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The Covid Pandemic, which broke out in March 2020, harmed the work of a large proportion of
social organizations (NGOs)®. Their activities were reduced significantly due to the restrictions
imposed, numerous workers and volunteers were in quarantine, their independent income and
government allocations were negatively impacted, conferences and events were cancelled,
etc. Many of these organizations were struggling with budget difficulties even before the
pandemic's outbreak, due to the lack of a State Budget and a reduction in government support.

Following the Covid crisis, it was decided to form a unique partnership between the Government
of Israel (GOI)* and leading philanthropic foundations® with the aim of establishing a joint
emergency relief fund of NIS 50 million for social organizations that were not eligible for
assistance under the main instrument the government operated at the onset of the crisis
— the grant to businesses for fixed expenses. By the end of its operations, the Fund had
distributed NIS 50 million in three rounds of funding to more than 300 organizations.

The Fund was established in a unique and unprecedented model of partnership between the
Government of Israel and significant philanthropies in this arena. Under this model, capital for
the Fund and decisions about the Fund's conditions and operations were made collaboratively
by the government and the philanthropies. Its activity was overseen by a professional steering
committee, whose members included representatives from the Prime Minister's Office and
the Ministries of Finance, Education, Health, Economy , and Social Affairs, the social services,
representatives of the partner philanthropic foundations, and representatives of the Foundation
Forum and of JDC-Israel. JDC-ELKA was responsible for the integration and operation of the
project.

The Relief Fund's unique model was developed out of a desire create as rapid and effective
a response as possible to this unprecedented emergency. The unique moment at which the
Fund came into being demanded quick decision-making at a time when the framework was
unclear and information lacking. As such, the process set many precedents and included
many successes and breakthroughs, along with challenges and lessons from which we should
learn for the future.

3. There are many English terms for thee organizations (Non-Profit Organizations, Non-Governmental Organizations, Charitable
Organizations, etc. In this document, we have chosen to use the term “Social Organizations” as it is faithful to the foundations’
original intent in defining the target audience.

4. The Ministry of Social Affairs was the lead ministry, in partnership with the Finance Ministry. Other government partners: Office
of the Prime Minister, Ministry of Education, Ministry of Health.

5. Supporting foundations: Ted Arison Family Foundation, Glazer Foundation, William Davidson Foundation, Yad Hanadiv, Klarman
Foundation, Crown Family Foundation, Maimonides Fund, Shusterman Foundation — Israel.




1

This document is intended to survey the various insights gleaned from the Fund's operations,
with an emphasis on those that are practical and useful. The document is divided into four
chapters: The first chapter provides economic background about the Relief Fund and the
conditions that led to its establishment; The second chapter provides an overview of the
Fund's main accomplishments and challenges; The third chapter is the heart of the document
and details the main insights gleaned from the Fund's operation according to four main
milestones — the Fund's establishment and setting up its operating mechanism, determining
eligibility requirements, opening the Fund to applications, and evaluating the applications;
Finally, the fourth chapter briefly summarizes lessons from the Fund with an emphasis on their
significance for the future.

It is our hope that a full and candid survey of this unique operating model will help in creating
a better, smarter, and more advanced starting point for similar large-scale initiatives in the
future.
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The joint Government-Philanthropy NGO Relief Fund was founded with the outbreak of the Covid
crisis out a desire the produce a rapid and effective response to social organizations harmed
by the crisis, and which were then ineligible for other government assistance. The Fund was
established using a unique and unprecedented partnership model between the Government of
Israel and philanthropic foundations with significant activity in this arena. Through this framework,
all the partners took part in capitalizing the Fund and in making decisions about its conditions and
operation.

The Relief Fund's first funding round, which opened in July 2020, made grants totaling NIS 17.6
million to 236 organizations. In November of that year, the second funding round opened, for which
the 186 organizations found to be eligible received grants totaling NIS 18.4 million. At the end of
the second round, the Fund's remaining balance of NIS 14 million was distributed proportionately
among the eligible organizations (the “third round"). In total, NIS 50 million was distributed through
the Fund to 302 organizations. For details about the distribution, see the Dashboard on the Fund's
website (Hebrew/Arabic).

Round 1 Round 2

(Sept. 2020) (Nov.-Dec 2020) Round 3

No. of also applied 211) 419
applications (in the first round

No. applications 236

maroved 186 184
Total amount NIS 17.6 million NIS 18.4 million NIS 14 million
distributed
Average grant per NIS 74,000 NIS 99,000 NIS 76,000

organization

* Organizations that did not meet minimum administrative requirements (i.e, having a valid Certificate of Proper
Management and/or Certificate of Proper Bookkeeping) when the third-round funds were distributed were not
included in the distribution.

This unique collaboration brought many accomplishments: The Fund was the first tailor-made
response for social organizations during the crisis and its very existence represented a ground-
breaking precedent for the future. Further, the large number of actors resulted in combined
efforts and opinions that made it possible to expose blind spots and raise needs from the field
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and to create relatively balanced eligibility requirements. The collaboration also made it possible
to assimilate new knowledge and tools for operating the eligibility test more efficiently, with an
emphasis on data-based management that enables learning and modeling.

At the same time, and as fitting for a first-of-its-kind initiative, the Fund also experienced a number
of challenges: Adhering to the government support test mechanism led to schedule delays, the
Fund's limited resources necessitated narrowing the target population in a way that precluded
offering a response to every organization harmed by the crisis, and the lack of coordination among
the various assistance tracks (the Fund among them) caused confusion and even frustration
among the organizations on the ground. In the end, whether because it was unable to meet the
field's needs in their entirety or because the need was less than anticipated, the Fund received
fewer applications than expected.

A series of decisions and actions preceded these accomplishments and challenges. Below we
present the main insights that were gleaned concerning these decisions and actions, according
to the Relief Fund's phases of activity:

Establishing the partnership and operating mechanisms

Operating the Fund in two circles — a large steering committee on the one hand and a small
“cabinet” on the other — proved successful. At the same time, expanding the number of partners
whenever additional players were discovered to be relevant would have increased the efficiency
of the Fund's work. Additionally, it would have been preferable to find a way to include the voice of
civil society more directly in the initiative. The support mechanism, which became the initiative's
enabling legal mechanism, was born of necessity. It imposed a process that was orderly but
complicated. For the long term, we recommend exploring the most suitable legal mechanism
for advancing joint government/philanthropic assistance emergency initiatives. This mechanism
should ensure both due process and the speed and flexibility of response that the situation
demands.

Eligibility requirements

The steering committee developed qualification requirements that ensured focus on organizations
providing social services that: had been harmed by the Covid crisis; had not received other
assistance; and had at least a minimal scope of operations. While the committee's decision to
focus on this target population remains valid, we should in future consider easing the eligibility
requirements that have been set while retaining their essence. Thus, it could be possible to be
more flexible about an organization’s field of operation by being more precise in the eligibility
criteria's definition of the scope of social service required for eligibility, and on questions of what
is considered a "social-service provider" and of the population requiring support. Further, since
a social organization’s income structure is different from that of a business, and its turnover is
not necessarily an indication of its impact, it is likely that greater flexibility is also needed in
the proof required of the extent of the harm and in the minimum income threshold required.
Similarly, disqualifying organizations that were eligible for assistance from the Tax Authority's
support track turned out to be a complex condition, given the lack of coordination and the lack
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of offsets between the two tracks. Finally, the need for a valid Certificate of Proper Management
made it difficult to assist young social organizations with less than two years of activity. This
could be mitigated by providing conditional approvals of eligibility or by relying on certification of
documents submitted to the Registrar of Associations.

During the discussions over setting eligibility requirements, a simulation was conducted using
the GuideStar website database to estimate the number of eligible organizations. In practice, the
estimation process was not able to predict the number of applications correctly, not least because
the eligibility requirements were not checked using GuideStar data exclusively.

Application process

When the Fund opened to applications, a focused effort began to publicize its existence. In
practice, despite considerable dissemination efforts, many organizations reported in a follow-
up study that they had not heard of the Relief Fund. It is likely that greater collaboration with
social organizations during the establishment phase, as well as use of the media, would have
magnified the Fund's exposure. A significant component in the lack of familiarity with the Fund
was the confusing multiplicity of assistance tracks, with many organizations unable to distinguish
between them.

A designated site’ was set up for applications, using user-experience characteristics whose
replication for other assistance tests can be explored. The application form itself, like the GuideStar
simulator for checking eligibility, was built on the GuideStar platform in a collaboration that proved
successful and suggests that it is worth examining how to increase use of the system and the
platform during routine times as well.

Evaluating the applications

The entire application management and review process was conducted on a CRM system to which
the evaluation forms were uploaded. The cloud system that was established included access to
all the players by dividing permissions and it became a central component of the success of the
review process. Eligibility requirements were divided into three types that were examined in
parallel by different kinds of analysts who were specially trained for the initiative.

After the analyst's check, each application was forwarded for final decision by the members of the
support committee, which for the first time included two representatives of the social sector. The
analysts' recommendations aided in creating a discussion that was as focused as possible and that
allowed the support committee to reach decisions more quickly. Meanwhile, checking whether
an organization met the requirement of being a “social service" was the most complicated of all.
Relying more heavily on GuideStar data, together with an easing of this requirement as discussed
above, could have significantly shortened the committee's discussion stage. It should be noted
that the information required for determining eligibility by outside agencies (support data from
the Accountant General and eligibility data from the Tax Authority's track) sometimes reached the
Fund's staff after a considerable delay. When faced with such constraints, consideration should be
given to making assistance grants conditionally and creating offset mechanisms where necessary.

7. https://www.socialrelieffund.org (Hebrew/Arabic)
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Cross-cutting insights

Alongside the insights specific to each stage, several themes repeat themselves, like a common
thread running through the different stages of the Relief Grant's life. Even though the Fund was
the first response tailored to the needs of social organizations and was established as quickly
and efficiently as possible, there were still many delays. The package of insights suggested in
this document could help future initiatives work faster. At the same time, in the framework of
the Fund's work itself, it would have been appropriate to try and notify the field and the partners
in the initiative about the expected pace of work for the process. In general, the Fund was an
important and central public initiative and for that reason it would have been fitting to create
maximum transparency both during the establishment process and in selecting the organizations.
Many steps were taken to promote the initiative's transparency but making it still more so would
have boosted the Fund's perceived legitimacy. Finally, the multiplicity of assistance tracks was
detrimental to the Fund for the entire time. In the future, the need for multiple tracks should be
examined carefully. The more essential having multiple tracks is, the more important it is to work
to ensure maximum clarity and coordination for the social-organization public.

As discussed above, it is clear that the joint government/philanthropy relief fund was complex
and pioneering. Many questions and challenges arose during its operation. The response to them
was first developed in the Fund under emergency conditions that necessitated quick decisions
with incomplete information. In light of the complexity of the challenges and pressure of time,
often only partial responses were developed. Dealing with these questions and challenges today,
during a period of routine, can help in creating a more advanced starting point for any emergency
response implemented in the future.
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