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Soeial work and community organization
practice continue to occupy a central
place in the life of Jewish communal orga-
nizations, which are dedicated to the provi-
sion of educational and social welfare ser-
vices as the core of their mission. To
achieve this mandate, the fundamental re-
quirement remains the marshalling of hu-
man and financial resources to respond to
evolving challenges and opportunities.
Communali institutions are challenged to
adapt to new realities in their efforts to
build the necessary capital to advance their
stated mission.

To understand the nature and extent of
the changes affecting Jewish federations,
one need only recail the Jewish world our
parents and grandparents knew—ihe one
that still prevails in some communities
across North America. Under this tradi-
tional model, federations served as “taxing
agencies” for the Jewish community, and it
could be assumed that most Jews would
give lo the annual campaign according to
their means. Jewish support for Jewish
charity was natural and autoematic. Jewish
organizations in general were set up to re-
spond to crises and imperatives, and giving
was Lherefore regarded as obligatory.

The traditional federation model encour-
aged unrestricted giving to a central pot, a
“community chest,” as the most efficient
and effective way to raise and allocate re-
sources. There were few opportunities for
segmented or designated giving. The fo-
cus—and the message to the community—
under this system was the undeniable social
service needs of clients and the unquestion-
able needs of Israel and of distressed com-
munities principally throughout Europe.

Federations solicited commuaity members
by articulating how the system would meet
the pressing needs. The message infre-
quently emphasized the needs of donors. 1t
was more the pragmatics of confronting
harsh realities of the time,

Today, federations can no longer rety on
Jews to support their annual campaign as a
matter of instinctive obligation. With the
erratic nature of Jewish affiliation and the
increasing options open to Jews to give and
become involved in charities of whatever
type, federations and other Jewish commu-
nal institutions now face intensified compe-
titton for the Jewish philanthropic dollar
and interest. The 21st-century federation is
increasingly seen as just another player in a
crowded philanthropic field.

Younger donors especially are more in-
terested in personalized, decentralized giv-
ing. They seck opportunities to support spe-
cific projects or causes of interest to them.
This signals a shift away from an attitude of
community to one of individualism or par-
ticularism. There is also a rise of benevolent
self-interest or “what’s in it for me.” For the
communily organizer, this represents a dis-
turbing shift that must be addressed ar po-
tentially it could tear away at the very fabric
of what soctal workers and Jewish profes-
sionals hold dear—the interconnectedness
and support of one human being to another,
Simply put, it undermines the concept of
community.

More and more Jewish individuals and
families today have unprecedented wealth,
both self-made and inherited. Connecting
with this enormous transfer of wealth
presents one of the greatest community or-
ganization and fundraising challenges and
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activities, to ensure coniinuity of effort
after their return from Israel. Working in
conjunction with Hillel, we must re-
double our efforts on post-trip integra-
tion. birthright Israel, successful as it has
been, is the “door opener.” We must also
recruit birthright alumni, most of whom
want to return to Israel, and others for
MASA, the partnership between UJC,
the Jewish Agency, and the State of Is-
rac] to promote fonger term study in Is-
rael.

. This year we are celebrating the 40th an-
niversary of the beginaing of the Soviet
Jewry movement and the 20th anniver-
sary of the historic rally in Washington
that helped open the gates for Soviet
Jews to leave. It was largely through the
actions of the collectivity of the fewish
people that well over a million and a haif
Jews engaged in an exodus that has
changed Israel forever and enriched the
lives of Diaspora Jewish communities,
particularly the United States. We in
MetroWest, together with our network
of resettlerment agencies, HIAS, syna-
gogues, and elected officials, will cel-
ebrate this milestone by hosting a com-
munity event for all former Soviei
Jewish refugees and €migrés. This event
will also serve to reconnect many of
these families to our community fabric.
Our celebration of these events rein-
forces the notion that collectively we can
literally achieve miracles.

. We will soon be celebrating the 60th an-
niversary of Israel. We should use this
opportunity to showcase Israel’s
achievements in medicine, technology,
business, and culture despite being in-
volved in 60 years of unceasing wars and
hatred. We should ensure that Israel in
2008 is at the center of our Jewish
peoplehood efforts.

4. Israel, her neighbors, and the West are
facing an existential threat from Iran.
We must galvanize our efforts, just as we
have done for Darfur, in confronting the
Iranian issue as the ominous problem of
our time. Alliances built around Darfur
should be leveraged for this issue; our
Jewish communities must unite to effec-
tively engage in this important challenge.
The recent National Intelligence Esti-
mate, which understated the Iranian
threat, makes our advoecacy efforts that
much more imposiant,

5. We must educate the educators about
the Jewish peoplehood agenda. Makom,
an initiative of the Jewish Apgency, has
heiped a number of communities put Is-
rael first and foremost on the Jewish ed-
ucational agenda. This effort must be
supplemented by the promotion of Jew-
ish peoplehood for teachers, the rabbin-
ate, communal professionals, and birth-
right participants and alumni.

We must all, therefore, include the K'lal
Yisrael agenda in our curricula, sermons,
language, activities, and mission. We must
help people in their journey of Jewish iden-
tity, a journey that takes them as individunals
to the joys of Jewish family, ic the purpose
of Jewish community, and to the pride of
Jewish peoplehood—the recognition that
we are all indispensable parts of K’lafl Yis-
rael.

The glory of Jewish peoplehood cannot
be imposed from above, but must be taught,
person by person. Clearly we all have arole
to play in imparting this message—whether
as members of families, federations, agen-
cies, synagogues, or Jewish organizations.
While our activities should never be uni-
form, we must be united in confronting the
essential challenges facing our Jewish
people, conceplually and in deeds.
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opporiunities of the 21st century. Yet, the
opportunilies for leadership and “high pro-
file” recognition are somewhat limited un-
der the traditional model of centralized, un-
restricted “community chest” giving. To
capiure this transfer of wealth, therefore,
new opportunities must be created for in-
volvement, recognition, and communal
leadership beyond the traditional model
that has driven the federation system for
more than 100 years.

Yet, for Jewish federations, the principal
revenue development stream must never-
theless continue to be the annual campaign!
Its role is criticaily important for three im-
portant reasons. First, it is a core Jewish
value to contribute to the communify on
behalf of the community. In other words,
responsibility to community is a sacred cov-
enant. Jewish communal professionals need
to aggressively integrate this Jewish value
mto all aspects of community building
work. Second, the annual campaign is the
premier community-building event, which
geis people involved and committed and
talking to one another about matters of im-
portance. It is through this community or-
ganizing principle of the annual campaign
that diverse community members come to-
gether to engage in dialogue about issues
and share different viewpoints. The federa-
tion’s annual campaign model presents the
most inclusive commanity-building en-
deavor in Jewish life. Political, religious,
cultural, economic, and social differences
are set aside for the greater good of the
community. Lastly, every Jewish commu-
nity will still have to deal with unforeseen
emergencies and opportunities. In an envi-
ronment that requires quick but deliberate
response, the annual campaign provides lay
and professional leadership the flexibility
and access to act on behalf of the commu-
nity with relative speed and efficiency, Hav-
ing every dollar designated or leveraged
dampens that ability.

Federations in the 21st century are chal-
lenged to sirike a balance: they must pro-
vide greater opportunities for individual-
ized giving while continuing to emphasize

the importance of the annual “non-
designated” campaign. In essence, they
must emphasize the primacy of community
and then drill down {rom there to individual
preferences. The roadmap for each commu-
nity and/or institution in achieving this dy-
namic must be deliberate and disciplined.
In other words, each action has a reaction
and must be thought cut relative to impli-
cations.

What, then, is the proper course for a
Jewish federation that wishes to remain vi-
able in today’s rapidly changing philan-
thropic world?

First, federations should recognize that
human and financial resource development
are interdependent, and significant atten-
tion must be devoted to both efforts. Our
task must be to articulate and demonstrate
a value proposition to the next generation
of Jews who have choices, as their ancestors
may not have, to opt inte fewish life instead
of opting out,

Achieving this task requires that the fed-
eration’s message to the community be
based on hard data, analysis, a recom-
mended and negotiated direction, Jewish
values, and Jewish outcomes. Funders, cli-
nicians, community workers, lay and profes-
sional leadership, synagogues and other
stakeholders need io come together around
desired communal outcomes and dreamns.
Anecdotal stories about people in need may
continue {o move many hearts, but today’s
donors demand evidence and accountabil-
ity. Strategic thinking around planning, re-
source development, and donor involve-
ment is a must for any nonprofit. Donors
want to know that there is efficacy, atility,
and reach in their investment of human and
financial capital. Attention also needs to be
paid to elements that distinguish one non-
profit from the other. In the case of federa-
tions, the emphasis on the totality of the
Jewish people is a distinguishing factor.
Simply put, all are welcome under the fed-
eration tent. The agenda is so expansive, so
inclusive that opportunities for participa-
tion are only limited by one’s imagination.

Toward this end, THE ASSOCIATED: Jew-
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ish Community Federation of Baltimore in
2006 convened a “Visioning Task Force” to
undertake a thorough, wide-ranging analy-
sis of emerging trends in the Baltimore Jew-
ish community and suggest appropriate re-
sponses around the “Peoplehood/
Community” agenda. The task force
emerged with a series of data-driven recom-
mendations for improved organizational ef-
ficiencies and, more importantly, strategic
community priorities and benchmarked
goals relevant to the Baltimore Jewish com-
munity. As a result, the federation is able to
offer data-based evidence of need and,
mosl important, to demonstrate “return on
investment.”

Indeed, in an era ol choice, giving is no
longer a tax, but in many respects is an in-
vestment. Borrowing financial services jar-
gon, the annual campaign serves as a mu-
tual fund and offers its donor-shareholders
leveraged results thal support and invigo-
rale the breadth of the Jewish experience.
As with mutual investment funds, the an-
nual campaign affords its donors far greater
impact than could be accessed individually.
Yet, as with for-profit investors—even in
mutual funds—donors must have a “pro-
spectus”; they must be able to understand
and evaluate the “investment strategy™ and
have confidence that the managers wiil be
able to achieve their philanthropic-
investment goals.

In addition to crafting a message based
on hard data and analysis, federations
should ensure that their message speaks not
only to the needs of the community and its
service recipients but also to the interests
and values of their donors in advancing a
shared vision. In other words, the federa-
tion should be prepared to demonstrate a
dual purpose: to move forward a shared
agenda and to help the donor find appro-
priate outlets for his or her philanthropic
hopes and desires.

Federations should seek creative ways to
involve and empower individuals in their
own phitanthropic “planning and visioning”
through “market of one” strategies. Ex-
amples include the following:

Expanding opportunities for targeted giving
over and above support of a “communily
chest” model for a defined donor popula-
ton appropriate for that community and/
or institution. Today's donors, especially
among the emerging generation, often
wish to target their gifts to specific causes
of interest to them. While every donor
should be encouraged—indeed, ex-
pected—to support the annuai campaign,
sufficient opportunities for targeted
supplemental giving should be widely and
strategically available and embraced. In
addition, it is important that federations
and other nonprolits actively solicit indi-
vidual donors’ ideas and invelvement in
decision making and strengthen lay-
professional collaborations. Essentially,
donors become part of the community’s
planning process.

Connecting people to volunteerism and di-
rect service opportunities. Promoting
hands-on involvement in the community
is one of the most effective ways for a
federation to demonstrate value. THE As-
SOCIATED has established a new agency—
the Jewish Volunteer Connection
(JVC)—lo encourage community mem-
bers not only to fund needed services but
also to be intimately involved in the pro-
vision of those services, to be donors of
time not only of money. Like most other
federations, THE ASSOCIATED tradition-
ally raised funds and then reported to the
community about how we spent their dol-
lars. By getting people involved in JVC,
now we show them what we do with our
collective resources and allow them to
add their “sweat and intellectual equity”
to their monetary contribution, which en-
hances their sense of ownership and in-
clination to make further investments.
The power of volunteerism at every
level—whether it is sending groups of
adults and teens to help with reconstruc-
tion in New Orleans or sending families
to Odessa, a city-to-city twinning effort
with Baltimore, or to volunteer in Israel
in Baitimore’s partnership city of Ash-
kelen, or to mentor inner-city schoolchil-
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dren in Baltimore—all empower people
to witness and internalize that our federa-
tion not only has the vision but also the
professional and volunteer leadership to
successfully manage, implement, evalu-
ate, and produce meaningful results.

Involving donors at all levels. Several years
ago, THE ASSOCIATED established the
Center for Funds and Foundations,
whose purpose is to serve the needs of
donors who have established philan-
thropic funds and support foundations
through the federation. In addition to
providing the usual range of administra-
tive services, the Center works to find
creative ways to connect individual phi-
lanthropists with giving opportunities in
the community and beyond. Similarty,
the Center encourages collaboration
among multiple funders, further demon-
strating the power of the collective, and
by extension, the community.

At what may appear to be the opposite end
of the spectrum, our Teen Leadership
Council works with adelescents to in-
volve them in the annual campaign and in
hands-on community service. Partici-
pants in the Teen Leadership Council
gain exposure to the federation’s top
leadership and an early understanding of
the community’s needs and priorities. We
regard this as an essential investment in
our future: today’s Teen Leadership
Council members are the anaual cam-
paign chairs in the year 2020 and beyond.

In an effort to involve donors at all fevels, it
is also important to emphasize social and
husiness networking as a way of keeping
people connected and involved. THE As-
SOCIATED annually sponsors a wide vari-
ety of events, from seminars on invest-
ment in Israel to wealth management
strategies for women, to conferences on
raising healthy children in 2008 and be-
yond, intended to deliver content and
foster networking and connections
through the community. In other words,
we deliver relevance and meaning to our
donors in their daily lives.

Improving donor stewardship by fostering

S5}
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and strengthening relationships. Here
again, federations would do well to bor-
row from best business practices and
build a “customer for life"” mentality.
This means making an effort to provide
donors with meaningful roles and thank-
ing, honoring, and recognizing them for
their contributions. Nonprofits need to
be mindfui that fundraising is a relation-
ship-based endeavor and that a short-
term gain could translate into a long-term
loss if people are not treated with dignity,
respect, and value.

Understanding the 2Ist-century donor. To
empower individuals through a “market
of one” stratepy, it is necessary to under-
stand 21%-century donors. As suggested
briefly above, people’s attitudes today
are in many respects very different from
their parents and grandparents. The first
step toward understanding today’s mar-
ket is to recognize that times are differ-
ent; not paying attention to this fact can
result in slow and painful organizational
atrophy.

In a case study conducted in 1999 by the
Harvard School of Business on the Willow
Creek Church (Chicago) and its outreach
strategies, analysts contend that people fall
roughly into two groups: “seekers™ and “be-
lievers.” These are useful distinctions, but
again, the federation system or nonprofits
in general should not judge where people
present on the continuum. In other words,
“seekers” are “believers” waiting for com-
pelling reasons to participate. The federa-
tion should work te develop appropriate
strategies for invigorating and stewarding
all who desire a communal connection. The
community organizers must always strive to
empower individuals to realize their full po-
tential. With a grealer conneclion comes a
pronounced investment of time and money.
The lesson of Willow Creek is not to mis-
take structure for mission. We must recog-
nize that today’s seekers may never come
through precisely the same doors our vet-
eran donors did, but we can build with them
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new entry points through which they will
carry on the same timeless mission.

None of these recommendations can be
implemented overnight, and no eone shouid
adopt them in the expectation of immediate
results, Success depends on one [inal, essen-
tial ingredient: the development of a pa-
tient, deliberate, coherent, value-based,
long-term perspective. Federations must be
willing to make an investment in the future,
even if there are few present rewards. The
AsSOCIATED's Teen Leadership Council
represents just such an investment. The
seeds we are planting now will bear substan-
tial fruit for our community in the future.

Federations must resist the tempiation to
focus on short-term gains, however lucra-
tive. Taking the long view, planning for the
future, and building relationships will se-
cure the community’s future and vibrancy.
Once the necessary groundwork has been
laid by building trust, reiationships, value,
and vision, then the federation is in a strong

position to ask its donors for capacity in-
vestment. Sapporters and potential sup-
porters alike will understand at that point
that unfunded dreams will always remain
mere dreams.

In conclusion, the philanthropic playing
field today is extremely competitive, and
Jewish federations and all Jewish commu-
nal organizations must be prepared to par-
ticipate as major players, recognizing new
rules and new realities. Both in North
America and in Israel, the number of new
nonprofit organizations is growing expo-
nentially, and Jewish organizations can no
longer stake claim on Jewish donors. Non-
profits are challenged to demonstrate that
they have a sound business plan, account-
ability, and a focus on the needs of an
emerging peneration. Today more than
ever before, communily organization is
about working hard, building relationships,
envisioning our futurc, and responding fo
emerging challenges and opportunities.
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