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The Ukraine Support Team (UST) is a coalition of local and national organizations committed 
to facilitating recovery and resilience in war-affected regions of Ukraine. Our mission is to 
create and sustain recovery ecosystems through social engagement, economic revival, and 
strategic collaborations.

8 non-governmental organizations, analytical centres, and experts have united to work 
comprehensively to restore life in the front-line and de-occupied regions in 5 key directions 
of social sphere: energy and utilities, education, health care, legal advice on compensation for 
damaged housing and debris management.

UST coalition members:
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Summary

Better Regulation Delivery Office (BRDO) - a leading independent think tank on 
regulatory policy, digitalization and anti-corruption;

savED - an international charitable foundation that restores access to education in 
communities affected by the war waged by Russia against Ukraine;

Ukrainian Healthcare Center (UHC) - Ukrainian think tank that provides consulting, 
analytical and educational services in healthcare policy and management, healthcare 
economics and financing, and health care transformation;

Get It Back - is a platform that serves as a bridge between collecting information about 
damages and receiving compensation for destroyed or damaged housing, between 
government agencies and people;

ReThink - the first non-governmental organization that promotes the principles of the 
circular economy in Ukraine;

GoGlobal - an educational foundation that initiates, pilots, and scales up projects in the 
educational sector;

Center for Human Capital (CHC) - a new think tank and advocacy center that aims to 
formulate and advocate for the most needed reforms in Ukraine;

SaturdayTeam - a dynamic analytical and research consulting company founded by a 
team of experienced Big-3 consultants.



After almost two years of the full-scale invasion, local authorities in Ukraine still face numerous 
challenges of war and still need additional working capacities on the ground to cope with 
them.

UST has launched two Regional Offices in Chernihiv and Mykolaiv regions that successfully 
supported local governments and civil society in Chernihiv and Mykolayiv regions in solving 
the immediate challenges of the wartime. The UST positioned itself as an equidistant 
actor in the two regions and an independent platform where different stakeholders could 
exchange needs, problems, and solutions. Particularly, connected local communities and 
relevant partners from the civil society with foreign donors to cover local needs in education, 
healthcare, energy and utilities, and debris management spheres. 

Key result of UST work:
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SMART prioritization methodology (hereinafter Methodology), aiming to identify critical 
projects to restore life in communities and help donors obtain detailed information on 
where financial resources can be directed was developed. 

A comprehensive needs assessments of Chernihiv and Mykolaiv Regions was conducted 
– ‘REBUILDING LIVES: A Comprehensive Assessment of Worn-torn Regions’.

159 local needs were identified&prioritized, 70 projects were supported by international 
donors, and 67 of those projects entered the implementation phase (worth more than 
6 million euros in total).

65+ donors and international partners were engaged for local recovery and development 
by UST.

11 events including 6 regional public events, 1 general reporting event in Kyiv, 1 co-
organised forum in Chernihiv, and 3 workshops for communities, where UST participated 
as guest speakers, were held.



The UST team has refined the early developed SMART prioritization methodology (hereinafter 
Methodology), aiming to identify critical projects to restore life in communities and help 
donors obtain detailed information on where financial resources can be directed. 

The Methodology made it possible to assess the priority of each problem based on the criteria 
of scale, acuteness, dynamics, and community capacity and specify the data that must be 
obtained for a complete analysis.

The need for such a Methodology only increases, given the ongoing war. The prioritization is 
important, because the experience of two years of active hostilities have shown that it is not 
necessary to rebuild everything, and sometimes it is not possible. Unfortunately, local self-
government bodies often follow the path of ‘rebuilding everything’ – and this is not effective, 
and sometimes even negligent. Thus, the logic of the second opinion is very important.

Nevertheless, a crucial aspect of reconstruction is the view from a larger scale or ‘zoom out’. 
Because local self-government often looks locally, and our Methodology allows to make an 
assessment from a more objective perspective.

An important aspect of Methodology is independence from regional politics. It can be 
stated that it has a great influence on decision-making regarding reconstruction, however, 
sometimes it conflicts with economic expediency.

Finally, the regions lack local expertise to make informed decisions about reconstruction on 
‘build back better’ terms.

Thus, our team considers the work on further Methodology development important and 
worth continuing, because the issue of effective use of resources may be critical for the state 
in the future.

The Methodology improvements included:

Progress on SMART Prioritization Methodology

detailing the ranking of the scale indicator;

developing a detailed description of the criteria for assessing severity and dynamics;

adding sectoral criteria for education, energy and utilities, and healthcare area;

adding a strategic feasibility indicator for the situations when the need is not caused by 
the direct impact of hostilities, but its economic and strategic feasibility is higher than 
reconstruction projects;

adding an indicator that determines the interdependence between projects – higher 
priority may be given to a project that impacts a larger number of projects (immediate 
effect, delayed effect, impossibility of implementing one without the other), etc; 

adding a criteria for community damage by sector to compare communities (for the 
needs with the same score and coincide in terms of feasibility and interdependence – the 
community with the higher damage level may be prioritized);

adding a list of criteria to avoid conflicting needs: the proposed solution is the best 
alternative available; the proposed solution does not harm other people/communities; 
the proposed solution has no risks and potential negative consequences.

6 1 https://mtu.gov.ua/documents/2355.html

In October, 2023, the Cabinet of Ministers of Ukraine presented its own methodological 
recommendations1 for prioritizing projects to eliminate the consequences caused by the 
armed aggression of the Russian Federation against Ukraine.

Our team participated in the discussions and provided its recommendations and comments.



In UST opinion, a number of complex indexes and questions used in the Cabinet of Ministers’ 
methodological recommendations make it harder for communities to use the document for 
project selection. Also, we consider methodical recommendations proposed by the Cabinet 
of Ministers of Ukraine to be more suitable for the selection of business-oriented projects.

Unlike the methodological recommendations proposed by the Cabinet of Ministers, UST 
SMART prioritization offers a simpler mechanism for determining priorities. In addition to 
defining the criteria for prioritization, the Methodology provides a clear list of data on three 
areas (education, healthcare, energy and utilities) that must be collected to conduct a needs 
assessment.

A great example of using UST SMART prioritization methodology is the case with the People 
in Need Slovakia foundation, in which the Methodology of SMART prioritization was used 
in the selection of projects in the Chernihiv region as alternatives for the projects proposed 
by the Regional Military Administration. Unlike the projects from the Regional Military 
Administration, the UST office list focused on those educational institutions that need help 
the most based on specific criteria and made it possible to take into account the needs of 
communities. The information submission form developed by the UST team proved to be 
successful and was used by representatives of the People in Need Slovakia Foundation as an 
example to collect information for all the projects in the region from other stakeholders. This 
demonstrates the high appreciation and confidence in the Methodology and approaches 
developed by the UST.

Nevertheless, we also received some feedback from big systematic donors in Ukraine that 
they tend to use their own capacities for prioritization of local projects when/if they need 
one. The challenge may occur that the methodologies designed ‘from abroad’ can still lack 
some local context (the constantly changing legal framework or the level of local capacities 
to provide specific information, regional specifications, etc.) and can be biassed accordingly. 
That is why it can be useful to compare the results of different assessments made to diverse 
methodologies to get a more objective picture to decide where to direct the financial 
support. We have had cases where donors, for example, Partnership Fund for a Resilient 
Ukraine (PFRU), implemented by Chemonics International, compared their assessments of 
needs and selected projects with UST needs assessment for decision-making on funding. 

Resources audit & needs (re)assessment (including urgent and general needs) in Chernihiv 
and Mykolaiv regions – ‘REBUILDING LIVES: A Comprehensive Assessment of Worn-torn 
Regions’ – was conducted based on UST SMART prioritization approach and summarizes 
economic activity and demographic situation in each region, analysis of education, healthcare, 
energy and utilities, and debris management needs and typical solutions to address critical 
needs for two regions.

The difference between other assessments governmental and non-governmental actors did 
in Ukraine is that other assessments are mainly based on damage assessment and evaluation 
of property restoration (e.g. World Bank report ‘Rapid Damage and Needs Assessment 
February 2022-February 2023’), avoiding other aspects of rebuilding lives in the regions. 

It is important to add that it is crucial to update the needs assessment every year or according 
to the changing security, economic and demographic environment on the region’s demand.
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The local projects in Chernihiv and Mykolaiv regions prioritized during the needs assessment 
stage served for fundraising purposes, particularly were presented at the ReBuild Conference 
in Poland in November 2023 and were also discussed during working meetings and joint 
events with major donors in Chernihiv, Mykolaiv, and Kyiv: 

ACTED

Arche Nova (People in Need wash project)

Chatham House

Danish Refugee Council (RDC)

Eastern Europe Foundation

EGIS in Ukraine

ENABLE Belgium

Energy Community

Finn Church Aid

GIZ Ukraine

Helvetas

Howard Buffett Foundation

ICAR

International Medical Corps

International Foundation «Renaissance»

IOM

IREX Ukraine

IsraAID

Norwegian Refugee Council (NRC)

PACT

Partnership Fund for Resilient Ukraine (PFRU)

Peace Wings (Japan) 

People in Need

Plan International

Red Cross

Save the Children

Solidarity Fund Poland

SURGE/CLIR Canada

UCBI

UCORD (Switzerland-Ukrainian Project) 

U-Lead

Ukrainian-Danish Youth House

UNDP

UNHCR (United Nations High Commissioner for Refugees)

UNICEF

USAID Energy Security Project

USAID Health Reform Project

USAID Hoverla

Embassies: Finland, United Kingdom, Denmark, Germany, Belgium, Netherlands, USA, etc.

UNOPS
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Donors want not only to have a comprehensive needs assessment and/or list of local 
projects, but to cooperate directly with capable and trusted implementation partners 
on the ground. Regional Offices itself could not become such a partner, because they 
did not have separate legal entities to administer funds, and at the same time the local 
authorities and the management of the establishments with needs sometimes could 
not show the proper capacity to implement projects. 

The lack of funds for technical project documentation for major repair projects. Most 
of the projects needed capital construction that required expensive technical and 
estimation documentation demanded by law. Some communities or establishments 
managed to allocate their own resources for preparing technical and estimation 
documentation, in rare cases – donors provided it, but still we can see that it is not 
a very popular solution among donors, and communities often do not have enough 
budgets for the necessary documentation.

The identified healthcare needs were mainly covered by state budgets and the Ministry 
of Healthcare of Ukraine. The reform of the healthcare system carried out in Ukraine 
before the start of full-scale invasion became a beneficial circumstance for responding 
to the newly emerged challenges and self-sufficiently meeting the systemic needs 
caused by the war. However, the lack of shelters’ construction is still an issue, especially 
for hospitals providing emergency care, as these are long-term and expensive projects 
requiring major repairs. Also, the lack of flexible medium-term solutions is observed 
in communities, mainly because of  inability to design innovative and out-of-the-box 
solutions (e.g. mobile outpatient clinics, etc.) and also because of lack of healthcare 
specialists  in the regions.

As for educational needs, the practice shows that they can be easily decomposed to 
smaller, more flexible, and faster solutions (even if temporary) that provide access to at 
least some educational activities to children and on the whole are the most attractive 
for donors because of their main beneficiaries – children. That’s why fundraising for 
those needs went out successfully.

Energy and utilities needs happened to be the most difficult for fundraising purposes, 
especially heating projects (e.g. looping of heat supply network). 

Firstly, because the energy and utilities companies are obliged to limit access to 
internal information for external actors due to national energy security policy, which 
makes it harder to formulate projects. 

Secondly, communities usually do not have capacity and experience to design projects 
with new technologies (decentralised energy projects, energy efficiency projects, etc.) 
on their own. 

Thirdly, because these projects often require additional technical documentation and 
calculations, which requires a lot of extra funds for its development.

However, despite the challenges, a lot of energy and utilities projects collected by the 
UST Regional Offices were covered within the Project framework, and others were 
included into the Energy community’s project list with a potential financial support.

Generally, fundraising process experienced the following challenges:
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The UST tried to take an equidistant position in the two regions as an independent platform 
where different stakeholders could exchange needs, problems, and solutions. As a part of 
such interaction, various models of working with stakeholders were developed and useful 
results were achieved for each of the stakeholders.

Progress on Engaging with Stakeholders

Regional Military Administrations

Regional Military Administrations still experience large outflow of people and the lack of 
specialists, so the UST Regional Offices have played an important role in strengthening the 
capacities of the administrations – in particular, administrations benefited from a strategic 
vision and approach of conducting needs assessments and designing new solutions to 
address war-torn problems. 

The auxiliary function of the UST Offices – the coordination of various donors, the civil society 
organizations, and communities – has also become important. Due to political context, it is 
often not easy for administrations to organize independent discussions, to raise problematic 
issues for the region in order to find ways to solve them. The UST teams provided strong 
support on this issue to bring the various stakeholders to a common platform for discussion.

The UST Regional Offices also joined the Regional Offices of International Cooperation (ROICs) 
and assisted them in carrying out coordination activities for various fields and stakeholders. At 
the same time, UST representatives acted as independent facilitators of recovery processes in 
the regions. In particular, they organized platforms for exchanging information and building 
joint solutions between various stakeholders.

Communities

One of the biggest problems in the recovery process is the low capacity of communities to 
form their needs and generate solutions to cover them. In particular, very often communities 
mistake their wishes for their needs and cannot filter and prioritize them.

Also they tend not to think out of the box – inventing/coming up with creative solutions on 
how to at least temporarily restore access to services. This could be understandable because 
none of the Ukrainian communities experienced this scale of emergency needs before. 

However, this fact significantly reduces the 
community’s chances of receiving aid now. 
The UST Offices conducted training for 
communities and helped identify needs 
by area. It was also important to help 
communities clarify possible different ways 
to solve problems: short-term, medium-
term, and long-term. As a result of 
cooperation with the UST, the communities 
received concise project descriptions and 
an understanding of the prioritization of 
their needs. 
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By launching the work of Regional Offices in Chernihiv and Mykolaiv regions we managed 
to improve local capacities in preparing local projects. However, the further work on training 
communities to calculate and formulate local needs, as well as manage donor relations can 
be beneficial to ensure a sustainable recovery and reconstruction processes.

National Authorities

UST Offices, through close cooperation in the regions and a clear understanding of the 
problems and the current situation in communities, provided valuable insight for 
national authorities to adjust national policies (e.g. UST comments on methodological 
recommendations for prioritizing projects to eliminate the consequences caused by the 
armed aggression of the Russian Federation against Ukraine, etc.). It is very important to 
bring authorities of different levels together on common platforms in order to understand the 
ability to perform tasks on the ground and adjust policies accordingly to the actual 
situation in the regions. The biggest challenge remains the low level of capacity of the 
regional authorities to fulfil the national government’s assigned tasks. In particular, this can 
be explained by the lack of a sufficient number of specialists on the ground, mentioned 
earlier, and the low possibility of motivating them to work in state authorities. One of the 
ways to solve this problem is to provide various types of technical support on the ground.

Donor community

Throughout UST operation in the regions, it became clear that overall coordination among 
the donor community was lacking in both Chernihiv and Mykolaiv regions. There were cases 
when donors took the same projects for support, selected projects based on ease of access, 
and not on the urgency of the needs. When we started holding coordination meetings, as a 
result we received feedback that it is very useful to exchange information about the working 
plans of donor organizations in the regions, current problems in project implementation, 
and understanding where assistance is still needed.

Civil society is one of the important and often underestimated resources for strengthening 
the capacity of the recovery processes in regions. It is worth noting that the two regions 
have very different levels of civil society development. While in the Chernihiv region there 
are many non-government organizations that are active and trying to take their position 
in the region’s recovery ecosystem, in the Mykolaiv region the civil society is rather at the stage 
of formation. In both areas, there is a great desire to exchange experience between different 
organizations, to find opportunities for cooperation. However, for the implementation of 
such interaction, the facilitator/platform, who could act as the initiator and organizer of such 
interaction is needed.

Also, the expert community and specialized organizations used the expertise of the UST to 
obtain recommendations for cooperation with communities for their thematic projects, in 
particular, DiXi Group, UA Brokers Without Borders, the Institute of Economic Research and 
Political Consultations, and others.

Civil society
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UST public events played an important role in engaging, coordinating, and strengthening 
local stakeholders in rebuilding efforts.

Chernihiv

Public Events

Discussion «Involvement of Civil Society in the 
Reconstruction of Chernihiv Region»
Chernihiv, September 7, 2023

Participated: 

volunteer association «Because we can!»;

«Eco city» NGO;

Swedish-Ukrainian PROSTO project;

representatives of Territorial Communities;

Chernihiv Regional Military Administration;

Service for Recovery and Infrastructure 
Development in Chernihiv Region.

Conclusions

Chernihiv Regional Civil Military Administration tends to not engage NGOs in recovery 
processes.
 
Population lack the access to the information on the state compensation E-Recovery 
program (“Є Відновлення”) for destroyed/damaged housing; local authorities does not 
have capacity to conduct information campaigns.

Weak coordination/communication between  different stakeholders of recovery processes 
in the region. 

Following steps / Results

Consultations on receiving  state compensation for destroyed/damaged housing for 
communities by UST partner – Get It Back NGO.

Video Podcast with co-founder of the volunteer project “Get it Back” explaining how to 
apply and receive state compensation for destroyed/damaged housing:

Participants decided to create a coordination platform on the basis of UST Chernihiv 
Office to foster the communication between stakeholders of the recovery process.

Aimed at initiating a public dialogue regarding the involvement of the civil society in the 
processes and planning of reconstruction. This is a step towards coordinating the efforts 
of state and local authorities with civil society, ensuring transparency and inclusivity of 
recovery and reconstruction processes. 
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Forum “Education in Chernihiv Region: today’s challenges”
Chernihiv, November 7, 2023

The forum was dedicated to coordinating the cooperation of representatives of the local 
government of Chernihiv region with donors, international and national NGOs, which 
provide support in restoring access to education. The goals of the event were to assess 
the general state of the education in the region; actualise the needs of communities that 
faced difficulties in eliminating the consequences of war; determination of directions 
and prospects for strengthening cooperation; establishment of permanent ties of local 
government representatives with national and international organisations that are 
involved in reconstruction of the education sphere.

Participants: 

SavED;

IOM;

UNICEF;

Conclusions

The recovery of education facilities in the region is very uneven: communities which 
are located closer to the Kyiv region receive more aid, than those located in the North 
of the region, close to the Russian and Belorussian border. There are 2,000 children in the 
20 km zone by the Russian border, where in person education is prohibited.

Donors usually recover big schools with more than 200 pupils. Most of the schools in the 
North have less number of children. 

Communities need support in assessing needs and designing solutions for restoring 
access to education. 

Following steps / Results 

Representatives of communities established contacts with the donor organisations.

Donors presented their programs for 2024 and opportunities for communities, and 
exchanged the information.

UST facilitated the work of United 24 and ACTED in the reconstruction of the Mykhaylo-
Kotsubynskiy Lyceum.

Partnership for Resilient Ukraine;

representatives of
Chernihiv Regional Military Administration;

representatives of
18 Chernihiv region territorial communities.

United 24;

ACTED;

NRC;
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Forum « YOUTH: Restoration. Initiatives. Decision» (Co-organized)3

Chernihiv, November 15-15, 2023

The forum was dedicated to the creation of a communication platform of partnership to 
develop quick and effective cases of involving young people in the processes of recovery 
and development in the communities of Chernihiv region.

Panel discussions covered the topics of youth participation in infrastructure restoration, 
economic recovery and youth entrepreneurship, as well as restoring youth access to 
educational programs and projects.

Speakers: 

Deputy Minister of Youth and Sports of Ukraine;

representatives of the Office of the President and Communities of the Chernihiv region;

local young entrepreneurs;

representatives of UNDP, ISAR «Ednannia», USAID, IREX, UST.

Following steps / Results

Workshop on fundraising was conducted by the Chernihiv Regional Office for some 
participants of the forum on their request.

3 Forum was organized jointly by the UCBI/USAID, All 4 YOUth, “Sphere of Youth”, Chernihiv Regional Agency for Development and UST

After each panel, the participants had practical tasks - in the Civic Lab format, based on the 
previous discussion, they worked on finding specific solutions.

Workshop on Fundraising
Chernihiv, December 4, 2023

The team of the Chernihiv office started a series of workshops on fundraising. The first 
meeting was held with the students. For 2.5 hours, they talked about where to find resources 
for the implementation of future projects aimed at improving life in the community, and 
how to do it effectively.

Among other things, active youth learned more 
about:

creation and management of fundraising 
campaigns;

possible sources of financing;

basic rules of the Fundraiser’s Code of Ethics;

the basic principles of the fundraiser.
14



Discussion «Cooperation of civil society organizations, 
local authorities, and donors in recovery processes of 
the Mykolaiv Region», Mykolaiv, September 28, 2023

The public discussion was aimed at initiating a public dialogue on problems, challenges, 
and prospects of cooperation between local volunteer, civil society, local authorities and 
international organizations.

representatives of Mykolaiv Regional 
Military Administration;

Mykolaiv City Council;

Mykolaiv Regional Development Agency;

NGO «Misto Syly»;

NGO «Development of Ukraine»;

NGO «My direction»;

NGO «Nadia Ye»;

«Shchedryk» charitable foundation.

Participated: 

Conclusions

The state authorities do not have enough resources to explain all the ways of interaction 
and support in recovery issues, so it is necessary to attract help from non-governmental 
organizations and coalitions in these regards.

Coordination of actions of NGOs occurs spontaneously. NGOs should share experiences, 
and developments, and introduce openness and transparency of activity.

Insufficient attention is paid to grant opportunities for small businesses, and retraining 
of employees of enterprises in connection with the loss of jobs at destroyed or stopped 
enterprises.

Following steps / Results

The participants of the event decided to create a platform for coordination among players 
of the non-governmental sector regarding the recovery processes.

Strategic coordination and communication meeting for organizations and actors 
of the restoration processes in the field of education and civil society «Problems, 
Challenges, Prospects 2024», Mykolaiv, November 14, 2023

Coordinational meeting of international organizations, and national NGOs working 
in the field of education in the Mykolaiv Region, with the regional military administration 
on problems and challenges in restoring access to education in the region and child 
protection; prospects for strengthening cooperation and establishing permanent ties; 
further institutionalization of profile relations and coordination; presentations of presence 
strategies in the region and concrete activity plans for 2024.

Mykolaiv
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representatives of Mykolaiv Regional 
Military Administration;

Mykolaiv City Council;

UNICEF;

Plan International;

SavED;

NGO «10th of April»;

Charitable Fund «Children of Heroes»;

MontessoriUA;

MontessoriMykolaiv;

IREX;

Participants: 

Association of innovative and digital 
education;

SURGe;

NRC;

Peace Winds Japan;

IsraAID;

NGO Oleksandr Pedan’s movement JuniorS;

NGO ISTOK;

Charitable organization «Club of benefactors»;

Save the Children;

Charitable fund «Schedryk».

Conclusions

There are 35-40 organizations that participate directly in the education cluster in the 
Mykolaiv region.

It seems impossible to resume in-person education in most communities of the region 
due to the proximity of the war zone and the high probability of shelling.

Digital Learning Centers and conversion of existing premises into temporary schools have 
proven to be effective solutions in communities that have been under occupation for 
a long time or on the front line of hostilities and have suffered significant destruction.

The main needs of the region in restoring access to education:

arrangement of shelters;

restoration of access to drinking water in Mykolaiv;

increase in educational centers, extracurricular activities and safety classes;

reconstruction of professional education institutions;

provision of psychological support and cyber security, etc.
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Workshop-dicussion on Fundraising
Mykolaiv, December 8, 2023

During the discussion workshop «Fundraising as a tool for the development and restoration 
of communities», the key aspects of fundraising were considered and tools were provided to 
help to attract resources for the realization of civil society potential:

creating a strategy for attracting financial support;

key principles of working with philanthropists and the business environment;

aspects of using online platforms for fundraising.

Participants: 

representatives of the Snihurivka, 
Pervomaisk, Voskresensk, Stepiv, Yelanets, 
Shyrokove communities and Mykolaiv city;

the Regional Development Agency;

the NGO «Local Association of Local Self-
Governing Bodies «Rada Hromadam»;

ZeMolodizhka.

Workshop:  How to make an action plan for a successful project, form a team, outline 
needs and determine their degree of severity
Kyiv, June 16, 2023

UST high-level expert and the current Head of UST 

The event “Work with donors, investment and project activities in local self-government 
bodies. Transparency and openness of processes as a prerequisite for preventing corruption” 
was organized by the NGO «Center for Citizen Initiatives» together with the Support to 
Anti-Corruption Champion Institutions (SACCI) Program in Ukraine within the framework 
of the Project «Support to Leader Organizations in Combating Corruption in Ukraine 
«VzayemoDiya»» with the support of the American people through the United States Agency 
for International of Development (USAID).

Kyiv: Workshops for Communities 

Coalition Olena Koltyk participated as a guest speaker/trainer and 
conducted three workshops for communities on needs prioritization 
and work with donors. 
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Workshop:  Work with donors and needs prioritization
Kyiv, November 30, 2023

The event “How to organize the 
activities of the local government in 
order to be attractive to the donor, 
and not to anti-corruption bodies 
and investigators” was organised by 
the NGO ‘Centre of Citizen Initiatives’ 
together with the Support to Anti-
Corruption Champion Institutions 
(SACCI) Program in Ukraine made by 
the support of the American people 
through the United States Agency for 
International Development (USAID). 

Workshop: Needs Prioritization Methods for Communities and Donors
Kyiv, December 8, 2023

The event “All ukrainian educational and practical conference: Initiatives for recovery and 
development: regional and local aspects” was organized by UNDP Ukraine together with 
the Congress of Local and Regional Authorities under the President of Ukraine within the 
framework of the EU4Recovery – Community Empowerment in Ukraine (EU4Recovery) 
project with the financial support of the European Union.

General Reporting event
Forum «Rebuilding Lives: Priorities and Principles of Recovery»
Kyiv, December 13, 2023

The forum has brought together representatives of state and local authorities, NGOs, donors, 
and businesses to coordinate their efforts and exchange practical experience on issues of 
recovery in the regions affected by the military aggression of the Russian Federation.  

The discussions at the Forum were split into three thematic sections:

Communities Capacity for Recovery.
Experience of community cooperation with the central government and donors. 
Successful projects, difficulties in their implementation.

Donor organisations and communities: lessons learned.
Experience of cooperation of donor organizations with communities. Programs for the 
areas of activity of donor organizations in 2024.

Human Capital and Private Sector in Recovery Processes.
Role of human capital development and economic recovery in recovery of war-affected 
regions. 
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Speakers: 

Participants: representatives of regional and national NGOs; local authorities (communities); 
local and international donor organizations, business.

representatives of Kyiv, Chernihiv, 
Mykolaiv, Luhansk Regional Military 
Administrations;

Ministry for Communities, Territories 
and Infrastructure Development of 
Ukraine (Ministry for Restoration);

Office of the President of Ukraine;

Territorial Communities;

Embassy of Denmark;

UNDP, UCBI / USAID, Unicef;

Energy Community Secretariat; 

Partnership Fund for a Resilient Ukraine;

JSC “Oschadbank”;

European Business Association (EBA);

Union of Ukrainian Entrepreneurs;

All-Ukrainian Association of 
Communities.

Conclusions based on discussions

There is a lack of a comprehensive vision of the restoration of specific regions, taking into 
account the relationships with neighboring regions;

poor or completely absent coordination of actions on recovery issues between stakeholders 
on all levels (national and local authorities, donor organizations, communities); 

poor or outdated design of restoration solutions/projects, often due to the lack of community 
capacity and budget for the development of project and estimate documentation;

poor prioritization of projects, financed by the state recovery fund;

human capital development is a crucial element for the ongoing and future

business will play a crucial role in recovery of the war-torn regions and returning citizens; 
companies are ready to invest in recovery of destroyed assets and new projects, but this 
depends on security issues, military risk insurance and available bank financing.

Following steps

Agreed meetings regarding the cooperation and support of UST’s regional offices in 
2024 (UNICEF, PFRU, UCBI/USAID, Helvetas, Embassy of Denmark, EBA, Ministry for 
Restoration).
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Feedback

Mykola Marinov, Deputy Head of Mykolaiv Regional Military Administration:

“Almost from the first days of the liberation of the region, the UST coalition became 
a salvation for the leadership of the Mykolaiv region, because essentially all the 
international cooperation that we established was based on the work of those experts 
that you provided us. This core of experts is now part of the executive body of our Regional 
Office of International Cooperation and they continue to perform this function.”

Video podcast on recovery of Ukraine “Live Now” 

“Live Now” is a video podcast/interview, where experts from various fields (access to education 
and healthcare, legal advice on compensation for property damage, energy, housing and 
utilities, etc.) comment on the progress and challenges of rebuilding and recovery to fulfil the 
information gap in the local audiences in the regions of Ukraine. 

Offline communication platforms in the de-occupied territories are not always available 
due to security reasons. People lack critical and up-to-date information about the recovery 
process and opportunities. The state does not properly inform the population about the 
recovery processes, and there is no dialogue at the regional level. Therefore, we set ourselves 
the goal of explaining the complex process of reconstruction in an accessible and generally 
understandable format.

Since October, we have made four episodes:

Access to education in the de-occupied territories, guest speaker Anna Novosad, UST 
expert on education, Charitable Fund SavED

Access to legal information on receiving compensation for destroyed housing, guest 
speaker Olga Onischuk, co-founder of the volunteer project Get It Back

Changing the paradigm of thinking in the reconstruction and reintegration of the de-
occupied territories, guest speaker Olga Babiy, the Member of the National Energy 
Regulation Commission

Decentralization of the energy sector and increasing its resilience in war conditions, guest 
speaker Lana Zerkal, UNDP expert, Ambassador extraordinary and plenipotentiary

We see a demand for such format of informative content and we have received various 
positive feedback from viewers.

The total reach of the podcast

21,000
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When evaluating the situation in Ukraine, we should note a tendency towards declining 
opportunities to recover the affected regions. The problematic situation at the war front 
partly explains this. The safety aspect is essential in making decisions about restoring objects 
that have a high chance of being destroyed again. Accordingly, there is a low interest in 
restoring the damaged infrastructure in frontline communities or those that are in the 
ballistic weapons’ reaching zone. Also, expectations for a counteroffensive had increased 
interest in the possibilities of regional recovery and the participation of various stakeholders 
in these processes. However, the actual situation on the frontline put many expectations ‘on 
hold’ and prioritized security projects.

Another expectation was the more active participation of Ukrainian and international 
businesses in the recovery process. Business is a crucial stakeholder in restoring life in 
the regions because it creates working places. Employment is among the key factors for 
people to decide to stay or return to their home communities4. However, the high risks of 
damaging/destroying property without guaranteeing compensation make it difficult for 
many businesses to decide whether to work in the regions or Ukraine at all.

In general, recovery processes refer to what is now called ‘early recovery’. There are very few 
projects for capital restoration of housing or destroyed infrastructure (schools, healthcare 
facilities), and more ongoing repairs, provision of materials, or installation of equipment.

There is also a tendency for aid to be mostly received by communities with a convenient 
logistical location (on the Kyiv-Chernihiv route or around Mykolaiv). Very little assistance is 
observed in the remote communities of Chernihiv and Mykolaiv regions, mainly due to the 
difficulty of transportation and proximity to the borders/front line. But such communities 
also need help, as people often behave irrationally and refuse to leave their homes. Therefore, 
such communities need help with basic needs and security projects, such as equipping 
shelters in educational, medical, and administrative institutions.

Despite these factors, which slow down the recovery process, it continues. The following 
general conclusions should be drawn from the experience of working in the regions:

Recovery and Development Approaches Conclusions

4 https://ces.org.ua/en/refugees-from-ukraine-final-report

Most of the urgent projects in the Chernihiv and Mykolaiv regions are covered. Expensive 
and long-term projects remain (capital repairs, construction of premises, shelter 
construction, restoration of energy infrastructure, or arranging access to alternative 
energy sources).

Temporary/interim solutions that provide partial access to services remain relevant.

Needs have partially changed according to the current situation, and changes in the 
severity of needs occurred. For example, the Mykolaiv region solved the issue of the city’s 
basic water supply and started looking for opportunities to improve drinking water quality 
by drilling wells.

It is necessary to start the reconstruction from the strategy/modelling of the restoration 
and development of the region, avoiding choosing projects only according to the wishes 
of individual communities or local elites. During this year, a lot of aid was provided; 
however, sometimes it was allocated to not the most critical projects but those which 
were convenient to launch geographically, where the authorities requested it more 
persistently, or where partners offered it to launch them. Thus, it is important to make 
decisions about recovery based on a prioritization methodology and a strategic vision for 
the development/recovery of the region to ensure the effectiveness and sustainability of 
those decisions.

There is no unified decision-making window for reconstruction yet, thus, everyone is 
trying to raise funds on their own.

The low level of regional expertise yet does not allow to design complex decisions in the 
reconstruction process.
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Education

The educational system is one of the largest systems in Ukraine in terms of the number 
of covered beneficiaries in the educational process, and the scale of the educational 
infrastructure. For example, there were almost 15,000 schools with ~ 4.2 million students 
before the full-scale invasion in Ukraine. After the start of the full-scale war between Russia and 
Ukraine, education became one of the targeted victims. Today, every 10th Ukrainian school is 
either destroyed or seriously damaged by Russian strikes from the ground and air. Chernihiv 
and Mykolaiv regions have significant destruction of all levels of education, although it is 
the school that has suffered the most. At the same time, both regions are near the frontline. 
Therefore, options for solutions and possible tools for restoring access to education vary 
greatly from community to community, and even within the same community. It depends 
primarily on security factors, proximity to the contact line, or the border with Russia in the 
Chernihiv case.

Given the extent of the destruction of educational infrastructure in the two regions, the 
methodology for prioritizing needs for restoring access to education is critical. After all, 
resources are much more limited than needs. Therefore, SMART prioritization can help to 
focus primarily on those groups of students who need help first or on those who are less likely 
to be able to help themselves. Such an approach helps to realistically formulate requests 
to partners of different levels. As UST’s experience in two regions in the field of education 
has shown, the need to prioritize is inextricably linked to the need to regularly update the 
assessment of the needs of beneficiaries in the educational process to restore access to 
education. After all, if in the fall of 2022 part of the communities of both Chernihiv region 
and Kyiv region were recovering from the consequences of the occupation, and education 
was either absent at all or was launched partly online, as of the beginning of 2024, part of 
these communities is actively working to restore the infrastructure and return to full-fledged 
offline education. Assessment of needs and prioritization forces communities to search for 
and form those solutions that are effective and achievable (in other words - SMART) in a 
specific period of war and recovery.

Thinking in this way, the UST coalition proposed to different communities of the two regions 
different solutions for restoring access to education that were or are possible for them in a 
specific period of time. For example, digital educational centers (DLC), which were actively 
deployed by savED in Chernihiv and Mykolaiv regions, became the main tool of ‘quick 
educational aid’ for all affected communities in the field of education. At the same time, in 
front-line or border communities (Horodnya and Semenivka in Chernihiv region, Snihurivka in 
Mykolaiv region), with the agreement of local authorities, digital educational centers actually 
became small underground schools. After all, in such communities, learning is possible only 
partially in mixed format and only underground. In some communities, where the entire 
educational infrastructure was completely destroyed (for example, Shyrokove community, 
Berezneguvate community of Mykolaiv region), options were sought for other premises that 
could be converted into temporary schools. In the case of these two communities, temporary 
schools were established in the local community centers – ‘houses of culture’. Now, with the 
help of ongoing work with donors and partners, as well as a better understanding of the 
community’s options for solutions, savED is starting to implement a project to install modular 
temporary schools. These modular temporary schools will serve until the future restoration of 
full-fledged stationary premises. The first 5 modular schools will be in the Mykolaiv region in 
de-occupied, and now safer communities.

Therefore, communities, having such prioritization experience and a better understanding 
of the range of solutions, are more inclined to think and act flexibly, instead of expecting 
or offering partners to rebuild several dozen schools from scratch, which costs hundreds of 
millions of dollars, which are not there.

In addition, UST’s experience with the education sector has shown how critical it is to have 
data at the micro-level of communities and even individual settlements, rather than just at 
the regional level. Therefore, there should be constant collection and updating of data, as well 
as provision of a channel of communication between partners and communities directly, 
and not only through Regional Military Administration that is what UST experts tried to do.

In addition, UST, at least in the field of education for sure, has become a good training tool for
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mastering communication skills with donors. After all, this is inevitably necessary to attract 
resources for recovery. Thus, for example, the Snihurivka community started cooperation 
with Lithuania for partial renovation of the only intact school, and the Mykhailo-Kotsiubinsky 
Lyceum was included as an object in the first collection for education within the framework 
of UNITED24 (the needed funds have been collected for the mentioned school restoration).

Healthcare

In general, the healthcare sector has demonstrated the ability to assist people in emergencies. 
It is often observed that the healthcare infrastructure is restored first in the affected 
communities. At the same time, there are still a number of tasks that require special attention:

Access to primary and emergency medicine must be restored as a matter of priority. 
In most cases, communities propose to do this by rebuilding the destroyed object. 
However, suppose many people have left the community and no longer live there. In 
that case, alternative solutions should be considered: optimization of administrative 
buildings (accommodation of several providers of administrative and healthcare services 
in one building) and organization of mobile outpatient clinics. Within the framework of 
the project, it was often impossible to design such solutions due to the lack of desire 
of the communities to implement such solutions and the lack of an implementing partner 
who could provide such services organizationally. Additional work should be done in the 
future to train communities and health professionals to model similar solutions.

Hospitals should be consolidated and united. The population and medical personnel 
have decreased significantly, so it is necessary to consider such decisions at the national 
and regional levels.

The need for equipped shelters in medical institutions, which is important for ensuring 
the safety of both patients and staff, still needs to be addressed.

There is no need to rush to restore access to planned healthcare services. The possibility of 
providing these services in regions far from the front should be considered.

It is not worth rebuilding the destroyed hospitals in the same size and capacity, if there are 
not enough patients in the region.

In general, it should be noted that it is important to prioritize issues of efficiency and safety.

A single decision-making center and a strategic vision for the development/restoration of the 
regions are needed to improve efficiency. It is very important to analyze the current and model 
the future demographic situation, as this data should form the basis of understanding the 
necessary healthcare capacities and infrastructure in the region. It is also necessary to carry 
out separate large-scale work on educating communities and finding alternative solutions 
for them due to the lack of unified methodological recommendations or a roadmap for the 
restoration of healthcare infrastructure.

The needs in the field of healthcare may be described as almost inexhaustible. The quality 
of medical equipment, services, and patient accommodation can be improved endlessly. In 
order to reduce the number of projects that need donor support or to understand how to 
prioritize resources, it is necessary to make decisions based on the application of a prioritization 
methodology that explains with reason which of the needs in the field is more important 
and will provide more help to people.

Energy

In the conditions of the ongoing large-scale aggression of the Russian Federation, the energy 
infrastructure remains vulnerable to terrorist attacks by the Russian side. This is especially 
acute, considering that after attacks in 2022, the energy system has significant damage and
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lacks the necessary reserve of stability. Historically, the centralized energy system of Ukraine, 
due to a decrease in supply volumes (an objective factor due to active military actions), local 
damage, etc., significantly worsens the general indicators of work and increases specific costs 
for the supply of electric and thermal energy. A similar situation has developed for water 
supply and drainage systems. The lack of an opportunity to plan the further operation of the 
heat, water, and electricity supply systems due to uncertainty with the subsequent activation 
of economic activity in the Mykolaiv and Chernihiv regions also has a negative impact.

In such conditions, for the restoration and stable provision of critically needed services in 
conditions of uncertainty due to the large-scale aggression of the Russian Federation, it is 
necessary to ascertain the inadequate level of development of distributed and local energy 
supply projects that would add stability to communities. Local self-government bodies, 
military administrations, energy companies focus on the operational restoration of the 
provision of energy and water services through existing centralized systems, while theylack 
the capacity to rebuild the relevant systems with a focus on local sources of energy and 
water supply. The implementation of local projects (hybrid solar panels, cogeneration plants, 
boiler houses using local fuels, etc.) must be effectively planned and implemented. It 
would be appropriate to implement a general approach at the regional level for the 
implementation of typical projects, which would make it possible to optimize the purchase 
of typical equipment, the preparation of typical project solutions, and the involvement 
of installation/construction companies.

It is necessary to state that last year the level of planning for the restoration and development 
of energy supply and water supply systems remained at an inadequate level. The approach 
to restoration ‘as it was before’ has lost even more relevance and, in conditions of limited 
resources, is not rational. Efforts to renovate facilities that require restoration to maximize 
the effectiveness of the use of company funds, budgets, and donor assistance are not 
generally applied today. Therefore, the efficiency of repairs and restoration of energy and 
water supply facilities is not optimal, which worsens the decrease of internal resources and 
the level of external assistance.

A small number of implemented local projects, in particular the installation of cogeneration 
units at heat and water supply enterprises in Mykolaiv, the installation of boilers operating 
on local types of fuel in educational institutions, made it possible to ensure uninterrupted 
provision of relevant services in conditions of local power supply restrictions (blackouts).

Debris management 

Many communities faced a challenge of a large amount of debris. Unfortunately, no region, 
not even Kyiv region, is able to solve the problem on its own due to lack of experience, 
equipment, and lack of funding. However, it is very important to systematically and with the 
least damage to the environment begin to solve this problem.

It is especially important that the management of debris is carried out correctly during the 
reconstruction of projects. Unfortunately, in the regions there are already negative cases 
of illegal discharge of debris into the environment (to forests, dumping into water bodies, 
ravines, etc.) during the reconstruction of destroyed objects.

At the moment, the state has partially strengthened control over the placement of debris in 
the regions at temporary storage sites. UNDP-supported projects have started in Kyiv and 
Chernihiv regions to help dismantle buildings and transport them to such places. However, 
the more complex issue of processing such waste and its reuse remains acute.

From the experience of Chernihiv region, many communities conducted primary sorting 
at the stage of dismantling buildings. This made it possible to obtain separately collected 
construction material that could potentially be used for recycling or crushed and used for 
road filling, pit filling, etc. But the regions lack appropriate equipment and processing plants. 
Very often there is not even enough equipment to transport such waste.

It should also be noted that many hazardous materials were found in the buildings, as 
asbestos was once used for the construction of roofs and pipelines. 
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For example, in the Halytsyn community of the Mykolaiv region, due to shelling and the 
constant movement of heavy equipment through the community, damage to the pipeline, 
which was built with the use of asbestos, was discovered. Such cases require improved control 
over the replacement of hazardous materials and their removal for disposal.

In the future, when making decisions about the restoration of buildings, schools, medical 
centers, etc., the projects should include expenses for the correct handling of debris that was 
formed at the site of damage or destruction of the object.

The situation is also worsened by the low level of development of waste management 
infrastructure in Ukraine, the overloading of existing landfills, and the lack of processing 
facilities for burning waste that has no value for recycling.

However, some steps have been taken at the national level to better manage the debris 
problem: finalization of waste management models and the development of methodological 
recommendations for forecasting their formation at the sites of destruction are ongoing.

Rebuilding dynamics aspects among donors’ community

A noteworthy trend in the reconstruction landscape of Ukraine is the increasing prevalence 
of conditionalities linked to government support funding. This shift is moulding the approach 
to rebuilding assistance, aiming for a more decentralized and project-oriented framework for 
Ukraine. Emphasizing the need for reforms, the support of civil society becomes crucial for 
ensuring the successful implementation of these conditionalities on a national level.

Another emerging trend is the decentralization of funding for rebuilding efforts, with donors 
focusing on specific regions to create comprehensive success stories by supporting targeted 
projects within communities. The closer the involvement with the final beneficiaries, such as 
communities, the more viable it is to showcase successful rebuilding cases.

However, a cause for concern lies in the occasional selection of regions when based on 
popularity and media coverage. The example of the Chernihiv region demonstrates how 
post-deoccupation popularity among donors can wane over time, with the Mykolaiv region 
emerging as a leader in attracting donors, possibly thanks to PR coverage among other 
factors. Despite facing significant damages and continuous shelling, the Sumy region 
struggles to attract donor support. As a platform, we strongly advocate prioritizing regions 
with the most urgent needs and a scarcity of donors to ensure optimal results for communities.

Coordinating national-level donor support remains a challenging endeavour, as does 
establishing universally approved lists of rebuilding priorities at the local level. Competition 
between regional administration priorities and community interests persists, highlighting 
the necessity for local teams to facilitate donor efforts and coordinate with regional 
governments and community leaders in the rebuilding process.

A noteworthy obstacle is the shortage of professionals and experts in rebuilding to collaborate 
with donors at the regional level, posing a challenge to the effective disbursement of 
rebuilding assistance.

A growing concern within the donor community is ensuring the long-term commitment 
of support for Ukraine’s rebuilding efforts. Securing sustained funding for periods ranging 
from 3 to 10 years poses a challenge and raises fears about the sustainability of the rebuilding 
process in the face of declining international donor support.
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Lessons Learned 

Prioritization

With limited resources and many problems resulting from the full-scale invasion, 
it became necessary to differentiate communities’ urgent and rational needs from 
‘wishes’. Thus, the further work on SMART prioritization methodology development 
should be continued to identify critical projects to restore life in communities and 
help donors obtain detailed information on where resources can be directed. But it 
is very important to determine the key beneficiary of such prioritization. There are 
different ways of developing: 1) to become independent actor who provide second 
view in prioritization of regional needs; 2) one of the system donor will decide to use 
UST SMART prioritization methodology for choosing their projects for financing; 3) 
the Methodology could become useful tool for local communities to understand their 
needs and prioritize projects to raise funds for them individually, as the governmental 
methodology of prioritization turned out to be very difficult to use on the ground. 

It is important to update the needs assessment every year or according to the changing 
security, economic and demographic environment in the region’s demand to have 
the most accurate data for decision making.

During UST operation in Chernihiv and Mykolaiv regions, other frontline or affected 
regions requested the opening of similar UST Regional Offices in their regions. In 
particular, cooperation on the energy component with the Kyiv region has begun and 
a memorandum on cooperation with the Kherson Regional Military Administration 
has been signed. Thus, we can conclude that the approach of having strong back 
offices on the ground to manage stakeholders’ relations and help with recovery and 
rebuilding projects was relevant and useful for Ukraine. 

High-level expertise in key spheres of rebuilding lives (e.g. education, healthcare, 
energy and utilities, and others) is needed because sometimes communities do not 
have capacity and experience to design projects with new technologies to ensure 
‘build back better’ rebuilding. Also, sometimes discrepancies occur between national 
policy, economic feasibility, and local perspective on recovery, and the independent 
professional opinion can help find the most effective solution. Thus, it is important 
to have full-time strategic experts to oversee effectively the work on recovery in the 
regions.

Needs Assessment Updates

Project design

Human resources

more technical specialists in key rebuilding spheres could be beneficial, and 
less multi-tasking managers-fixers in the regions who help coordinate and 
communicate with stakeholders;

further work on teaching communities and local specialists to calculate and 
formulate local needs, as well as manage donor relations can be beneficial to 
ensure a sustainable recovery and reconstruction processes.

. . . . . . . . . . . . . . . . . .

26



This paper was prepared by Kateryna Lytvinchova, project coordinator, with the input from 
Regional Offices, high-level experts, and communication manager of the Project.

The Project in Mykolaiv and Chernihiv regions is supported by the Stabilisation Platform, 
commissioned by the Federal Foreign Office, Germany, and implemented by BRDO.

Data collection was provided by joint efforts of the UST and local authorities, with data input 
from the Government of Ukraine. In-depth efforts have been made to check the accuracy of the 

collected data to the extent possible, including through site visits, however, the authors of the 
report cannot guarantee the absolute accuracy of the data included in this work.
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Resources and Materials 

Ukraine Support Team in Social Media:

LinkedIn
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