortunate that m a n y 
in the lower reaches of social welfare 
bureaucracies as sume—often without any 
support ing ev idence—that such proposals 
will meet with resistance. The facts are that 
more often than not organizat ional leaders 
seek innovat ions that will enhance goals 
valued by the o r g a n i z a t i o n . 3 2 S o m e of the 
i n h i b i t i n g forces are that m o s t soc ia l 
agencies have two j o b s to do : ". . . that of 
regulating the behavior of people that 
b e c o m e classified as deviants , ostensibly in 
their o w n interests . . . (and) A second 
f u n c t i o n . . . is to absorb a part of the work 
force of the n a t i o n . " 3 3 T o give over work 
with Soviet Jews to volunteers , or even to 
other agencies , may not be perceived as 
being in the self-interest of a particular 
agency. T o be more specific, the fo l lowing 
factors have been identified as working 
against organizational innovat ion: 

• The larger the number of groups involved, 

the less the readiness to implement change. 
• The existence of disagreement about 
values. 
• The probability of the idea of having an 
impact on organizational structure. 
• Impact upon the allocations of resources. 
• The degree to which new learning, training, 
or skill development is required. 

3 1 Charles Perrow, "Members as Resources in 
Voluntary Organizations," in William R. Rosengren 
and Mark Lefton, eds., Organizations and Clients: 
Essays in the Sociology of Service (Columbus, Ohio: 
Charles E. Merrill, 1970), p. 105. 

3 2 Rino J. Patti, "Organizational Resistance and 
Change: The View From Below," in Simon Slavin, 
ed., Social Administration: The Management of the 
Social Services (New York: Haworth Press, 1978), p. 
544. 

3 3 Charles Perrow, "Demystifying Organizations," 
in Rosemary C. Sarri and Yeheskel Hasenfeld, eds., 
The Management of Human Services (New York: 
Columbia University Press, 1978), pp. 108-109. 

• The extent to which organizational leaders 
are not able to diagnose accurately the com
plexity of the planning issues involved. 
• Lack of ability to make the right strategic 
choices in order to simplify the process of 
change. 3 4 

• An absence of turbulence in the organiza
tion's environment. 
• Too much formalization or centralization. 
• An absence of professional leadership. 3 5 

A major focus of social po l i cy for all 
h u m a n service organizat ions is the effi
c iency and equity with which services and 
resources are m a d e avai lable . Tradit ion
al ly, equity has received the greatest at ten
t ion. More recently, and as resources have 
b e c o m e l e s s a v a i l a b l e , e f f i c i e n c y h a s 
attracted equal interest. While producing a 
profit is not a funct ion of social agencies , 
the cost of units o f service has b e c o m e a 
pressing management mat ter . 3 6 

There is no mistaking the fact that these 
issues impact directly u p o n the extent and 
character of volunteer programs. Until 
Soviet Jews can be safely evaluated as 
accept ing our sys tem, m a n y look u p o n 
them as deviants and as is k n o w n most 
vo lunteers are not a l lowed t o work with 
deviants , except under very carefully d e 
fined professional direction. Many Jewish 
c o m m u n i t i e s were in the process of m o u n t 
ing volunteer programs, until the numbers 
decl ined severely. Suddenly , there was less 
o f a n e e d for s u c h p r o g r a m s or the 
implementat ion required further e x a m i n a 
t ion. 1 read that as a need t o protect cl ient 
loads and profess ional pos i t ions . Federa
t ions , on the other hand, mounted tremen
d o u s pressure on the agencies to initiate the 
p r o g r a m s , s o m e t i m e s regardless of the 
n e e d for o n e or the r e a d i n e s s o f the 
reset t lement /accul turat ion agency to d o a 

3 4 Andre L. Delbecq, "The Social Political Process 
of Introducing Innovation in Human Services," in 
Sarri and Hasenfeld, Op. Cit., pp. 310-313. 

3' Ibid., p. 309. 
3 6 Arnold Gurin, "Conceptual and Technical Issues 

in the Management of Human Services," in Sarri and 
Hasenfeld, Ibid., pp.293-298. 

219 



J O U R N A L OF JEWISH C O M M U N A L SERVICE 

g o o d j o b . The Federat ions saw a marvelous 

o p p o r t u n i t y to g e n e r a t e m o r e m o n e y 

through hands-on contact . That was , and 

is, an accurate perception, if somet imes 

misapplied. 

Profess ionals and Volunteers 

Lastly, one needs to e x a m i n e the process 

through which profess ionals decide to use 

volunteers . Here I draw extens ive ly o n 

R a i n m a n and Lippitt w h o have analyzed 

the issue rather well: 

Figure 3. Deciding Whether and How to Use Volunteers37 

Decision to use extensively at Decision to make minimal use 
high level of responsibility with limited responsibility 

»- ~« 
Forces toward maximal use of Forces toward minimal use of 
volunteers volunteers 

• 

Forces Inside Professional 
Decision Maker ("Own Forces") 

1 feel need to extend service 
beyond what I can do 

The volunteers I've worked 
with have been great 

They are fun to train and 
work with 

They are a key link to clients 

The best delivery of service is by 
a team of volunteer, professional, 
and paraprofessional 

There is great personal satisfac
tion in seeing volunteers grow as 
I work with them 

I can have more impact by 
spreading my skills 

More volunteers are available 
to be recruited 

1 don't want to give up the rewards 
of direct contact with clients 

1 am uneasy working with volun
teers of different race, class, 
education, etc. 

1 distrust volunteers' ethical 
sensitivity to the need for 
confidentiality 

Paraprofessionals are easier to 
train and control 

Training and supervising them 
will take too much time 

The volunteers might be more 
accepted than 1 am by clients 

I don't see what jobs I can 
give them 

Too much energy is required to 
recruit them 

3 7 Eva Schindler-Rainman and Ronald Lippitt, Op. 
Cit., pp. 57-59. 

220 



VOLUNTEER INVOLVEMENT 

Volunteers are ready to take They resist supervision, ignore 
more responsibility today policy, embarrass the agency 

I don't feel expert enough to 
supervise new roles and functions 

They just are not responsible 

"Interpersonal and Group 
Member Forces" 

Board says we should give more 
service with no more professionals 

The chief executive values 
extensive use of volunteers 

The funding agency values 
our use of volunteers 

Our agency policy is to use 
volunteers in many roles 

The trend in the profession and na
tionally is to use more volunteers 

Standards of good service are 
becoming more professional all 
the time 

The volunteers are too aggressive 
in seeking status, power, 
independence 

My colleagues tell me that volun
teers are inadequate in many areas 

Parents are raising questions 
about our using volunteers 

Professional colleagues in other 
agencies are raising their eyebrows 
about our standards in using 
volunteers 

Volunteers lack commitment to 
agency policies 

"Situational Forces " 

Clients can be served better by 
more volunteers helping us 

Program outreach to new areas 
feasible with volunteers 

Having more volunteers will 
benefit budget allocations 

Our budget for supervision has 
been decreased 

We lack budget for volunteers 
who need meal and transporta
tion reimbursement 

We lack space for volunteer-led 
programs 

We can't offer transportation 

We now have paraprofessionals-
it's hard to separate their jobs 
and those of volunteers 
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Conclusion 

Understanding these dynamics is truly 
vital since some professionals still have 
many reservations about using volunteers. 
While we have come a long, long way there 
are still those who do not clearly under
stand that volunteers are interviewed and 
screened, hired, trained and supervised 
around specific jobs or tasks, evaluated, 
and even fired if they do not work out. 
Further the matter of developing an 
appropriate structure designed to meet the 
needs of a given community and an 
appropriate process of qualitative training 
is equally important. Fortunately, there is a 
growing amount of excellent resources, 
including the National Council of Jewish 
Women's new manual . 3 8 If there is a 
bottom line to all of this it is that those who 
are interested in seeing to it that volunteer 
programs retain their proper place in our 
system will need to become more sophisti
cated change agents who engage in even 
more skillful social planning. "Planning is 
an attempt to influence inter-organiza
tional behavior. Indeed, successful planning 
asks how one actually gets into organi
zations to affect not only their incentive 
systems, but also their definitions of the 
situation."39 That is where the skill and 

sophistication will pay off. A final example 
of a current issue that will influence the 
direction of our efforts for years to come 
deserves attention. Since 1978 we have 
resettled approximately 48,000 Soviet Jews 
in the United States. They have given new 
life to some Jewish agencies and insti
tutions, extended the lifespan of declining 
Jewish neighborhoods, revitalized old busi
nesses and initiated new ones. 

Our responsibility as a Jewish com
munity is not yet discharged. Indeed, we 
have just begun to concern ourselves with 
the longer term acculturation needs of our 
new Jewish neighbors. This will require a 
new wave of volunteer energy with a 
different focus. The CJF Task Force on 
Jewish Identity concluded that among the 
most important factors which are likely to 
enhance the process of Jewish integration 
are: the nature of community attitudes, the 
extent to which there is personal reaching 
out by one Jew to another, the involvement 
of the Soviet Jew as a partner in the 
process, and the need for consistency over 
time since we are talking about a develop
mental process. 4 0 I began by referring to 
several key tasks which are the responsi
bility of the voluntary sector. We are the 
voluntary sector. "If not now, when?" 

38 Op. Cit., See Parts A, D, and E. Also see: Training 
Volunteer Leaders of Program Groups (New York: 
National Council of Young Men's Christian Associa
tions, 1974), Frederick G. Clark, et. al., Impact 
Supervision: A Facilitative, Goal Oriented Model 
(Downsview, Ont.: The Dellcrest Children's Centre, 
1977), and Rainmanand Lippitt, Ibid. 

3 9 Norton E. Long, "Rigging the Market for Public 
Goods," in Rosengren and Lefton, eds., Op. Cit., p. 
187, emphasis mine. 

4 0 Task Force on Jewish Identity, Integrating Soviet 
Jewish Emigres: The Continuing Agenda for the 
American Jewish Community (New York: Council of 
Jewish Federations, Soviet Jewish Resettlement 
Program, November 12, 1980). 
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