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Findings reveal that the Hive community’s contribution to its members was overall low. Regardless
of the types of activities, most participants did not get the sense of an active community forming in
the Hive. Nor was there a sense of belonging attached to this community. 80% of entrepreneurs had
no sense of belonging to the Hive community, while 53% of them were unsure whether an active
community did exist there. So far, the community building process has mostly included one-time
activities, while most participants will actually benefit from long-term activities. It is recommended
to have a series of activities and a more substantial content offered to participants, by means of
interrelated community events. So far, these components have been totally independent, which has
compromised the efficiency and effectiveness of the Hive's activity.

A major weakness emerged in the lack of clear strategy. As a result, the development process placed
too much focus on expanding the Hive community, while paying insufficient attention to deepening
the process. Similarly to acceleration, pre-seed and service components, it is recommended to have
an elaborate community development strategy established, including clear goals and measurable
success indicators. Activities should then be worked around these goals.

Finally, itis important to acknowledge that the Hive community spans different actors and subgroups
with different needs, different interests and different levels of willingness to engage. So far, the Hive
has not been able to present each such group with a content that is relevant to it and offer the most
suitable activities. Specifically, a situation has been created where focus on emerging entrepreneurs
exclusively came at the expense of other actors in the ecosystem. Therefore, the integration of non-
entrepreneur actors should be emphasized, so as to facilitate networking between entrepreneurs and
organizations that can accept social entrepreneurs, support, sponsor, and invest in them. The more
diverse groups of professionals — preferably with senior positions — will be engaged, the more the
Hive’s community will be able to contribute to social entrepreneurs. These connections can also
contribute to entrepreneurs in more advanced stages, which do not benefit from the community at
the moment. The ability to strike such connections, between entrepreneurs on the one hand and
professionals on the other, is also set to contribute to organizations in the ecosystem, an aspect
hitherto missing from the community’s activity.



advisable to have steering committees, research committees and staff meetings frequently
monitoring the development of this component.

The Hive's community dimension is designed to support entrepreneurs’ development, connect
entrepreneurs and different actors to the Hive, contribute to entrepreneurship-related public
discourse, and make the Hive an umbrella organization that forms connections between different
actors. The Hive has succeeded in laying down some major community keystones: The main
communication channels were created, as well as some regular activities (like community meetings),
while thousands have joined and the Hive became well-known, gradually increasing its visibility. The
evaluation period® saw traffic at the Hive website trebling, with over 26,000 people visiting during
2020 alone. At the period in question, more than thousand people joined per year, and by late 2020,
over 3,500 signed up for the Hive community. An estimated 75% of the Hive community members
are nascent social entrepreneurs or aspiring entrepreneurs.

Most entrepreneurs in this community were exposed to the Hive community Facebook page, which
was the main service provided as part of the community. The Facebook page succeeded in raising
awareness among social entrepreneurs to opportunities (events, grants and contests, to cite but
some), but did not manage to stir meaningful discussions or impart entrepreneurs with knowledge
about social entrepreneurship, while entrepreneurs viewed its contribution as low.

Unlike the Facebook group, the roughly thousand entrepreneurs participating in online and offline
community events acquired new practical knowledge, benefited from the events, and rated their
quality as highly satisfying. Entrepreneurs who had participated in those events further reported
gaining inspiration and motivation to engage in social entrepreneurship. The contribution of
community events to participants’ networking was significantly higher than the Facebook group’s
contribution. These are fairly positive results, highlighting community events’ importance as
compared with Facebook activity.

These achievements notwithstanding, several challenges transpired during the community
development process. One important trend emerging in the findings has to do with community
members’ engagement, which proved passive and low as a whole. As suggested by the evaluation,
the more diverse the community services exposed to entrepreneurs (particularly the combination of
online and offline activities), the higher they rated the Hive’s contribution and the more connections
they had forged among themselves. However, during the data collection stage, a great majority of
community members only used a single service, particularly the Facebook group, and very rarely at
that. One cannot expect every community member to be active, but it is important to inspire
participants (or at least members of some major priority groups) to use several services. It is
particularly important to draw members into offline activities (Covid-19 circumstances allowing), as
these prove more effective than their online equivalents.

5 The community findings in the Hive report pertain to the state of affairs in late 2020, approximately a year
before the Hive evaluation process concluded. Given the evaluation results and the ensuing changes
introduced, and with the replacement of one community coordinator for another, it was decided to withhold
another evaluation round for the community dimension until necessary changes are implemented. It is only
after suggested changed have been realized that we recommend holding another round of evaluation.
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down in the Hive. This also holds true for the high number of ventures that were unregistered but did
not obtain a grant.

Given the findings above, and regardless of the changes in the selection process, the acceleration
program model should desirably undergo the significant changes reviewed in the previous section,
so as that it can accommodate the Hive's objectives and the ventures it caters for. Every strategy or
model selected should allow more room for long-term sustainability aspects, with emphasis on
fundraising, which remains a major barrier for many ventures, particularly nascent ones, though not
exclusively. To achieve long-term sustainability, unlike short-term or no sustainability, different
activity channels should be paved for different types of ventures.

In the Hive's early days, the scale of pre-seed and services was set to be essential in its activity. In
reality, however, the Hive's years in evaluation saw very few (four) activities that could fall under “pre-
seed”, while virtually no services were offered to entrepreneurs, certainly not systematically.

The evaluation has suggested that those few pre-seed activities were relevant to participants and
contributed in different ways. The three pre-seed models — hackathons, emerging entrepreneurs’
meet-ups and Arab-society entrepreneur program — can be seen as pilots for the future. These were
one-time affairs (with the exception of hackathons, which were held twice), while the evaluation
points out multiple aspects that require improvement in each event, with many aspects common to
all three models.

While the cost-effectiveness of these models cannot be directly compared, given their different
objectives, all three evidently merit some implementation, for pre-seed purposes. Some cost-
effectiveness comparison can be drawn between the series of emerging entrepreneurs’ meet-ups and
the Arab-society entrepreneur program (Tariqi). The evaluation suggests that results in Tarigi were
better on the key indicators, yet interviews with staff members during the years in question suggest
that organizing and implementing Tarigi required three times the financial and time resources put
into the emerging entrepreneurs’ meet-ups. The same cannot be said of the effectiveness of Tariqi,
i.e., three times the emerging entrepreneur series, but again, the populations and objectives are
fundamentally different. Alongside this comparison, the high contribution of hackathons for their set
goals should be emphasized, against their relatively low cost.

As outlined before, the evaluation of the three models shows them to be relevant, with important
contribution for their beneficiaries. The points suggested for improvement highlight their yet-
untapped potential once changes are made to organization and implementation. Given the
evaluation results, the three models were viewed by the Hive team to be successful and important,
as something that should be reprised in the future. However, these models remained pilots, with no
efforts made to replicate and scale them. It goes without saying that without replication, with no
highlight on sustainability, with no key monitoring component orimprovement in light of evaluation
lessons, the Hive will have no fundamental impact on social ventures in Israel. It should be noted that
in the Hive's early days, the pre-seed component was perceived as key and no less important than
the acceleration program component. Therefore, moving forward, it is recommended that the Hive
makes this component more central and operate systematically to implement it. It would be



where they either earn or fail to earn a grant. The evaluation report elaborates on the many potential
advantages of the following alternatives:

A. Offering micro-grants to entrepreneurs, at the expense of two key grants

B. Granting participation scholarships

C. Alternative formal fundraising devices in place, once participant fail to obtain a grant
D. Combining all three alternatives

Unlike ventures that had not qualified for a grant, most ventures that had secured it showed
significant progressin the overall T2 indicators. This progress can be traced back in part to the support
offered as part of the acceleration program, butis mainly down to the major contribution of the grant.
This contribution is directly linked to a venture being nascent or established.

The lion’s share of nascent ventures received no grant, which meant that their overwhelming majority
(86%) did not make it past the first 1.5 years into training. Nascent ventures that had secured a grant
survived and even developed on some indicators, but key indicators failed to show the necessary
progress and remained highly vulnerable. In other words, while entrepreneurs with nascent ventures
gained ample knowledge and made a development as far as perception change, alongside changes
to the venture’s model, they failed to translate such changes into significant growth along T2
indicators, even when securing a grant.

This aspect of progress, which in fact failed to deliver the desired breakthrough that would establish
nascent ventures, is more suitable for the kind of hubs defined as incubators, but less so for
accelerators. Naturally, these definitions do not apply to ventures as a whole, nor are they clear-cut
per se; they are however indicative of both specific needs among nascent ventures and the
expectations that can be pinned on them. Such expectations should establish realistic success
indicators and set the activities to go with such ventures, which are unlike established ventures on
many parameters.

Unlike the nascent ventures, the grant allowed established ventures to make a significant expansion
of their activity. The differences between nascent and established ventures 1.5 years into the
program highlight the fact that the acceleration program is too heterogeneous and are not suitable
for the variety of ventures it hosts.

In its early days, the Hive created a uniform model that drew, with some necessary changes, on the
overall model of the "MassChallenge” hub, with its global chapters, as well as on other hubs with a
model that largely relied on business ventures and homogenous tracks that corresponded to the
ventures' stages. Earlier developed for business models with unique characteristics, this model is
inappropriate for the Hive, as the acceleration program shows a very high percentage of non-business
compared with other hubs around the world, alongside a highly diverse body of ventures across
different development stages. At the same time, and despite the higher percentage of non-business
ventures in the Hive, it has a clear preference for offering grants to business ventures. In so doing, the
grant committee proves partial to the global trend of favoring ventures with a business dimension. It
is important to recognize this preference (which is not necessarily conscious): Not only does it
resonate with leading trends across OECD countries, but it is also pertinent to how ventures are
selected for the Hive. If a very low percentage of Hive grants are apportioned to ventures with non-
business dimension, it should also reflect in the entrepreneur selection and the contents handed
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Figure 1. Matrix model for the acceleration program tracks designed to reduce heterogeneity.
4.3 The ventures: 1.5 years into the Acceleration Program

The ventures that had earned a grant from the Hive developed significantly more across all
categories, compared with ventures that had not been accepted into the acceleration program or
participated without earning a grant. However, contrary to expectations in the Hive, in this 1.5 years’
period, ventures that had participated in the acceleration program without earning a grant did not
develop more than those that had not entered to begin with. In several categories, ventures that had
participated in the program without earning a grant also showed lower development than
entrepreneurs who had not qualified, though beside the category of reqular service provision for
beneficiaries, these differences are not significant.

1.5 years into the program, the ample training offered to entrepreneurs, the close, intensive
mentoring, consultation, networking, and support shield provided made no significant contribution
as far as the development of the ventures that had not qualified for grants. As described in the
previous section (4.2), the program did contribute to improvements in some disciplines (though
again, not necessarily the most important ones), as well as to improvement in several abilities,
perception changes and changed in the venture and work model; however, in the significant term of
over a year after the program'’s conclusion, no active implementation could be found that reflected
in the higher T2 indicators, compared with ventures that had not entered the program.

Failure to qualify for grants is directly linked to ventures’ non-survivability. In fact, a venture that did
not qualify for the program is almost twice as likely to remain active compared with a venture
accepted into the accelerator without earning a grant. The qualitative evaluation suggested that
failure to qualify for the grant held significant negative impact for entrepreneurs as far as their
ventures’ survivability. In addition, most of the entrepreneurs who did not receive a grant describe a
sense of alienation toward the Hive and rejection of the acceleration program that not too long ago
was described as important. Several alternatives should be reviewed to address the present situation,



grant committee,* by the end of the program, the expectation was for changes to occur as far as
knowledge, perception and behavior. And indeed, high-level changes were observed as far as
knowledge, but only in areas rated by entrepreneurs as low importance. Important areas like
fundraising, finances, budget creating vis-a-vis success parameters, and creating a strategic plan,
were deemed to have benefited little or not at all. These critical sustainability aspects received
insufficient emphasis during the training, which reflected in some fundamental difficulties once it
concluded (see below). The mentors and consultants, though proving of high contribution in
improving the ventures’ models, could not address this significant knowledge gap. Therefore, as in
other global training programs considered successful, it is recommended to focus on fewer subjects,
while emphasizing the key aspects listed above.

The key factor in these knowledge gaps had to do with the highly heterogeneous nature of the
program'’s ventures. The one-size-fits-all approach, with general training rolled out in a non-modular
fashion, regardless of entrepreneur’s qualities, left many of them with significant knowledge gaps.
Heterogeneity on the part of entrepreneurs reflected in the following qualities, which social hubs
globally work to avoid or reduce as much as possible:

1. Nascent versus established ventures
2. Ventures that rely on regular fundraising versus ventures that have a business model
3. Technological ventures versus non-technological ventures

To start with, a clearer strategy is required as far as the respective positioning of established/nascent,
business/non-business, technological/non-technological ventures etc. in the Hive. Accordingly, it is
recommended to change the acceleration program training and shape it after a matrix model that
will comprise professional vertical tracks and horizontal tracks, according to the venture’s qualities.
Professional vertical tracks will tackle sectors at the Hive’s core: senior citizens, at-risk children and
youth, people with disabilities, employment, poverty, etc. Entrepreneurs in each vertical track shall
be handed down contents that pertain to their specific field of activity and meet more professionals
from their entrepreneurship field, which will allow them in turn to further explore their relevant
discipline. Such division will also contribute to a better networking, among entrepreneurs of the same
field and between entrepreneurs from their discipline. The horizontal tracks are designed to ensure
that types of venture receive contents relevant to the respective venture’s stage (nascent/established
venture track), venture’s type (business/non-business venture track), and technological expertise.
Beside these horizontal tracks, the model proposed to teach some core contents jointly, to the overall
ventures. The model is presented in the following figure.

4 For more information about T2 indices, see Chapter 2 of the evaluation report. These indices pertain to the
venture’s functioning in practice, new partner or team member recruitment, resource investment in developing
a product or service, resource investment in marketing activity, regular service provision for beneficiaries,
active resource raising program with concrete fundraising goals in place, significant fundraising (over 100,000
NIS, grant not included), measurement and evaluation performed, the development of partnerships with
significant contribution to the venture, legal registration or legal status change (nascent venture only) and the
execution of a pilot with beneficiaries (nascent ventures only).
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interviews were conducted, as well as 38 observations, with quantitative information collected from
hundreds of responders by means of questionnaires over several rounds.

The Hive held a thorough, professional selection process, fine-tuned over the years. Beside the
purpose of the selection itself, they evidently allowed entrepreneurs to work on their initiatives and
enhance them. However, despite accepting a considerable portion of the evaluation’s
recommendations, several additional changes are advisable, so as to improve selection processes
significantly.

One key problem that encumbers analysts’ ability to rate initiatives ahead of selection days has to do
with the lack of understanding concerning the Hive's role as an incubator or accelerator, as well as
the ventures’ respective stages (nascent or established), which the Hive seeks to support. Another
difficulty was analysts’ obliviousness to the existence of similar initiatives to the ones vying for a spot
in the program. Other than that, the analysts’ component in the selection process evidently works.

The selection process for the acceleration program follows the points made by professionals, with no
significant exceptions, in line with the professional selection process that was put together in the
Hive's early days. However, despite the many resources dedicated to selection, no clear line leads
from the scores given by professionals and experts to the entrepreneurs and their initiatives, and the
decision to approve a grant. This fact, coupled with the enormous influence of such grants on
ventures' sustainability, speaks to a need to update the criteria that inform the selection days.
Specifically, the evaluation suggests that unlike the ratings given by analysts, judges and evaluators,
T1 indicators can predict grant approval as early as the selection stages,® while eliminating the
exponential human factor. These indicators focus on over two-year worth of work on the initiative
before joining the Hive, a core team working on the initiative, legal registration of the initiative, a
pilot executed with beneficiaries and significant fundraise (over 100,000 NIS, grant not included).
Therefore, and given the major importance of the grant for the entrepreneurs, one key
recommendation that follows from these analyses, in line with strategic decisions taken by the Hive,
is to accept into the acceleration program established initiatives, as the program'’s contribution to
nascent ventures is limited (see below).

The entrepreneurs selected for the acceleration program joined a four-month training that explored
many subjects associated with social entrepreneurship development. In addition, entrepreneurs were
accompanied by two mentors throughout, and often after, their training period. Alongside the
training and mentorship, entrepreneurs had individual consultation with professionals, as well as
accompaniment and consultation with the Hive team. By the end of the training, entrepreneurs
pitched their ventures to an external committee, and according to its ruling, some were granted up
to 200,000 NIS.

In line with expectations, by the end of the four-month training, no material changes were observed
in the ventures. While expectation for changesin T2 indicators had been set for about a year after the

3T1indicators are presented at length in Chapter 2 of the evaluation report.
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and programs employed a diverse, thorough literature review, as well as conversations and
workshops with managers at the Hive, meetings with community coordinators in Israel, interviews
with key Hive members, involvement in the strategy development process in the Hive and more.

The Hive evaluation involved a comparative dimension: A comparison was performed between
entrepreneurs in the acceleration program and entrepreneurs who had participated in the Hive's
selection days, but had not been accepted into the acceleration program. Albeit pitting
entrepreneurs carefully selected for a particular program against those who had not been selected,
the comparison was drawn in order to understand to what extent selected entrepreneurs, who had
enjoyed a professional support over time, showed significant improvement relative to entrepreneurs
who had not benefitted from such support and been considered to show a lower potential for success.
This comparison holds value, despite the different starting points of the ventures (Roberts & Lall,
2019). For the purpose of the comparison, quantitative and qualitative data were collected on
entrepreneurs who had attended the program’s selection days but failed to enter it. Data were
collected on the starting point and the point that corresponded to the end of the entrepreneurs’ pilot.

Another comparison focused on entrepreneurs selected for the acceleration program who had
received a grant versus entrepreneurs who had been through the program’s training stage, but had
not qualified for a grant. This comparison too set the latter group against entrepreneurs who had not
qualified for the acceleration program. Comparisons were also drawn between different Hive
community actors, so as to show the community’s contribution to participants across its components
(including different pre-seed components).

Alongside these comparisons, the evaluation team examined the Hive's performance against the
performance of social hubs and accelerators around the world. As well as professional and scholarly
information in the report’s literature review, the evaluation team analyzed big data from the global
GALI (Global Accelerator Learning Initiative) database, which includes data collected between 2013
and 2020 on over 300 social hubs that cater for more than 20,000 beneficiaries in 70 countries. The
comparison was performed vis-a-vis social hubs with training programs of similar duration to the
Hive's, exclusively in OECD countries.

Another aspect of the evaluation design comprised a network and partnership analysis between the
entrepreneurs themselves and addressed acceleration program entrepreneurs, the different
community components, and comparison groups. Partnerships were evaluated according to the level
of partnership and nature of the inter-actor relationships, term of engagement, information
exchange, decision making, intensiveness of relationships, co-planning, mutual dependence, mutual
trust, and more.

The evaluation spanned a number of units of analysis, each with its respective different evaluating
activities. In the acceleration program, the overall components of selection, mentors, consultants,
training process, grant process, entrepreneur accompaniment, and the program’s impact on
entrepreneurs and ventures by the end of the program and 1.5 years into its launch were evaluated.
In addition, entrepreneurs who had earned a grant were accompanied by an internal evaluation, with
findings about effectiveness on beneficiaries analyzed and summarized. The evaluation
encompassed the overall pre-seed Hive activities, which included two hackathons, a series of meet-
ups for emerging entrepreneurs and a program for Arab society entrepreneurs. The Hive's services
and community activities, virtual or physical, were also evaluated. Overall, 328 in-depth qualitative



Key Impact* performed an external evaluation of project “The Hive: Hub for Social Initiatives and
Businesses in Israel” (hereafter “The Hive”). Spanning about 4.5 years, between August 2017 and
December 2021,* the evaluation produced a report that elaborates on the relevance, efficiency,
effectiveness and sustainability of the Hive's activities and its beneficiaries across the different units
of analysis evaluated in the course of this period. It encompassed the Hive's overall acceleration, pre-
seed, services and community components.

The present summary includes key findings from the evaluation report, with several ensuing
recommendations. Readers who would like to learn more, without reading the entire report, may turn
to the recapped recommendations found in a separate section at the end of each chapter.

The evaluation process suggests that the Hive model stands for innovation and originality and proves
valuable for many social entrepreneurs across different fields in Israel. However, the Hive holds an
even greater potential, which is yet untapped. As an organization with a learning curve, the Hive has
changed many aspects of its conduct after implementing recommendations gained from the
evaluation, while many other lessons have been considered for future changes. Appendix A in the
report elaborates on these changes.

Set up in the city of Lod in 2017 by the Social Security Funds and The Joint Distribution Committee,
The Hive's vision is “to stand as a lighthouse for enterprises and knowledge pertaining to social
innovation and entrepreneurship, in Israel and elsewhere, so as to offer innovative solutions for
challenges among disadvantaged populations.” Accordingly, the overarching objective of the Hive
was defined at the outset as helping social entrepreneurs develop innovative ideas to meet the needs
of disadvantaged populations such as senior citizens, people with disabilities, at-risk youth and
children, families living in poverty, and others. The Hive works along three key activity tracks:
acceleration, pre-seed and services. These have been joined by the significant aspect of the Hive
community development. These components are specified below, with exhaustive evaluation
information offered in the report.

The evaluation combined formative and summative elements, with focus on the implementation as
well as the outcomes of the process. The report looks at the relevance, effectiveness, efficiency and
sustainability of the Hive’s programs and their different components. The process involved building
databases, literature review, index development, qualitative and quantitative measurements with
hundreds of entrepreneurs, and more.

Given the high complexity, the evaluation relied on a mixed method of actor-oriented theory of
change (Van Ongevalle et al., 2012) and program-oriented theory of change, together with
developmental evaluation approach (DE) (Patton, 2011). The development of indicators of all actors

* For further information on Key Impact, please see www.keyimpact.co.

2 The data collection ended in November 2021, while the evaluation report draft was submitted in December
2021. Several other activities, notably support sharing in internal entrepreneurs’ evaluations, continued until
March 2022.
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