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As more American Jews move to demographically dispersed areas on the peripheries of 
traditional Jewish community borders, reach-out programs increasinglyform the basis of 
communal response. The worker's role in organizing and serving such new communities 
can be specified and a worker can be deployed for these tasks with greater prospects 
of success. 

Introduction 

Federations throughout the United States 
are grappling with shifting Jewish p o p u l a 
t ions within their tradit ional boundary 
lines and beyond . Suburbs and nearby 
rural areas hitherto unsettled by Jews are 
deve lop ing concentrat ions of Jewish p o p u 
lat ion on the peripheries of traditional 
boundary lines. Federat ions struggle with 
the effects of d<. nographic dispersion in 
terms of Federati in fundraising require
ments and planning and service d e m a n d s 
from residents of these areas. One c o m m o n 
response with varied appl icat ions is the 
d e p l o y m e n t of an outreach worker w h o s e 
role has been defined in several ways: 
o m b u d s m a n , ex tens ion worker, area ser
vices coordinator , c o m m u n i t y developer, 
or c o m m u n i t y organizer. 

The Federat ion worker w h o s e outreach 
assignment is defined by communi ty organi
zat ion or c o m m u n i t y deve lopment must be 
prepared to make an e n o r m o u s time c o m 
mitment to his work if he is to accompl i sh 
his tasks. His ass ignment will carry a 
central responsibil ity for fundraising, c o m 
m u n i t y o r g a n i z a t i o n , g r o u p work, and 
communi ty planning. T o fulfill these assign
ments in a demographical ly dispersed "new" 

* This article is derived from the author's longer 
action-research paper on the subject, "The Distinctive 
Features of Jewish Federation Work in Exurban 
Communities: Role, Process, and Objectives," pre
pared while he was employed by the Jewish Com
munity Federation of San Francisco, Marin County 
and the Peninsula. 

c o m m u n i t y , he will first need to organize 
and manage m a n y other confl icting t ime 
and role d e m a n d s that will emerge. 

This article describes various roles that 
the a u t h o r p l a y e d in carry ing out his 
ass ignment as c o m m u n i t y developer in the 
S o u t h Peninsula area of the Jewish C o m 
munity Federat ion of San Francisco. It 
demonstrates h o w the different roles are 
interrelated and build upon one another to 
enable the communi ty development process 
to take place. 

Fundraiser 

The Jewish Welfare Federat ion began 
solely as a fundraising organizat ion and its 
on ly e x p o s u r e in the S o u t h P e n i n s u l a 
Jewish c o m m u n i t y until this current pro
gram began was through its annual fund-
raising campaign . When this worker was 
given the ass ignment , there had been no 
growth in the annual campa ign for several 
years. It was clear that obtaining greater 
annual campa ign yields was a major task 
expec ta t ion the Federat ion had of this 
worker. After the worker spent several 
m o n t h s analyz ing past performance and 
structure of the c a m p a i g n , he prepared a 
blueprint for a two-year program of re
structuring and improving the mechanism 
and image of the annual drive. T w o areas 
of glaring weakness were identified. The 
first w e a k n e s s w a s that the v o l u n t e e r 
leadership base was inadequate and there 
was n o concerted campaign worker recruit
ment and training program. The second 
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weakness was that the image of the Jewish 
C o m m u n i t y Federat ion in the c o m m u n i t y 
was less than posit ive. 

T h e profess ional worker takes a leader
ship role in m a k i n g changes in fundraising 
campaigns . T o accompl i sh this primary 
task, group process and leadership training 
m e t h o d s are e m p l o y e d in the deve lopment 
of a leadership cadre. M o r e than in other 
smal l g r o u p efforts, the worker's personal 
e x a m p l e and leadership style are necessary 
m o d e l s . The analys is of leadership weak
ness in past efforts indicated a lack of 
enthus iasm for the effort on the part of the 
vo lunteers , a lack of understanding of the 
ul t imate uses for the funds raised, and a 
lack of ded ica t ion o n the part of the 
volunteers in past efforts. 

Part of the p r o b l e m was the a l m o s t 
negat ive image the Federat ion had in the 
c o m m u n i t y . The image problem, though 
inimical to campaign , could not be reversed 
by the c a m p a i g n effort itself. The Federa
t ion gave the worker broad responsibil it ies 
and author i ty so as to make poss ible a total 
effort of c o m m u n i t y deve lopment with the 
thought that successful c o m m u n i t y devel 
o p m e n t efforts led by Federat ion would 
have pos i t ive effects on the annual c a m 
paign. 

With this in mind , the first effort was to 
capitalize o n the chauvinism of volunteers 
about their South Peninsula c o m m u n i t y 
a n d o n their g r o w i n g a w a r e n e s s t h a t , 
increasingly, programs in the c o m m u n i t y 
were being funded through Federat ion and 
that this f inancial dependence would grow. 
The worker cal led at tent ion to the corre
lat ion be tween more v igorous and pro 
duct ive c a m p a i g n s and the abil ity of the 
c o m m u n i t y t o hasten the growth of its o w n 
service agencies and Jewish programs. The 
worker set about recruiting a leadership 
cadre of m e n with w h o m he had worked 
before in special c a m p a i g n projects he had 
coord inated from the San Francisco office 
of the Federat ion . They , in turn, wou ld 
recruit needed volunteers using the same 

m e t h o d s and phrases. A c a m p a i g n chair
m a n w a s pre-selected by the worker and 
then formally recruited by the general 
c a m p a i g n c h a i r m a n in San F r a n c i s c o . 
Together , this chairman and the worker 
deve loped a program of personal recruit
ment , solicitor training, leadership mot i 
vat ion and campaign administrat ion that 
was implemented . 

The thrust of the c a m p a i g n in the S o u t h 
Peninsula was to train a g r o u p of thirty to 
forty volunteers from w h o m future leader
ship for the S o u t h Peninsula C a m p a i g n 
could be drawn and w h o would concentrate 
on increasing the g iv ing of current c o n 
tributors of $500 or more . These were m e n 
w h o had all agreed to participate in several 
hours of seminars on the nature of the 
J e w i s h C o m m u n i t y F e d e r a t i o n and its 
b e n e f i c i a r i e s as we l l as in a s o l i c i t o r 
training program that used group dynamics 
and role playing m e t h o d s to teach effective 
communicat ion and fundraising techniques. 
The leaders of this group participated in a 
two-week study miss ion to Israel prior to 
the c a m p a i g n through which their educa
t ion and mot ivat ion were comple ted . 

Internal evaluat ion and feedback m e c h 
an i sms were built into the restructured 
fundraising drive to facilitate a two-way 
process of e l iminat ing further problems 
and weaknesses and reinforcing the c o m 
mi tment of the thirty to forty workers . The 
Federat ion leadership reviewed the plans 
for this process and the early e lements of 
its i m p l e m e n t a t i o n a n d e n d o r s e d this 
approach . Moreover , the leadership made 
clear the c o m m i t m e n t to a two-year process 
of deve lopment and, therefore, the wil l ing
ness to wait until the next c a m p a i g n to 
realize increased dol lar a m o u n t s from the 
South Peninsula. However , their expec ta 
t ions were partially fulfilled in the first 
reorganized campaign . 

The role of fundraiser was a source of 
great personal tens ion for the worker in 
this c o m m u n i t y . It is this role that is the 
primary base of evaluat ion the agency 
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traditionally uses. Use of group process 
m e t h o d s is not widespread in fundraising 
drives , and often workers use other means 
to meet their task responsibil it ies. The 
Federation's c o m m i t m e n t to the longer-
term process of c o m m u n i t y deve lopment 
made possible the implementat ion of these 
n o n t r a d i t i o n a l m e t h o d s — w h i c h h a v e 
proved elsewhere their validity to the long-
term health of fundraising c a m p a i g n struc
tures and increased yields. A n d so this area 
of great confl ict between task goals and 
process goa ls became an area of an opt imal 
b l e n d i n g of p r o c e s s m e t h o d s wi th the 
achievement of the required tasks. 

C o m m u n i t y Organizer 

The c o m m u n i t y was not wi thout Jewish 
o r g a n i z a t i o n s and a g e n c i e s w h e n this 
process began. There were three congre
gat ions , two of them older than twenty 
years, a small Jewish day schoo l , a small 
Jewish c o m m u n i t y center, a Hillel F o u n d a 
t ion at Stanford University, and several 
m e m b e r s h i p o r g a n i z a t i o n s , inc lud ing a 
significant chapter of Hadassah with about 
five hundred members . For more than ten 
years there had been Jewish C o m m u n i t y 
Federat ion and Israel Bond fundraising 
campaigns , and an active but aging Federa
t ion Women' s Div i s ion which extended its 
activity beyond fundraising to educat ion 
and various volunteer service funct ions in 
the c o m m u n i t y . In fact, for three years 
there had been a Federat ion office staffed 
by one half-t ime fundraiser and one secre
tary. In all, these congregat ions , organi
zat ions , and agencies served fewer than 
one-third of the k n o w n Jewish families 
living in the communi ty . 

Over eight m o n t h s the worker met all the 
leadership, lay and profess ional , current 
and past, of these exist ing organizat ions. 
These meet ings took the form of interviews 
and meet ings in which the worker stressed 
his interest in learning from these leaders 
and the Federat ion ' s interest in better 
serving the c o m m u n i t y . A l m o s t without 

e x c e p t i o n , leadership expressed a desire to 
be "brought together" in a more cooperative 
way and a h o p e that Federat ion might 
serve as the "honest broker" or "force" for 
m o r e c o o p e r a t i v e c o m m u n i t y bu i ld ing 
endeavors . 

Often conflicts existed between the desire 
of volunteer leadership for interagency 
cooperat ion and the professional leader's 
express ion of territorialism. One example 
of this confl ict was in the relationship 
between the oldest synagogue and the 
growing Jewish c o m m u n i t y center. The 
Rabbi of the synagogue perceived himself 
as the leader of the Jewish c o m m u n i t y and 
his s y n a g o g u e as the major organizat ion of 
the community . The Center Director viewed 
his charge as inc luding outreach to the 
unaffil iated and launched a major m e m 
bership drive. The mai l ings of that effort 
reached m a n y congregat ion members and 
the Rabbi was outraged at this "encroach
ment ." The worker met with each m a n 
i n d i v i d u a l l y a n d a s cer ta i ned that they 
shared a c o m m o n goal of identifying un
affiliated Jews and encouraging them to 
participate in one or more Jewish organi
zat ion. 

The worker learned from his other pro
fessional co l leagues in the c o m m u n i t y that 
this was a universally shared goal . The 
worker then invited all the professionals to 
a meet ing to discuss this c o m m o n goal , to 
share other agenda , and, if poss ible , to 
ascertain where all might cooperate to 
fulfill the c o m m u n a l goal . 

The group arrived at a plan to conduct a 
cooperat ive program to reach the unaf
filiated through c o m m u n a l programming 
for major events . The first such event was a 
c o m m u n i t y - w i d e H a n u k a h c e l e b r a t i o n 
which the Federat ion office f inanced and 
coordinated, but in which each organization 
played a role, gained publicity, and exposed 
its organizat ion to many unaffiliated Jews 
in a cooperat ive venture. 

Feedback from the Rabbi and Center 
Director suggested that these efforts at 
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least papered over the conflict between the 
s y n a g o g u e and the Jewish Center. M o r e 
over, the t w o groups began to talk to each 
other, and their staff members began to 
work together towards communi ty -wide 
programs a long with their co l leagues from 
the other synagogues and organizat ions . 
The profess ionals ' new involvement and 
interest spread to their volunteers as well . 
Several people from different organizat ions 
t o l d th i s w o r k e r the s a m e t h i n g : the 
e x p a n d e d , active Federat ion presence was 
very helpful in encouraging rapport and 
furthering cooperat ive efforts. Federat ion 
began to prove itself a valuable addi t ion to 
"help the S o u t h Peninsula's c o m m u n i t y 
to grow." 

G r o u p Worker 

Another primary task of the worker was 
to deve lop interest a m o n g y o u n g profes
s ional and entrepreneurial famil ies in the 
c o m m u n i t y in b e c o m i n g involved in the 
v a r i o u s a s p e c t s o f J e w i s h c o m m u n a l 
organization. A specific agendum of Federa
t ion is the recruitment and training of 
future leaders for Federat ion and other 
Jewish organizat ions in the communi ty . 
A n e x a m p l e of the worker's role in carrying 
out this ass ignment is his involvement in 
creating and work ing with a y o u n g leader
s h i p t r a i n i n g p r o g r a m k n o w n as the 
Leadership D e v e l o p m e n t C o m m i t t e e of 
the Peninsula ( L D C ) . 

The L D C began with drawing together 
six y o u n g (in their thirties) couples w h o 
were "prominent" a m o n g their peers, and 
cou ld , therefore, be called u p o n to bring 
their friends and acquaintances out for the 
programs. This core group was identified 
by pol l ing senior Federat ion leaders and 
the rabbis in the c o m m u n i t y to identify 
"future leaders" w h o were ready for in
vo lvement in c o m m u n a l activities. The 
creat ion of this leadership group was one of 
the worker's first efforts. The deve lopment 
of a m e m b e r h s i p of over one hundred and 
forty took several months . Members ranged 

in age from thirty to forty-five. They 
general ly lived within a fifteen mile radius 
of Pa lo Al to . Members came once per 
m o n t h for a lecture-discussion on a topic of 
great Jewish concern as well as a social 
hour. After fifteen m o n t h s , L D C had 
diverse programming and more intensive 
leadership training programs. The annual 
program cycle included a weekend retreat, 
intensive, smaller group discuss ion pro
grams that met in h o m e s rather than in the 
usual large meet ing hall, and large meet ing 
lecture-discussions. 

The worker had the roles of process ing 
the insights of the leadership cadre, of 
interpreting the needs of the Jewish c o m 
muni ty for such a group , of helping them to 
see themselves as leaders of the L D C , of 
push ing them towards e x p a n d i n g poss i 
bi l i t ies of i n v o l v e m e n t in the J e w i s h 
c o m m u n i t y , of encourag ing the group to 
take on , analyze , and handle increasingly 
c o m p l e x organ iza t iona l tasks , and of 
encourag ing this leadership group to draw 
new workers from the m em bers h i p at large 
into c o m m i t t e e and leadership roles in 
order to m o u n t the diversifying programs 
of L D C . 

C o m m u n i t y Planner 

The professionals in the S o u t h Peninsula 
knew that this worker had been a m e m b e r 
of the social p lanning and budget ing staff 
of the Jewish C o m m u n i t y Federat ion prior 
to this ass ignment . This fact was intro
duced at the beginning into the S o u t h 
Peninsula staff meet ings . At the same t ime, 
the Federat ion leadership and the worker 
had discussed a plan whereby at least the 
first e i g h t e e n m o n t h s o f the w o r k e r ' s 
ass ignment wou ld be in the area of c o m 
munity deve lopment and fundrais ing, be
fore he wou ld be requested by the agency to 
undertake the construct ion of a formal 
c o m m u n i t y p lanning process that w o u l d 
re la te in d e f i n e d w a y s t o the c e n t r a l 
planning and budget ing operat ion. 

T h e fact that the worker had indicated to 
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all the exist ing congregat ions , agencies , 
and organizat ions the Federation's inten
t ion to be a posit ive force in bui lding the 
Jewish c o m m u n i t y signalled to the lay and 
profess ional people in these organizat ions 
that Federat ion seemed prepared to under
take a formal p lanning process in the 
c o m m u n i t y . There were, after all, p lanning 
agenda items in each organizat ion that 
were s t y m i e d for lack o f p r o f e s s i o n a l 
gu idance as well as for lack of relationship 
t o s o m e c o m m u n i t y - w i d e service p lan. 
Before ass igning the worker to the c o m 
muni ty , the Federat ion had aborted a 
facility planning process related to a special 
building-fund drive, and therefore had 
raised expectat ions that Federat ion staff 
wou ld n o w formally pick up the c o m 
munity's concerns about well-elderly hous 
ing, Jewish library resources, vocat ional 
services, e x p a n d e d family and child c o u n 
se l l ing serv ices , a n d the e x p a n s i o n o f 
Jewish c o m m u n i t y center facilities. 

The various organizat ions called u p o n 
the w o r k e r t o o r g a n i z e a c o m m u n i t y 
planning process while the agency that 
e m p l o y e d h im was not at all prepared for 
the consequences . The Federat ion leaders 
instructed the worker to stall the process; 
i.e., provide minimal professional input 
towards creating a formal planning process 
whi le , at the same t ime, coordinat ing o n 
g o i n g c o m m u n a l p r o g r a m s . T h e staff 
meetings provided a major forum for carry
ing out the latter task and the fact that there 
was s o m e minimal m o v e m e n t towards a 
p lanning process seemed to satisfy the 
d e m a n d . The worker's col leagues in the 
c o m m u n i t y expressed their percept ion that 
meet ing on a regular basis and f inding 
specific areas of cooperat ion served the 
community-at - large as well as their o w n 
organizat ions. 

The other profess ionals saw this worker 
as more than the "honest broker" in this 
context . He was viewed as the leader w h e n 
it came to discuss ing c o m m u n a l so lut ions . 
He a lso functioned as an o m b u d s m a n with 

regard to ex tend ing certain agency services 
into the communi ty . 

By col lect ing the referral statistics and 
some anecdotal material about congregants 
w h o had needs that the rabbis were unable 
to meet (e .g. , e m p l o y m e n t counsel l ing) , the 
worker was able to persuade col leagues in 
the central Federat ion office that certain 
San Francisco-based agency services were 
needed immediate ly , o n an extens ion basis , 
in the S o u t h Peninsula . Federat ion began 
to push these agencies to extend sevice. The 
worker, through his relationship with the 
e x e c u t i v e s o f the J e w i s h F a m i l y a n d 
Chi ldren ' s Serv ices a n d o f the J e w i s h 
Vocat ional and Career Counsel l ing Service, 
influenced them into placing the need for 
e x t e n s i o n services o n their board agendas . 
Within four months each of the agencies 
assigned a part-time worker. The Federation 
shaliach (an Israeli youth worker) was 
ass igned t w o days per week to the S o u t h 
Peninsula c o m m u n i t y to work with the 
Stanford Hillel F o u n d a t i o n , the Jewish 
Center's youth worker , and the congrega
tional religious schoo l principals. 

The worker had rented extra office space 
in his suite with the expec ta t ion that this 
"free" space might be needed one day for 
ex tens ion workers . This space he n o w 
ass igned to the ex tens ion workers of the 
three agencies w h o were assigned to the 
communi ty . 

S ince service needs b e c o m e clearer w h e n 
s o m e service is g iven, the presence of these 
three agencies served as the beginning for 
m o r e a d e q u a t e serv ices . S i n c e s u c c e s s 
enhances the worker's chances of future 
success , these efforts may have construc
tive consequences when a formal, volunteer-
directed, p lanning process begins. 

C o m m u n i t y Relat ions Consul tant 

The Metropo l i tan Jewish C o m m u n i t y 
Relat ions Counci l ( J C R C ) was concerned 
wi th c o o r d i n a t i n g the act iv i t ies of the 
various Jewish agencies concerned with 
intergroup relations: congregat ions , Ant i -
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D e f a m a t i o n L e a g u e , A m e r i c a n J e w i s h 
Congress , Amer ican Jewish Commit tee , 
etc. Its purpose was to be the instrument 
through which these diverse organizat ions 
that represent various const i tuencies can 
achieve consensus o n matters of pol icy and 
c o m m o n coordinated stategy in response 
t o various issues. The S o u t h Peninsula 
Jewish c o m m u n i t y had a lways been s o m e 
what maverick in the activit ies of its 
var ious Jewish "defense" agencies . The 
J C R C had never been able adequate ly to 
staff the activities of its S o u t h Peninsula 
sect ion, which only exacerbated the nega
tive feelings of Jewish activists in the S o u t h 
Peninsula towards the central body . 

In response to J C R C ' s request of the 
Federat ion leadership for ass is tance in the 
task of organizat ional deve lopment of its 
S o u t h Peninsula sect ion, the worker was 
drawn into the process first as consul tant 
and then as the organizer and area staff 
coordinator for this function. 

The principal j o b of knitt ing organiza
t ions together was aided greatly by the 
separate deve lopment of the South Penin
sula Jewish c o m m u n i t y staff group , but the 
j o b of drawing everyone together remained 
difficult w h e n the volunteer-staffed organi
zat ions were called together. Bringing all 
the organizat ion's lay officers together on a 
m o n t h l y b a s i s t o d e a l w i t h c o m m o n 
c o m m u n i t y re la t ions c o n c e r n s was n o t 
difficult, but the meet ings began with c o n 
siderable conflict . 

S m a l l c h a p t e r s o f n a t i o n a l J e w i s h 
w o m e n ' s o r g a n i z a t i o n s , s u c h as O R T , 
H a d a s s a h , a n d B r a n d e i s W o m e n h a d 
funct ioned in the c o m m u n i t y for a number 
of years. These and other local affiliates of 
nat ional organizat ions had never been pro
fess ional ly staffed and their officers, w h o 
had been founders of these organizat ions in 
the S o u t h Peninsula , had deve loped set 
ways of operating. The creation of a pro
fess ional ly staffed J C R C in the S o u t h 
Peninsula seemed to provide an oppor

tunity for these officers to advance the 
particular ideological orientat ions of their 
organizat ions on a c o m m u n i t y - w i d e basis . 

S ince J C R C serves as a coord inator for 
c o m m u n i t y - w i d e ac t ion o n the basis of a 
consensus , it typically reflects a broad 
spectrum of op in ion o n various Jewish 
issues. At the first three J C R C meet ings , 
s o m e organizat ions offered m a n y resolu
t ions and programs for publ ic demonstra
t ions on behalf of pos i t ions which were not 
c o n s o n a n t with long-s tanding c o m m u n i t y 
pol ic ies achieved through Metropo l i tan 
J C R C debates . Staff had been charged 
with interpreting J C R C ' s pol ic ies o n these 
matters and their "authori ty" c a m e into 
sharp conflict with these leaders. 

The worker endeavored to interpret the 
long- s tanding pol ic ies of the J C R C to this 
c o m m i t t e e in an effort to help the delegates 
dev e l o p a sense of the purpose of the 
coordinat ing agency. Meet ings cont inued 
to be disrupted by a shrinking group of 
representatives of a minority pos i t ion w h o 
seemed unwil l ing to change their v iews of 
J C R C and its funct ions to c o n f o r m with 
that of their co l leagues ( w h o gradually 
perceived J C R C as a coord inat ing rather 
than a direct service agency) , but they a lso 
seemed unwil l ing to resign from the organi
zat ion, and so they remained a small , not -
too- loya l , oppos i t ion . 

Staffing this organizat ion was a t ime-
c o n s u m i n g ass ignment , but one through 
which the worker c a m e into contact with 
many small volunteer-staffed organizat ions 
with which he might otherwise not have 
had contact . Because much of the Federa
tion's work in the c o m m u n i t y b e c a m e 
visible through the worker's activity, it 
broadened the positive image of Federat ion 
b e y o n d exc lus ive fundraising concerns t o 
direct concern with vital polit ical issues 
affecting the Jewish c o m m u n i t y . It a l so 
broadened the awareness of the change in 
Federat ion's role o n the part of a larger 
segment of the c o m m u n i t y . 
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Counsel lor 

A l t h o u g h the S o u t h Peninsula Jewish 
c o m m u n i t y was not wi thout its rabbis and 
caseworkers , people turned to this worker 
for the kind of advice most appropriately 
reques ted f rom t h o s e m o r e tradi t ional 
sources. W h e n it was clear that s o m e o n e 
had turned to him as a conf idant or for 
personal advice , the worker a lways offered 
to m a k e a referral to a rabbi or Jewish 
F a m i l y Serv ice c a s e w o r k e r . T h e usual 
replies, "The rabbi doesn't understand," or 
"I don't need therapy, I need advice!" 
suggested that individuals came to the 
worker for this counse l on the basis of a 
relat ionship deve loped in other aspects of 
his work. 

One e x a m p l e may illustrate this role 
expectat ion . A couple in the leadership of 
the L D C program, described above , in 
which both partners grew up in rather 
as s imi la ted J e w i s h h o m e s in the East , 
turned to the worker for help in deal ing 
with their y o u n g children w h o seemed to 
resent being Jewish. (For example , they 
hated to miss schoo l for Jewish hol idays.) 
Each of the parents approached the worker 
separately. Each told his or her story about 
growing up in an ass imilated h o m e . When 
the worker recommended that their rabbi 
might help, the response from each was 
that, "He didn't have g o o d advice ." The 
worker r e c o m m e n d e d some basic ways of 
relating to these children about Judai sm 
and suggested articles the parents could 
read and things they could d o with their 
children to improve the children's attitude 
toward Judaism. 

The worker was younger than these 
parents and was not himself a parent. The 
fact that t h e s e p a r e n t s , a m o n g o t h e r 
peop le , turned to the worker with family 
and business problems for advice , solace, 
and assistance, and felt comfortable in 
turning to h im was not a funct ion of age. 
T h e F e d e r a t i o n ro l e i tse l f s e e m e d t o 
suggest authority, trust, and stabil i ty—at 

least sufficient to inspire confidence in the 
worker ' s u n d e r s t a n d i n g of and a d v i c e 
about these problems . A n y success they 
had with the worker's suggest ion further 
enhanced his stature. 

Teacher and Authority 
o f Jews and Judaism 

This worker was called on in a variety of 
settings, ranging from commit tees which 
he staffed to s tudy groups in the c o m 
munity , to be an informal teacher and an 
authori ty on Jews and Judaism. In the 
L D C especial ly, the worker had to teach 
the Organizing Commit tee about certain 
Jewish rituals (rules of kashrut and hol iday 
celebrations) in ways that were not mere 
expos i t ions , but that led to group discussion 
of Jewish s y m b o l s and rituals and their 
importance to the maintenance of Jewish 
identity. 

The worker was invited to speak to 
various groups of Federat ion leaders and 
when necessary had to prepare lessons or 
lectures on aspects of American Jewish life. 
In checking with co l leagues , the worker 
found that this was not a c o m m o n expecta
t ion of workers in Federat ions . T h o u g h 
Federat ion execut ives are called on to give 
fundraising speeches and expos i t ions on 
the nature of Federation, few have expected 
the Federat ion worker to be an authority 
on Jews, Jewish life, and Judaism. 

T w o aspects of this new role expec ta t ion 
are noteworthy . The workere was "exam
ined" for authent ic i ty as a Jewish role 
mode l and as an authori ty of Jewish life for 
those with w h o m he interacted. Even in the 
South Peninsula staff meet ings described 
a b o v e , the worker's particular knowledge 
of A m e r i c a n J e w i s h s o c i o l o g y a n d o f 
American Jewish organizat ions was valued 
by his co l l eagues . The second striking 
aspect was that the teaching role had been 
assigned to the Federat ion worker because 
of the paucity of qualified teachers in this 
particular demographica l ly dispersed Jew
ish c o m m u n i t y . 
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Conclusion 

T h o u g h seeming to impede the per
formance of the fundraising task, per
forming these secondary roles may be 
essential to competent performance of the 
primary task. If he enters an area where 
there are relatively few Jewish resource 
peop le , the worker can expect to b e c o m e a 
prominent Jewish figure. He can expect to 

be cal led u p o n to serve in non-tradi t ional 
w a y s : c o u n s e l l o r , t e a c h e r , a n d J e w i s h 
authori ty , a m o n g others . If he can c o n 
ceptual ize , ant ic ipate , and m a n a g e those 
v a r i o u s ro l e d e m a n d s as par t o f the 
c o m m u n i t y d e v e l o p m e n t p r o c e s s , the 
worker will be better prepared for and 
more effective in his ass ignment . 
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