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Analysis Summary — THX et

The Mechina Program
of the Northern Negev

Registered Israeli NPO No. 580394229

Value-based preparatory program for coping with challenges in the military
and in life for graduates of religious high-schools who come from low socio-
economic backgrounds.

Areas: Education and Research @ Religion = Education | Assisting Children and Youth in Distress

Size: XL IL M S

Measures of Strength Measures that require Strengthening

A work model that succeeds in creating The Board of Directors does not lead and
great social influence corresponding to the guide the organization

organization’s goals

The organization does not operate according
In-depth evaluation processes that are to work plans at the organizational level
carried out regularly

High level of organizational dependency on
High focus on providing a response to senior directors
the needs of the target population to its

satisfaction Low level of financial security and lack of

long-term financial planning
A physical infrastructure that enables
the organization to carry out its activities in
comfort

A-| | B ||B+||B+||B+

Ethics Finance Systems People Horizon
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The Organization:

Target Population:

Objective:

)
y—_ Goals:
o
—
o
Certifications:
Main Projects:
)
)
> Locations:

AcCt

Volunteerism:

Beneficiaries:

The Mechina Program of the Northern Negev
P.O.Box 57, Shafir | 972-8-8600024 |
www.mechina.org.il

Established in 2002 | Registered since 2002 |
Representative: Naftali Kandler, naftali@mechina.org.il

Residents of the periphery, youth, religious people, populations at risk and
in distress

To run a pre-military preparatory program that teaches how to succeed in life
and contribute to society, both in the military and in civilian life, for youth
detached from themselves and their identity who come from development
towns and the periphery.

To instill in the Mechina graduates the tools and the abilities of self
reflection on their personality, qualities, character traits and tendencies,
in order to discover their mission and purpose in the world; to instill in

the Mechina graduates the practice of taking others into consideration,

of social involvement based on listening to others and empathy, and a
willingness to give and to live for the benefit of others; to provide a feeling
of connectedness to processes taking place in the nation, motivating

the students to see themselves as part of the whole and to see their
contribution to the entire nation; to educate the graduates of the Mechina
to live a life of Torah and faith, to see this generation as one of salvation
and to be servants of Hashem; to prepare graduates to serve a meaningful
service in the IDF, in the spirit of faith and Zionism; to create local
leadership of Mechina graduates in development towns.

Tax Relief: ¥ Tax Relief for Donations from Abroad: Y
Sound Management Authorization: v

An educational framework that constitutes a comprehensive educational
institution in the form of a boarding school that offers religious studies,
programs for military preparation, general studies, hikes and tours,
volunteering in the community and social activities.

Center, South
Low reliance on volunteers

Direct beneficiaries in 2007: 46
Accrued number of direct beneficiaries: 200

Size of the Organization XL L M

n Size of Budget XL L M S
(D) Years of Activity XL L M S
C_G Geographic Distribution XL L M S
(&) Employees and Volunteers XL L M S

Public Recognition XL L M S
0p

Key on page 17
Chairman:  Rabbi Ya'akov Levin | Appointed in 2002
Number of Board Members: 3

)
f_l Executive Director:  Naftali Kandler | Appointed in 2002
o Total Number of Employees: 19
)
o Part-time employees: 14

Full-time employees: 5
Total number of positions: 10
Total Number of Volunteers: 5



Income (2007, in percentages)

10% 20% 30% 40% 50% 60% 70% 80% 90%  100%

Authorities The Weinberg Foundat'ion,
O 31% Institutional Philanthropy The Gleljcore Foundation,
The Jewish Agency

O  22% Corporate and Private
Philanthropy

O  16% Self-generated income

Origin of Donations (2007, in percentages)

O 47% From Israel
O  53% From Abroad

10% 20% 30% 40% 50% 60% 70% 80% 90%  100%

Main Expenditures (2007, in percentages)

10% 20% 30% 40% 50% 60% 70% 80% 90%  100%

Three Highest Salaries O 73% Educational Activity

(2007, estimated average O 8% Feeding Children
monthly gross salary, range):

1. 12,000 — 15,000 NIS
2. 12,000 — 15,000 NIS
3. 6,000 - 9,000 NIS

Program

O 19% General and
Administrative
Expenses

Annual Income and Expenditures in Millions of NIS (O Income O Expenditures):

252 939
208 225

2 = 153 152

—

2005 2006 2007
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Organizational Virtues B+

Horizon

The Mechina’s vision is consolidated and clearly phrased. There is a
difference of opinion between the General Director and the Educational
Director of the Mechina regarding increasing the number of students — they
are aware that whilst this will surely aid the realization of the Mechina’s
vision, it will come at the expense of personal attention to each student.
Educationally and programmatically, the organization has a defined work
model and professional work plans at an annual, monthly and weekly level.
Nonetheless, there is no organizational work plan and the organization's
declared goals relate to the influence on the individual, meaning the
student of the Mechina, and not the accrued influence of the entire activity.
The satisfaction of the beneficiaries is the professionals' top priority and it
is evaluated regularly. The personal attention, relationship and follow-up
given to each and every student enable evaluation of the beneficiaries'
needs and the organization is willing to adapt accordingly. There is also a
thorough assessment of the organization's social impact and its outputs.

People

The members of the Board of Directors have great potential to significantly
contribute to the organization, however they are not sufficiently involved
in order to realize this potential — even though they are updated on
issues significant to the Mechina, the Board does not guide or dictate
the agenda. It appears that the organization lacks an understanding of
the duties of a Board of Directors as the main bearer of responsibility, as
is accepted and required.

In the Mechina, as is customary in institutions of this kind, there is a
model of shared management, so that the managerial authority is divided
between the Educational Director, who is responsible for the educational
activities, and the General Director, who is responsible for the operative
and financial areas. The two complement each other in their abilities and
their personalities in line with their division of authority. Decisions are
made jointly even in cases of disagreements based on different world
views. Both managers initiate strategic processes in the organization,
but it seems that their central positioning within the organization does not
allow for growth and development of other staff members, mainly in the
educational area. The turnover of Rabbis is relatively high, seemingly a
result of the intense and demanding nature of the position. It is important
to note that the General Director of the Mechina has started working part
time as the administrative manager of Or Etzion Yeshiva.



Systems

In 2007 the organization moved from Kiryat Malachi to a spacious building
in Ein Tsurim. The move entailed renouncing their ideological support of
the city that supported the Mechina from its very first steps, but it brought
a significant improvement in the physical conditions and the compatibility
of the infrastructure to the needs of the Mechina. The move enabled the
organization to accept more students and staff, thereby advancing its
vision. A significant part of the perceptual and behavioral change created
in the students is a result of the deep involvement of the Educational
Director in the lives of the students. It is clear that there is a high level
of dependency on him, but with the increase in the number of students,
his direct involvement is expected to lessen and at the same time the
involvement of the other Rabbis will increase. This change already began
to manifest this year. The professional work model was defined and
documented about one year ago, but the learning plans are drawn up
individually by each Rabbi and are not shared by everyone — hence, they
do not serve as an organizational resource. It seems that the organization
is very familiar with the field in which it operates, and cooperates with
other organizations: parallel preparatory programs, the IDF and other
organizations that are working to advance similar goals within the same
target population.

Finance

The organization has diverse sources of income, and self-generated
income from tuition constitutes a quarter of the total budget. The Ministry
of Education constitutes a stable and committed source of income,
but besides it there is no long term commitment from any other party.
The organization's income is utilized immediately for its activities in a
manner that does not leave any reserves. These two factors are liable
to damage the financial stability of the organization in the future. Over
the past two years the organization’s budget has grown as a result of
expenses incurred by the move to Ein Tsurim and the increase in the
number of students. Financial planning is focused on the short term and
concerns budgetary limitations, and there is no strategic financial plan
for the long term.

Ethics

In its Declaration of Ethics to Midot the organization declared that the
students of the Mechina partake in volunteer activities in the community
and of no conflict of interest whatsoever. The openness towards Midot's
team during the analysis process was exceptionally noteworthy. During
the analysis, an incongruity was found between the names of the Board
of Directors in the report to the Registrar of NPOs to its members in
practice. In addition, the Mechina encourages its students to participate in
political demonstrations that correspond to its world views, contradictory
to the instructions of the Ministry of Education.

Key on page 17
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Social Virtues

Effectiveness

Compared to the previous year, this past year the number of students
increased from 46 to 60. In a study conducted in 2006 for The
UJA - Federation of New-York, which evaluated the impact of pre-military
preparatory programs and amongst them that of the Mechina Program
of the Northern Negey, it was found that the Mechina's social impact on
motivation was very high, even in comparison with other preparatory
programs. The study found that the Mechina attains its goals and brings
about an improvement in the graduates' religious behavior, in their will
to serve in combat units, in their motivation to study in an academic
framework, and in their feelings of self empowerment. On the other
hand, the study found that the graduates of the Mechina have a low
level of willingness to return to their development towns and troubled
neighborhoods, which may harm the realization of the Mechina's goal
to improve these places by creating local leadership. The organization
succeeded in influencing the policies of The Ministries of Education
and Defense in obtaining official acknowledgement as a pre-military
preparatory program in spite of these ministries' initial claim that it is
more appropriate that the organization be included in the services
provided by the Ministry of Welfare.

Leadership

The Mechina Program of the Northern Negev was the first program to
address the population of religious high-school graduates and provide
them with a pre-military religious continuance framework. Until then, the
prevailing opinion was that it is not possible to provide a continuance
framework for this population that includes a high level of religious
studies. In its footstep, three additional preparatory programs that target
the same population and offer similar frameworks were established.
The organization has a good professional reputation as is evident in
the invitation of religious high-schools to the Mechina to recruit their
students. The appreciation of the authorities is evident in the fact
that the IDF allows the Mechina, in an unprecedented way, to send
a number of students for repeated selection processes in the IDF, in
order to change low scores that they receive (Kaba). The fact that Rabbi
Drukerman is a member of the Board of Directors adds to the reputation
of the organization amongst the national religious Zionist community.
There is professional cooperation between the organization and other
preparatory programs, and it is a partner in the coalition of preparatory
programs that target the same population, whose aim is to strengthen
their position in the world of preparatory programs. The organization
also works in partnership with “Maagalim” in the recruitment of students.
In spite of the Mechina's efforts, the cooperation with the municipality
of Kiryat Malachi is lacking and even led to the transfer of the physical
building outside of the city. This may affect the image of the Mechina as
being connected to a development town.
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