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EXECUTIVE SUMMARY 

 
The National Funding Councils (“NFC”) have been the vehicle for making 
allocations on behalf of the federation system to a group of national agencies since 
1989.  These agencies collectively receive more than $8 million in funding FY 2006-
07 through the NFC from approximately 40 member communities.  The NFC is the 
successor organization to the Large City Budgeting Conference of the Council of 
Jewish Federations.  While the NFC process has been successful in stabilizing the 
funding to these national agencies during a decade of tight allocations, there is 
recognition within the federation system that the NFC structure needs to change 
dramatically or it may well collapse.   
 
Despite some significant concerns, there is consensus that reverting to individual 
federation allocations in response to individual agency requests is a bad option and 
that the benefits of the process and the partnership over the past 17 years must be 
preserved.  Accordingly, on September 21, 2006, the UJC Executive Committee 
voted to approve a framework for a newly redesigned NFC.  UJC then formed an 
implementation committee that has fleshed out the operational details for a new NFC, 
which will be renamed the National Federation/Agency Alliance or “the Alliance.”     
 
While maintaining control over its own allocations decisions, the Alliance will be 
integrated into the work and governance of UJC.   For the first time, the Alliance will 
set priorities to reinforce valued substantive work of the national agencies.  For the 
next three years national agencies will be funded at 95% of the amount received in 
FY 2006-07 which will be dedicated for core operating or base funding for the 
agencies.  The balance of the funds will be awarded as non-base funds for the national 
agencies that are best positioned to advance the federations’ priorities.   
 
This redesign plan encourages new communities to join the Alliance, maintains 
steady level funding of federation payments into the allocation pool for the next three 
years, and provides for increased levels of contributions by member federations 
thereafter.  As part of a new vision for national agency relations, UJC will create 
opportunities for synergy and collaboration between the federations and the national 
agencies and among the different agencies.  Three years from now, UJC will initiate a 
process to determine whether the NFC was redesigned effectively or whether the 
process needs to be adjusted.  Member federations at that time will be asked to 
recommit to the Alliance. 

 
I. INTRODUCTION 

 
Currently, nine agencies  receive funding through the NFC:  the Association of 
Jewish Family and Children’s Agencies; the Hebrew Immigrant Aid Society; Hillel:  
the Foundation for Jewish Campus Life; the Jewish Community Centers Association 
of North America; the Jewish Council for Public Affairs; the Jewish Education 
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Service of North America; the JTA, Global News Service of the Jewish People;  
NCSJ: Advocates on Behalf of Jews in Russia, Ukraine, the Baltic States and Eurasia; 
and the National Foundation for Jewish Culture.  
 
The NFC process has been successful in stabilizing the funding to these national 
agencies during a decade of tight allocations.  It has added greater efficiency to the 
review of national agencies, and it has fostered leadership relationships on a lay and 
professional level that have strengthened the national system.  Moreover, it has saved 
local communities from the significant time and inconvenience of being directly 
approached by the national agencies or their leadership with requests for funding. 
 
But, the culture of organized Jewish life has changed since 1989 and now there is 
recognition that the NFC structure needs to change dramatically or the system may 
well collapse.  Some of the concerns that have been raised are as follows:    
 
• There has been reluctance to address difficult or controversial issues within the 

NFC process; 
 
• There has been no national prioritization framework in which the funding 

decisions to the national agencies are made;   
 
• Consensus has not been developed on the ultimate purpose for NFC funds, 

whether they should be used for core agency support or for impact programs;   
 
• Transferring the allocation process from the local federations to the NFC has 

unintentionally resulted in less visibility to the important work of the national 
agencies and provided less visibility to the important support that the national 
agencies receive from the federations; and 

 
• In recent years, participating communities have been disturbed by the formulaic 

approaches to allocations which bring into question the time and cost-
effectiveness of the process, and there has been no growth in the funding pot. 

 
Despite these concerns, there is consensus that the alternative of reverting to 
individual federation allocations in response to individual agency requests is a bad 
option and that the benefits of the process and the partnership over the past 15 years 
must be preserved.  On September 21, 2006, the UJC Executive Committee approved 
a document entitled “Strengthening the National Funding Councils” that set forth a 
framework for how a newly redesigned NFC would look.  UJC then formed an 
implementation committee that in part through extensive input from federations that 
are members of the NFC and national agencies that receive allocations from the NFC, 
fleshed out the operational details of the plan.  Prior to the plan actually going into 
effect, this document will be resubmitted to the UJC Executive Committee or the 
Board of Trustees for ratification.   

 
The redesign plan encapsulated in this document contains the following elements:   
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• The NFC operation will be integrated into the UJC and renamed the National 

Federation/Agency Alliance or “the Alliance;”     
 

• For the first time, the Alliance will set priorities to reinforce valued 
substantive work of the national agencies, in part by using input from an 
external Prioritization and Collaboration Committee.  The work of this new 
committee will determine and highlight national domestic priorities for the 
federation system as well as Israel & Overseas priorities that relate to the 
national agencies;     

 
• For the next three years national agencies will be funded at 95% of the amount 

received in FY 2006-07 which will be dedicated for core operating or Base 
Funding by the agencies.  The balance of the funds will be awarded as Non-
Base funds for the national agencies that are best positioned to advance the 
federations’ priorities; 

 
• There will be little change in configuration in the array of national agencies 

receiving support from the Alliance prior to FY 2010-11 as no agencies will 
be defunded in the interim and new agencies can only join the pool if a 
separate funding stream supports that agency.  Beginning in FY 2010-11, the 
process allows for adding or defunding agencies within the Alliance pool;     

 
• This redesign plan provides stability in the funding level communities pay 

into the allocation pool, encourages new federations to join the Alliance, and 
provides for increased levels of contributions by member federations 
beginning in FY 2010-11 (although member federations are encouraged to 
increase their funding of the Alliance prior to that date);   

 
• UJC will create opportunities for synergy and collaboration between the 

federations and the national agencies and among the different agencies;    
 

• In the allocation process, the Alliance will take into consideration whether 
national agencies highlight and acknowledge their relationship with the 
Alliance and the federation system and respect local federation guidelines on 
fundraising; and   

 
• Thirty months after this document is ratified, UJC will initiate a process to 

determine whether the NFC was redesigned effectively and whether the 
process needs to be adjusted, and member federations will be asked to 
recommit to the Alliance at that time. 

 
How will lay and professional stakeholders – UJC, federation members of the 
Alliance, and the national agencies – know whether the redesign has been successful?  
Success will be measured by comparing outcomes against the following goals:    
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• There is a prioritization system both within the Alliance and within UJC that 
effectively identifies national domestic priorities for the federation system and 
Israel & Overseas issues that relate to the work of the national agencies;   
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• Following the identification of Alliance priorities, the national agencies better 

meet the needs of the federation system, only partially in an attempt to garner 
supplemental resources from the Alliance;   

 
• The federation system and the national agencies promote each other in their own 

spheres, relish the opportunity to highlight the important work of each entity, and 
acknowledge the benefit that each has obtained through the Alliance;   

 
• UJC, the federations, and the national agencies have created opportunities to 

collaborate for mutual benefit and successfully engaged in collaborations that 
bring together the federation system and the national agencies for common goals, 
collective advocacy, technical assistance, or shared programming;   

 
• Additional communities have joined the Alliance and additional resources have 

been identified and obtained that provide financial benefit to the national 
agencies;  

 
• Operationally the review, allocation, and evaluation process for the Alliance 

works well; and 
 

• Beyond the processes laid out in this document, relationships develop that lead to 
two systems working together productively to provide the most benefit to the 
Jewish community.    

 
II. THE NATIONAL FEDERATION/AGENCY ALLIANCE   
 
A. Leadership Groupings and Weighted Voting 
 
The National Federation/Agency Alliance (hereinafter “the Alliance” and previously 
known as the “National Funding Councils” or “NFC”)1 will be governed by a Leadership 
Committee comprised of the following members:  Alliance Chair, Alliance Vice-Chair, 
JBC-Chair, CBC-Chair, Alliance Professionals Chair (or Co-Chairs), the two immediate-
past Alliance Chairs (or the two immediate past chairs of the NFC), up to four other 
officers, one member appointed by UJC’s National Prioritization and Collaboration 
Committee, and 10 at-large positions (with at least one representative from New York, 
two representatives from other large cities, one from a large-intermediate city, and one 
from an intermediate or small federation).  Terms on the Leadership Committee are for 
two years with members allowed to serve no more than three consecutive terms.  The 
Alliance Chair may serve no more than two consecutive terms in that capacity.   

 
1 Unless otherwise noted in this document, “national agencies” refer only to those agencies that receive 
allocated funding from member federations through the Alliance. 
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The Alliance Chair will be appointed by the Chair of UJC Executive Committee and will 
come from a federation that is a member of the Alliance.  The Alliance Chair will serve 
as a member of UJC’s Board of Trustees and Executive Committee. 
 
The Alliance Network will include a lay leader and professional liaison from each 
federation that funds the Alliance.  Each federation will be encouraged to designate a lay 
leader who has knowledge of the local allocations process, understands the work of the 
national agencies, and can appropriately represent their federation to the Alliance. 
 
Federation members of the Alliance are divided into two autonomous decision-making 
bodies based on the community’s contribution to the funding pool.  Communities that 
provide more than $100,000 to the Alliance allocations pools in the prior year are 
members of the Joint Budgeting Council (“JBC”).  JBC communities are entitled to one 
vote on JBC allocation decisions for each $50,000 provided to the JBC allocation pool in 
the prior year.  Communities that provide less than $100,000 to the Alliance allocations 
pools in the prior year are members of the Combined Budgeting Council (“CBC”).  
Communities in the CBC pool are entitled to a minimum of one vote in allocations 
decisions, and an additional vote for allocation decisions with each $5,000 provided to 
the CBC allocation pool in the prior year.2   
 
Individuals who participate in the work of the Alliance as a member of the Leadership 
Committee, the Network, the JBC or the CBC must disclose to the Alliance Leadership 
Committee if they serve as an officer or member of the board of trustees of any national 
agency.    
 
B. Funding JBC and CBC allocation pools   
 
For fiscal year 2007-08 through 2009-10, federations currently supporting the national 
agencies commit to pay into the JBC and the CBC allocation pools an amount equal to 
the amount they paid in FY 2006-07.  Federations are encouraged to voluntarily increase 
their assessed contributions.     
 
Communities that are experiencing dramatic changes in their fiscal status may request 
special consideration from the Alliance Leadership Committee for relief from the 
suggested assessment for a specified period of time.  Communities should inform the 
Leadership Committee in writing of the reason(s) why they cannot pay the suggested 
assessment, when they believe they can fully fund the Alliance, a proposed level of 
interim payments, and a proposed repayment schedule for underpayments.  Following a 
meeting or conference call discussion open to all members of the Alliance Network and 
taking into account the community’s history with the Alliance and the facts and 
circumstances associated with the immediate crisis, the Leadership Committee can accept 
the proposed temporary reduction in funding, decide upon an alternative funding strategy 

 
2 If a community pays $510,000 into the Alliance allocation pool, it will have 10 votes in the JBC and for 
$490,000 it will have nine votes.  If a community pays $4,000 into the Alliance allocation pool, it will have 
one vote in the CBC, and for $19,000 it will have four votes. 
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Beginning in FY 2010-11 (or earlier if a majority of the members of both the Joint 
Budgeting Council and the Combined Budget Council agree in a weighted vote), 
communities will pay the amount they paid in the prior year as modified by ½ of the 
percentage change of the community's last regular gross campaign outcome (with any 
reduction or increase capped at +/- 5%)3  Federations are encouraged to fund the Alliance 
at an amount at least equal to the average percentage of allocations to the funding pool in 
which  they participate (JBC or the CBC) in the prior year as a percentage of that 
community's annual campaign.4  If a federation's contribution in the prior year was .35% 
higher than the median percentage, the federation may pay the same amount into the 
allocation pool as in the prior year.  Federations are encouraged to voluntarily increase 
their assessed contributions beyond these levels.     

UJC will undertake a campaign to expand the number of federations participating in the 
Alliance pool.  The campaign will include ongoing presentations to the UJC Board of 
Trustees, to the various city-size federation affinity groups, presentations at national 
meetings, and community visits with lay and professional leadership.  As appropriate, the 
national agencies will assist in this recruitment campaign.  UJC will encourage 
federations to join the Alliance at a level equal to the median percentage of allocations of 
all members of the allocation pool (JBC or CBC) in the prior year as a percentage of that 
community's annual campaign.  Alternatively, the Alliance, and the federation will agree 
to a multi-year plan to have that federation’s commitment to the Alliance allocation pool 
eventually rise to the median percentage of all federations in the Alliance pool.  UJC will 
also seek to identify other external resources to increase the total resources available for 
allocation by the Alliance.      
 
C. Allocations to National Agencies 
 
To be eligible for allocations from the Alliance, a national agency must have fully 
cooperated with the Alliance allocations review process in the prior year and have 
adopted and implemented the federation branding requirements described below (Section 
II .J)  For fiscal years 2007-08 through 2009-10, assuming satisfaction of these baseline 
criteria and compliance with the review process for the current year and steady 
membership in the Alliance from member communities, the agency will receive from the 
Alliance 95% of the amount they received from the 2006-2007 allocation from both the 
JBC and CBC allocation pools as Base Funding.  This amount could rise (if new 

 
3 This means that if a local campaign rose by 2% in comparison to the previous year, the community would 
pay 1% more into the Alliance pool.  If a campaign rose by 12% in comparison to the previous year, the 
community’s increased contribution to the Alliance pool would be 5%. 
4 Under this calculation, each community’s contribution to the Alliance is calculated as a percentage of its 
annual campaign; all contributions are compared and those that are below average are encouraged to pay at 
the average level for the next year’s contribution to the Alliance pool.  For JBC communities in FY 2005-
06, the average percentage was 1.28% of a local annual campaign.  For CBC communities in FY 2005-06, 
the average percentage was .75% of a local annual campaign. 
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federations join the allocations pool) or fall (if federations withdraw part or all of their 
support from the pool).  These funds will be available for undesignated core operating 
support.   
 
Funds remaining in the Alliance allocations pool and any additional financial resources 
obtained through the Alliance process because Alliance member federations contribute 
supplemental funds to the Alliance will be distributed through a Non-base Funding grant 
pool.  National agencies are the only eligible recipients of this Non-base Funding.  Grants 
will be made that best advance the Alliance priorities and provide added value to 
federation system and the North American Jewish community.  The Alliance will decide 
whether these grants should be used either for particular designated programs or for core 
operating support at a particular agency.  Potentially, the Alliance could decide not to 
award all of the funds in the Non-Base Funding grant pool in a particular year if the 
national agencies have not submitted proposals that satisfactorily meet the Alliance’s 
priorities.  
 
This bifurcated funding arrangement will provide security and stability to national agency 
budgets, while providing federations with the flexibility to direct a portion of pooled 
funds to priority programs or special initiatives.  The exact amounts actually allocated 
could diminish depending on success of the federations’ annual campaign and the number 
and composition of the communities participating in the Alliance pool.   
 
For FY 2010-11 and subsequent years, the Alliance will have the option of decreasing the 
percentage of funding guaranteed to the national agencies and available for core 
operating support as Base Funding while increasing the percentage of Alliance funding 
allocated as Non-base Funding in a supplemental funding pool.  The exact percentage set 
aside for Base and Non-base funding will be determined as part of the three year 
assessment process laid out in Section IV B, below.  From the time of notification of any 
further change in funding, agencies will have at least six months prior to the agency’s 
next fiscal year to adjust their budgets to a specific level of Base Funding.   
 
D. Alliance Prioritization 
 
For FY 2008-09 and subsequent years, the Alliance will receive a report from UJC’s 
National Prioritization and Collaboration Committee (“PCC”) in which the PCC 
recommends a series of priorities for the Alliance.  The report may include recommended 
priorities of general applicability to UJC and the federation system on domestic issues, 
domestic priorities that are specifically applicable to the Alliance, and priorities for the 
Alliance that relate to the federations’ Israel & Overseas work.  The PCC will compile its 
recommended priorities pursuant to a process outlined in Section III, below.     
 
Upon receipt, the report will be distributed to the Alliance Leadership Committee, the 
Alliance Network and the national agencies and solicit input on how the Alliance 
Network and the national agencies believe those recommended priorities should be 
applied to the next year’s supplemental funding pool grants.   
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The Alliance Leadership Committee will receive this input, meet by teleconference or at 
an in-person meeting, and determine which priorities will guide the work of the allocation 
process.  The Alliance must consider the priorities recommended by the PCC but is not 
bound by them.  The Alliance Leadership Committee will select more than one but no 
more than five broad priorities that generally will be in effect  for a three year period (for 
instance, aging, engagement of youth, or Israel advocacy)  Within these broad categories, 
the Alliance may also choose more specific programmatic focuses that may shift from 
year to year (for instance, intergenerational program for the aging, engagement of youth 
through after school programs, or Israel advocacy on college campuses, etc.)   
 
The Alliance Leadership Committee will produce a document for transmission to the 
national agencies, notifying the agencies that Non-base Funds will be allocated to the 
national agencies that best advance the Alliance priorities and provide added value to 
federation system and the North American Jewish community.  These Non-base funds 
could be distributed either for a particular program/initiative or as core operating support.   
 
For FY 2007-08, the following prioritization process will take place:  the Alliance 
Leadership Committee will determine whether the PCC will be able to adopt and 
disseminate a set of recommended priorities to the Alliance by March 30, 2007.  If a 
favorable determination is made, the process described above will take place.   If the 
Leadership Committee believes that the PCC will be unable to comply with the March 30 
time-frame, it will disseminate a priorities survey to the Alliance Network; compile the 
results; distribute a draft set of recommended priorities to the Alliance Network and the 
national agencies; receive feedback; and adopt a final set of priorities that will be in 
effect for FY 2007-08.     
 
E. Review Process 
 
With input from the Alliance Network, the Alliance Leadership Committee will prepare a 
core set of questions to be submitted each year to the national agencies that had received 
Alliance allocations the year before.   National agencies will be given advance notice of 
the time frame in which they will have to respond.  Each agency will have at least 21 
days to submit responses to the Alliance, with suitable flexibility provided if the agency 
has a national meeting or other major time constraint that would preclude it from 
complying by the requested response date.  The questions will focus on vital 
programming and governance issues.  The questionnaire will also provide the national 
agencies with the opportunity to present their best case for support from the federation 
system.  Required information will include annual budgets (based on an Alliance 
allocation of 95% of the funds received from the NFC in FY 2006-07), the most recent 
annual report and audited financial report (including any management letters 
accompanying the report and any action taken by the agency in response to the report), 
and a checklist for compliance with fiscal standards.   
 
Each agency will also be asked to submit a proposal or proposals on how they 
specifically meet or advance the Alliance priorities and if, or how, they would need to 
change current program to advance the priorities, and how they will, if at all, collaborate 
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with other national agencies to advance the priorities.  (After the first year of the 
prioritization process, the agencies would be questioned how they actually advanced the 
Alliance priorities of the prior year.)  
 
After receiving an agency’s submission, the Alliance may request clarifying or 
supplementary information from the agency.  The Alliance will also send evaluation 
forms to each member community of the Alliance soliciting feedback on the national 
agencies.   
 
With assistance from appropriate UJC staff, each year the Alliance will convene teams 
made up of at least one lay leader and one professional from the Alliance Network who 
will be charged with taking the lead in evaluating each of the national agencies that have 
received allocated funding from the Alliance in the prior year.  The Leadership 
Committee then will convene a conference call with all of the teams to prepare for and 
provide insight into the meetings that subsequently will be held with the national 
agencies.  This call will be open to all members of the Alliance Network.  Each team will 
meet with the chair and chief executive officer of the national agency (and other lay or 
professional leaders as designated by the agency) either in person or by phone to conduct 
a review of the agency.   
 
The team will complete a report on the agency and will submit the report to the Alliance.  
The report will include such topics as long-term issues and challenges facing the agency, 
whether the agency is performing in an efficient and effective manner, how or whether 
the agency is meeting the priorities established by the Alliance.  The Alliance will be 
provided with the opportunity to ask follow-up questions in writing to the agency.  The 
Alliance Leadership Committee will then convene conference calls or meetings to allow 
the Alliance Network the opportunity to discuss the reports with groups or individual 
national agencies as appropriate.   
 
F. Allocations Decision 
 
The Alliance Leadership Committee will provide separate allocation recommendations to 
the Joint Budgeting Council and the Combined Budgeting Council.  These 
recommendations will be divided into recommendations relating to Base operating 
expense funding and the Non-Base funding.  In terms of the Non-Base funding, 
recommendations will be based upon mission alignment with agreed upon Alliance 
priorities and operational excellence and effectiveness in the delivery of value added 
services to the federation system and the broader Jewish community.    
 
Recommendations for the Non-Base Funding grants could be for one or more years (with 
multi year funding conditioned on sufficient funding in the Alliance pool and continued 
good performance by the national agency receiving the grant).   
 
The Chairs of the JBC and the CBC will convene the membership of each Council in an 
in-person meeting, a teleconference, or an electronic (email) meeting to discuss and ratify 
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or modify the recommendations.  A vote by a majority of members of each Council in a 
weighted vote is required to approve the recommendations.   
 
G. Evaluated Agencies 
 
The following process is in effect for an agency that is national in scope (but does not 
receive an allocation from the Alliance) and wishes to be evaluated by the Alliance.  This 
evaluation can help these agencies receive direct financial support from individual 
federations.  It will also help the Alliance assess the state of other national Jewish 
agencies that could, at some future point, apply to become Alliance allocated agencies 
and how the work of these agencies relate to the mission and responsibilities of the 
allocated agencies.  Agencies eligible to be evaluated are 1) agencies that were previously 
NFC Evaluated Agencies; or 2) other agencies that are national in scope and receive 
funding from one-third of the federations that support the Alliance.  The Alliance will 
evaluate these agencies no more than once every three years.       
 
With input from the Alliance Network, the Alliance Leadership Committee will prepare a 
core set of questions to be submitted to these agencies.  Each agency will have at least 21 
days to submit responses to the Alliance.  The questions will focus on vital programming 
and governance issues, how the agency focuses on the Alliance priorities and provides 
added value to federation system and the North American Jewish community, and how 
the agency serves the differently sized communities that make up the Alliance.  The 
questionnaire will also provide the national agencies with the opportunity to present their 
best case for support from the federation system.  Required information will include 
annual budgets, the most recent audited financial report (including any management 
letters accompanying the report and any action taken by the agency in response to the 
report), and a checklist for compliance with fiscal standards.  Each agency will also be 
asked how they specifically meet or advance the Alliance priorities and if, or how, they 
would need to change current program to advance the priorities.  After receiving an 
agency’s submission, the Alliance may request clarifying or supplementary information 
from the agency. 
 
The Alliance will convene teams made up of at least one lay leader and one professional 
from federations that participate in the Alliance who will be charged with taking the lead 
in evaluating each agency that wishes to be evaluated by the Alliance.  Each team will 
meet with the chair and chief executive officer of the national agency (and other lay or 
professional leaders as designated by the agency) either in person or by phone to conduct 
a review of the agency.  The team will complete a report on the agency and will submit 
the report to the Alliance.  The Alliance will be provided with the opportunity to ask 
follow-up questions in writing to the agency.   
 
The Alliance Leadership Committee will then convene conference calls or meetings to 
allow Alliance communities the opportunity to discuss the reports with groups or 
individual agencies as appropriate.  The Chairs of the JBC and the CBC will convene the 
membership of each Council in an in-person meeting, a teleconference, or an electronic 
(email) meeting to discuss and ratify the report, which would contain the endorsement of 
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the Alliance.  A vote by a majority of members of each Council in a weighted vote is 
required to endorse the report.    
 
H. Change in Configuration within the Alliance 

 
All national agencies that currently receive allocations through the National Funding 
Councils at the time of the ratification of this document will automatically be invited to 
continue participating in the newly-redesigned Alliance.    
 
In fiscal years 2007-08 through 2009-10, there will be no change in the complement of 
national agencies that receive funding through the Alliance, unless an additional agency 
is added to the mixture and a funding stream is secured that would not diminish core 
operating funding allocated to the existing Alliance national agencies.  Beginning in FY 
2010-2011, additional agencies will be considered for membership in the Alliance, 
whether or not a specific arrangement has been agreed to that would bring additional 
revenue into the Alliance allocation pool.     
 
Additional agencies interested in receiving allocations from the Alliance must meet the 
following criterion and ratification process: 
 

• The agency is national in scope; 
 

• It receives funding from at least half of the federations that make up the Alliance;  
 

• It has previously been evaluated by the Alliance; 
 

• It is recommended for inclusion by a federation member of the Alliance; 
 

• Its nomination is conditionally approved by a majority of the members of the 
Alliance Leadership Committee;  

 
• It answers a similar set of questions and provides backup materials used during 

the current Alliance review process;   
 

• It meets with and responds to questions from an Alliance agency review team; 
 

• The agency is approved for membership within the Alliance by two-thirds of the 
members of the Alliance Leadership Committee; and 

 
• The agency is approved for membership by two-thirds of the members of both the 

Joint Budgeting Council and the Combined Budgeting Council according to a 
weighted vote.   

 
Beginning in FY 2010-11, the Alliance may fully or partially defund a national agency 
according to the following process, which is not applicable to changes in funding to a 
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national agency resulting from the division between Base and Non-base funding 
described in Section II C above:    
 

• Defunding is recommended by a member federation of the Alliance and the 
member’s written rationale for recommending defunding the agency is forwarded 
to the Alliance;   

 
• Five other member federations of the Alliance agree with the recommendation; 

 
• The national agency is provided the opportunity orally and in writing through its 

lay and professional leadership to make a presentation to the Alliance Leadership 
Committee and the Alliance Network on why it should not be defunded;   

  
• Two-thirds of the members of the Alliance Leadership Committee vote to 

recommend defunding the national agency; and 
 

• For a decision to fully defund a national agency, or decrease funding to it by 50 or 
more percent in comparison to the previous year, the decision is ratified by a 
weighted vote of two-thirds of the members of both the Joint Budgeting Council 
and the Combined Budgeting Council.  For a decision to defund an agency by less 
than 50%, the decision is ratified by a weighted vote of a majority of the members 
of both the Joint Budgeting Council and the Combined Budgeting Council.   

 
• If an agency is partially or fully defunded under this process, the national agency 

will have at least six months to adjust its budget before the funding change goes 
into affect.   

  
I. Payments and Budget 
 
Federations will transfer funds to UJC to cover their Alliance payments for both 
allocations and dues in an annual payment (due on July 1), quarterly payments (due on 
July 1, October 1, January 1, and April 1), or monthly payments (due on the first of each 
month). 
 
The operating budget of the Alliance will be approved by the Alliance Leadership 
Committee.  The operating budget is financed through separate dues assessed of 
participating federations. Dues for current members of the Alliance are assessed at the 
amount paid in dues in the prior year.  Beginning in FY 2010-11, dues will be indexed by 
one half of the percent change in campaign experience in the past year.  Base dues for 
new federations that join the Alliance are calculated as 2.5% of the amount they 
contribute to the Alliance allocations pool.    
 
UJC will make payments to the national agencies in 12 monthly payments that will be 
transferred according to UJC’s fiscal year (July 1 through June 30).  The final month’s 
payment may be withheld temporarily for up to two weeks to reconcile the Alliance 
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books and adjusted to take into account any funding shortfall of payments made into the 
Alliance allocation pool. 
 
J. Acknowledgment   
 
An underlying premise of the federation system is that all agencies that receive 
allocations from a federation are accountable to lay and professional leadership within the 
federation and that these agencies must acknowledge the financial support of federation.  
This acknowledgement is essential to the ongoing ability of federations to develop and 
sustain donors in support of communal objectives and institutions, and this premise 
applies equally to the Alliance. 
 
Accordingly, national agencies are required to highlight and acknowledge their 
relationship as a national allocated agency of Alliance, UJC and local federations.  
Evidence of this relationship must appear prominently on agency websites, stationery, 
advertising, promotional materials, including videos, publications, and annual reports, 
and at key national and local events.  Community-specific programming should identify 
the local federation as a funder.  If a national agency fails to comply with this 
requirement, the Alliance will take this into consideration when engaging in the next 
year’s allocation process.    
 
National agencies will respect local federation guidelines on engaging in fundraising in a 
particular community that is a member of the Alliance.  This means that if local agencies 
are not permitted to fundraise during a particular period associated with the launch of the 
annual campaign then national agencies cannot send general fundraising appeals to 
potential donors during that period or convene a major fundraising event in that 
community during a blackout period.  UJC will assemble a list of campaign blackout 
periods and fundraising safe harbors for the national agencies.  This policy does not apply 
to solicitations directed to agency board of directors, agency committees, and friends who 
historically have been closely aligned with the agency, and solicitations that are 
distributed in the last month of a calendar year.  Unsolicited pledges can be accepted 
through national agency websites at any time.  If a national agency fails to comply with 
these guidelines, the Alliance will take the lack of compliance into consideration when 
engaging in the next year’s allocation process.     
 
National agencies will invite UJC and Alliance representatives to their annual meetings 
and board meetings and other gatherings as appropriate. 
 
The Alliance will work collaboratively with the national agencies and the UJC Marketing 
Department to develop and incorporate relevant stories into campaign materials on how 
the programs and services provided by the national agencies are making a meaningful 
difference to Jewish life.    
 
The Alliance will facilitate opportunities for national agencies to be highly visible to 
local federations and their lay leaders, especially through participation in national events 
like the General Assembly, and at relevant meetings convened by UJC.   
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UJC will consider hosting national agency teams, comprised of lay and professional 
leadership from national agencies and the Alliance, to participate in regular visits to local 
communities.  Participants in these road shows would communicate the role national 
agencies provide in adding value to the federation mission and achieving local and 
national federation objectives.   
 
At least twice a year, the Alliance will submit reports to the UJC Board of Trustees, the 
UJC Executive Committee, and the UJC Pillars discussing the current year allocations 
and the accomplishments of the Alliance and the national agencies.  The Alliance will 
also regularly engage in email communication with the chief lay and professional leaders 
of the federations delineating the accomplishments of the national agencies and the 
Alliance. 
 
K. Fundraising for the Alliance   
 
UJC, federations, and national agencies will collaborate in identifying and accessing 
funding sources to supplement Alliance allocations.   
 
UJC and the Alliance will facilitate connections between the national agencies and local 
federations, federation endowment funds, Jewish community foundations, non-Jewish 
foundations, and government funders.  When national agencies receive grants from these 
sources, these grants will be reported to the Alliance.    
 
L. Meetings 

 
The Alliance Leadership Committee will meet at least four times per year by conference 
call or in-person meeting.  UJC will host at least one meeting each year that brings 
together the Alliance Leadership Committee, the Alliance Network, volunteer and 
professional leaders from the national agencies, and lay and professional leadership from 
the UJC to review the state of the relationship between the Alliance, UJC and the national 
agencies.  During this meeting, federation and national agency representatives will have 
the opportunity to meet separately from each other.  On an as-needed basis, UJC will 
bring together the Alliance professionals for meetings or conference calls.    
 
UJC will convene the national agencies by conference call or in-person meeting at least 
twice each year to discuss ways that the national agencies can create synergy and 
collaboration amongst themselves and within the federation system; and ways for 
national agencies to improve the effectiveness and efficiency of their operations and to 
discuss ways to meet financial needs that are unlikely to be met by the Alliance.  UJC 
may also bring together smaller groupings of national agencies that have a closely shared 
agenda, for instance those agencies that engage in public advocacy, directly or indirectly 
deliver social services, or provide educational opportunities.     
 
III. PRIORITY SETTING   
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UJC’s National Prioritization and Collaboration Committee (“PCC”) is the UJC 
committee that will determine and highlight national domestic priorities for the federation 
system that significantly impact the well-being of Jews and Jewish community, and the 
quality of Jewish life.  As a number of the national agencies that currently receive 
funding through the Alliance provide service beyond the domestic agenda, those national 
agency initiatives which touch on the Israel & Overseas agenda will be part of the PCC 
process.    
 
The priority setting engaged in by the PCC will be of general use for many different parts 
of UJC and the federation system but will have specific applicability for the Alliance and 
will be used to inform the Alliance’s allocations process.  Accordingly, the PCC may 
produce priorities of general applicability to UJC and the federation system on domestic 
issues, domestic priorities that are specifically applicable to the Alliance, and priorities 
for the Alliance that relate to the national agencies’ Israel & Overseas work.   
 
UJC annually will survey key stakeholders including federations, national agencies and 
the UJC Pillars on behalf of the PCC in order to obtain input on strategic direction and 
priorities for the federation system.  The survey will include both narrow/targeted and 
open ended questions that focus on domestic priorities and Israel & Overseas issues that 
impact on the mission of national agencies.  UJC will compile the survey results for the 
PCC. 

 
Via in-person meetings or conference calls, the PCC will compile a draft set of priorities 
that will be in effect for a three year period.  These will be adopted in the first year with 
necessary modification and enhancement of the priorities in the second and third year of 
the cycle (although if because of time constraints the PCC is not in effect for the 2007-08 
cycle, the first priorities promulgated by the PCC may be in effect for two years).  Prior 
to adoption of any priorities by the PCC, representatives of communities that fund the 
Alliance and national agencies that receive allocations from the Alliance will have the 
opportunity to provide input on draft priorities under consideration.  A majority of the 
members appointed to the PCC (not a majority of participants at a meeting or on a 
conference call) must vote to approve the priorities.  
 
At the conclusion of its annual prioritization process, whether by adoption of the 
priorities in the first year of the cycle or subsequent modification and/or enhancement in 
years two or three of the cycle, the PCC will formally disseminate a compilation of these 
priorities to the Alliance Network and recommend their use and adoption by the Alliance.   
The priorities also will be disseminated to the UJC Board of Trustees, Executive 
Committee, and Pillars, the federations, the national agencies, and other departments 
within UJC and organizations in the Jewish community.   
 
While the PCC prioritization will be used to inform the Alliance allocations process 
about the needs of the federation system as a whole, the PCC will work with the Alliance, 
the Pillars, UJC-Washington, the Communications Department, and other departments 
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within UJC and the federation system to highlight and market the PCC priorities, 
developing strategies on how to meet those needs through collaborative planning and the 
identification of alternative funding sources in addition to the Alliance allocations 
process.    
 
B. Membership 

 
The PCC will include the Chair and one additional member from the Domestic Affairs 
and the Jewish Renaissance and Renewal Pillars, the Chair of the Israel & Overseas Pillar 
(or his/her designee), the Chair of the Financial Resources Development Pillar (or his/her 
designee), and the Chair and the Vice-Chair of the Alliance.  The Chair of the UJC 
Executive Committee will also appoint five representatives from communities that fund 
the Alliance (one from New York, two from two other large cities, one from a large-
intermediate city, and one from an intermediate or small federation), two federation lay 
leaders who sit on the executive committee of a national agency, two federation 
professionals, and up to ten additional members.   
 
Former chairs of the PCC and the Alliance, and a representative of UJC’s virtual 
planning team will be considered ex officio members of the PCC.  Outside experts will be 
invited to participate in the work of the PCC, as needed, but will not be entitled to vote on 
the adoption of priorities.  
 
The Chair of the UJC Executive Committee will designate members of the PCC to serve 
as Chair and Vice Chair.    
 
C. Meetings 
 
The PCC will work in coordination with the nascent inter-Pillar leadership group and 
have the option of meeting when the inter-Pillar leadership meets.  The PCC will have at 
least one in-person meeting each year, with additional conference calls as necessary.  
Members of the PCC will be invited to participate in all calls and meetings of the 
Alliance, except for those business sessions specifically closed by the Leadership 
Committee of the Alliance.    
 
D. Timing 
 
For each year within a three year cycle the PCC will conclude its deliberations and issue 
recommendations by September 30.  In the first year of implementation of the PCC, to 
the extent feasible the PCC will submit a modified set of preliminary priority 
recommendations to the Alliance by March 31, 2007. 
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A. Ratification of this Document 
 
This document will be circulated for comment and input from all communities that are 
current funders of the National Funding Councils in FY 2006-07.  UJC will convene a 
conference call that will include representatives from the 2006 NFC Redesign 
Workgroup and all NFC communities to discuss this document.    
 
This document will be circulated for comment and input from all national agencies that 
receive allocated funds through the NFC.  UJC will convene a conference call for 
national agencies to discuss this document.    
 
Current federation members of the National Funding Councils and national agencies that 
receive allocated funds through the NFC will be asked to ratify this document. 
 
After the conference calls discussed above have been convened, the National 
Agency/Federation Redesign Plan will be presented for ratification by the UJC Executive 
Committee or the full Board of Trustees at the next available meeting.  
 
B. Three-year Assessment 
 
Approximately 30 months after this document has been ratified by the UJC Executive 
Committee, UJC will disseminate surveys to the federations that make up the Alliance 
and the national agencies that receive allocations from the Alliance.  The surveys will 
focus on questions that assess the value of the Alliance, whether there have been 
successful outcomes from the perspective of that stakeholder, if Alliance procedures need 
to be modified, and the appropriate division of funding in the allocation pool between 
core operating funding and supplemental awards for the period beginning in FY 2010-11 
and subsequent years.  UJC will initiate follow-up conversations with lay and 
professional leaders within the Alliance federations and the national agencies to discuss 
these issues.  Federations will participate in the conversations with the national agencies.  
In coordination with the Chair of the UJC Executive Committee, UJC will draft an 
Assessment Report that summarizes these findings and makes recommendations on any 
needed changes to Alliance procedures, including the division of allocated funding 
between core operating funding and the supplemental allocation pool.    
 
The Assessment Report will be circulated for comment and input from all federations that 
fund the Alliance.  UJC will convene a conference call with the Alliance Network to 
discuss the Assessment Report.   
 
The Assessment Report will be circulated for comment and input from all national 
agencies that receive allocated funds through the Alliance.  UJC will convene a 
conference call with representatives from all national agencies to discuss the Assessment 
Report.    
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After the conference calls discussed above have been convened, federations within the 
Alliance will have the opportunity to reaffirm their commitment to membership in the 
Alliance.  The Chair of the UJC Executive Committee then will present the Assessment 
Report for ratification by the UJC Executive Committee at the next available Executive 
Committee meeting.  
 
TIME FRAME FOR IMPLEMENTATION 

  
Fiscal Year 2007-08 
 

• Early 2007, NFC Redesign Plan ratified by UJC Executive Committee and agreed 
to by NFC communities and allocated national agencies 

• Early 2007 –  Alliance and PCC Chairs named 
• Early 2007 -- Alliance Leadership Committee established 
• Early 2007 – Alliance Network established 
• Early 2007 – PCC established and feasibility of receiving PCC priorities for FY 

2007-08 determined 
• January – Questions disseminated to national agencies, with 3 week turn-around   
• February -- Teams conduct reviews with national agencies 
• March – Teams produce reports and convene conference calls to discuss results 
• February-March -- Alliance Leadership Committee engages in own prioritization 

process and supplemental questions disseminated to national agencies with 3 
week turn-around  

• April – Alliance Leadership Committee makes draft allocation recommendations 
on non-base funding, JBC and CBC convene calls to discuss draft allocations, and  
national agencies are notified about the allocation decisions 

• July 1 – Funding changes for fiscal year go into effect 
 
Fiscal Years 2008-09 and 2009-10  
 

• Winter – Surveys disseminated by PCC to ascertain priorities 
• Spring – PCC meets to discuss and vet draft priorities  
• Summer – PCC approves set of priorities 
• September 30 – PCC issues report highlighting its priorities 
• October-November – Alliance Leadership Committee engages in outreach and 

produces final priorities 
• December – Questions for national agencies approved by Alliance Leadership 

Committee, including proposals for non-base funding 
• January – Questions disseminated to national agencies, with 3 week turn-around   
• February -- Teams conduct reviews with national agencies 
• March – Teams produce reports and convene conference calls to discuss results 
• April – Alliance Leadership Committee makes draft allocation recommendations 

on non-base funding, JBC and CBC convene calls to discuss draft allocations, and  
national agencies are notified about the allocation decisions 

• July 1 – Funding changes for fiscal year go into effect 
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