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INTRODUCTION

The project “Rebuild and Strengthened Bolgrad Civil Society” was implemented through a
partnership between International Aid Services Danmark (IAS) and the Ukrainian organization
Charity Fund “Gift” (CFQG), which has over 16 years of experience working with vulnerable
populations in southern Ukraine.

The project was funded by the Centre for Church-Based Development (CKU) under the Nexus
approach, combining humanitarian assistance with long-term development.

Implementation took place in the Bolhrad region of Odesa oblast, specifically in Izmail, Bolhrad, and
Bilhorod-Dnistrovskyi areas.

It started July 1, 2024, and was originally scheduled to end February 2026. A 3 month no-cost
extension was approved by CKU and therefore the project will end on April 30, 2026.

The project has a grant from the Centre of Church-Based Development (CKU) of DKK 985.169,81.

The main objective of the project was to strengthen the capacity of local communities to support their
traumatized members in wartime conditions through the development of psychosocial support,
particularly by:

e strengthening the capacity of 6 local churches,
e building partnerships with local authorities,
e engaging volunteer networks.

The project directly reached approximately 4,000 people (including IDPs, families, children, youth,
and elderly people), with an additional 4,000 reached indirectly.

Key results included:

psychosocial support provided to 570 families,

activities for 300 children and youth,

support to 300 elderly people,

development of networking between the organization, churches, and stakeholders.

The project built on previous humanitarian interventions, which highlighted a strong need not only for
material assistance but also for long-term psychosocial support.
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CONTEXT

It is critically important to understand the
complex and unstable context in which the
project was implemented. Below is a
summarized description of the context,
developed based on the analysis of project
documentation, as well as field observations,
interviews, and focus group discussions
conducted across three locations.

The Bolhrad region of Odesa oblast is one of
the most specific regions in Ukraine in terms
of cultural, social, and geographical context. It
is a remote area that combines diverse ethnic
and cultural groups (Bulgarians, Moldovans,
Gagauz, Ukrainians, and others), creating a unique multicultural environment. At the same time, the
region is characterized by its peripheral nature, limited access to basic services, and underdeveloped
infrastructure, particularly in rural communities.

Unlike regional centers, most project activities were implemented in district centers and small towns
such as Izmail and Tatarbunary, as well as in surrounding villages. In these communities, access to
social, educational, and psychological services is significantly limited, which increases the
vulnerability of the population and highlights the importance of local support initiatives.
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28, a Shahed drone attack on Odesa resulted in the deaths of three people and damage to
infrastructure.

The region has also received a significant number of internally displaced persons (IDPs), who have
lost their homes, jobs, and social connections. Odesa oblast remains one of the leading regions in
Ukraine in terms of hosting IDPs (over 220,000 as of 2026). This creates additional pressure on local
resources and services and complicates the integration of IDPs into host communities. As confirmed
through interviews, integration has proven to be significantly more challenging than anticipated
during the planning phase and requires long-term systemic solutions.

The economic situation in the region remains difficult. Limited employment opportunities, inflation,
and overall instability contribute to a decline in living standards. This is especially evident in small
towns and rural communities, where even basic needs often remain unmet.

A focus group with elderly people revealed that pensioners are surviving rather than living: without
external assistance, it is extremely difficult to cope. The minimum pension is approximately 2,600
UAH (~60 EUR), while around 80% of pensioners receive between 3,500-5,000 UAH (~80-120
EUR).
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An important feature of the context is the role of women in contemporary Ukrainian society. Due to
the mobilization of men, a significant share of responsibility — both economic and social — has
shifted to women. They have become the primary providers for their families, caregivers for children,
and drivers of community initiatives.

A clear example of this is the project itself, where over 90% of the team, volunteers, and active
participants are women, playing a key role in implementation and community support.

The psychological condition of the population is characterized by high levels of stress, anxiety, and
emotional exhaustion. Families are facing loss of loved ones, separation, economic hardship, and
uncertainty about the future. Particularly vulnerable groups include women whose husbands are at the
front, deceased, or missing in action, as well as elderly people and children.

At the same time, there is a strong level of social cohesion at the local level. Churches and volunteer
networks play a critical role in providing support, acting as trusted institutions that people turn to in
times of need. It is at this level that a sense of safety, belonging, and mutual support is formed.

Thus, the project was implemented in a complex context shaped by the intersection of war, socio-
economic instability, limited access to services, and a high level of psychological vulnerability among
the population — all of which underline the relevance and importance of its interventions.

OVERALL OBJECTIVE OF THE
EXTERNAL EVALUATION

In accordance with the requirements of the Centre for Church-Based Development and project
management frameworks, all projects are required to undergo a final external evaluation to ensure
accountability, capture lessons learned, and improve future programming.

The purpose of this final external evaluation is to assess the extent to which the objectives of the
project “Rebuild and Strengthened Bolgrad Civil Society” have been achieved, evaluate the
effectiveness of its implementation, and document the experience gained for use in future initiatives.

The evaluation is aimed at:

e analyzing project results and impact in line with the approved logical framework and
indicators;

e assessing effectiveness, relevance, efficiency of resource use, sustainability, impact, and
partnership;

e identifying key challenges faced by the team during implementation;

e summarizing lessons learned and best practices;

e formulating practical recommendations for future programming and potential next phases.

The evaluation is also an official requirement for final reporting to the donor and must comply with
established standards of quality and accountability.

The overall objective of the external evaluation is to determine whether the project was implemented
in a way that achieved its planned results and to provide evidence-based conclusions regarding its
effectiveness and future development.
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Within the evaluation, the task was to provide answers to key questions based on the following
criteria:

effectiveness;
relevance;
efficiency;
sustainability;
impact;
partnership;
challenges;
recommendations.

The full list of evaluation questions is provided in the Terms of Reference (ToR), which is an integral
part of this report.

METHODOLOGY AND LIMITATIONS

To ensure a comprehensive and evidence-based evaluation of the project, a mixed-methods approach
was applied, combining both qualitative and quantitative data collection and analysis methods. The
methodology was developed in accordance with the requirements of the Terms of Reference (ToR)
and agreed upon with the partner organization Charity Fund “Gift.”

The evaluation approach was based on participatory principles, involving the active engagement of
various stakeholder groups, including beneficiaries, community representatives, churches, local
authorities, as well as the project team and volunteers. This allowed for a multi-dimensional
understanding of the project results and ensured the validity of the conclusions.

Data Collection Methods

To obtain a comprehensive picture, the following methods were used:

1. Desk Review
A detailed analysis of key project documents was conducted, including:

Project proposal and logical framework (LFA);

Terms of Reference (ToR);

Implementation reports (interim and final);

MEAL materials (Monitoring, Evaluation, Accountability, and Learning);
Internal reports of partner organizations.

This stage provided a foundational understanding of the project’s objectives, expected results, and
indicators, and served as the basis for developing data collection tools.

2. Field Data Collection

The field phase included visits to three key project implementation locations:
e Izmail, Izmail Raion, Odesa Oblast
e Tatarbunary, Bilhorod-Dnistrovskyi Raion, Odesa Oblast
e Bolhrad, Bolhrad Raion, Odesa Oblast

During the field phase, the following were conducted:

7
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Key Informant Interviews (KIIs)
With key stakeholders, including:

Church representatives (pastors, community leaders);
Charity Gifts project team (management, MEAL specialists);
Volunteers;

Representatives of local authorities;

A military chaplain.

These interviews provided insight into the strategic level of project implementation, partnerships, and
institutional capacity.

Focus Group Discussions (FGDs)

Focus group discussions were conducted with different categories of beneficiaries:
families (including families of military personnel and IDPs);

women in difficult life circumstances;

elderly people;
children and adolescents.

These discussions enabled a deeper understanding of participants’ experiences, levels of satisfaction,
and the project’s impact on their daily lives.

Direct Observation

During field visits, direct observation of activities (meetings, events, integration activities) was carried
out, allowing for assessment of their quality, participant engagement, and overall atmosphere.

3. Data Triangulation
To enhance the reliability of findings, a triangulation approach was applied:

e comparison of data from documents and field interviews;
e cross-checking responses from different stakeholder groups;
e verification of observations through multiple sources.

This approach helped minimize subjectivity and ensured a more objective evaluation.

Analytical Approach
Data analysis was conducted in accordance with the evaluation criteria defined in the ToR:

Effectiveness
Relevance
Efficiency
Sustainability
Impact
Partnership
Challenges
Recommendations

The evaluation was based on comparing achieved results with planned indicators, as well as on
qualitative analysis of the changes that occurred within the communities.

8
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EVALUATION LIMITATIONS

Despite the comprehensive approach, the evaluation had several limitations that should be taken into
account when interpreting the results:

1. Geographic Coverage
The evaluation is based on field visits to three locations (Izmail, Tatarbunary, Bolhrad), while the

project was implemented more broadly. This means that the findings may not fully reflect the
situation across all communities.

2. Security Context

Due to the war, access to certain areas was limited, and there were safety risks during data collection
(including air raid alerts and shelling). This affected both the duration and depth of the field research.

3. Limited Time for the Field Phase

The field research was conducted within a limited timeframe, which restricted the ability to reach a
larger number of beneficiaries and conduct additional interviews.

4. Subjectivity of Responses

Most of the data is based on self-assessment by beneficiaries and project participants, which may
include elements of socially desirable responses or be influenced by emotional factors.

5. Administrative and Logistical Constraints

In some cases, access to beneficiaries was limited due to transportation barriers, particularly in rural
communities, as well as reduced mobility of certain groups (elderly people, IDPs).

6. Contextual Factors

Changes in the economic situation, inflation, energy instability, and psychological exhaustion of the
population influenced project outcomes and may have affected beneficiary behavior during
implementation.

METHODOLOGY SUMMARY

Overall, the applied methodology allowed for a comprehensive understanding of the project
implementation, its results, and its impact. The combination of document review, field research, and
engagement with various stakeholder groups ensured a sufficient level of reliability and depth of the
evaluation.

At the same time, considering the above-mentioned limitations, the results should be viewed as

representative of the assessed locations and as a basis for further analysis and planning of future
program phases.

REFLECTION / OVERALL ASSESSMENT

Olena Prevarska, Local Evaluation Assistant
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For me, Olena Prevarska as local external consultant, conducting this final evaluation was not only a
professional task for me, but also a deeply personal experience. During the field visits, interviews, and
focus groups, I did not just observe project implementation — I saw people who are holding their
communities together under extremely difficult conditions.

I, Johannes Nordentoft, as lead external evaluator, was unfortunately unable to attend in person, but I
am familiar with Charity Gift from a visit in February 2023, during which one of my tasks was to visit
some of the groups that have also participated in this project and to support Charity Gift in building
capacity to formulate and implement projects. There, | witnessed the commitment and dedication that
Charity Gift brings to its work, and the difference they make to some of the most vulnerable groups in
the local community.

There is a strong sense that today Ukraine is, to a large extent, sustained by initiatives like this — by
local organizations, volunteers, and the support of international donors. In the context of war, constant
uncertainty, and psychological exhaustion, this project has become more than just a set of activities
for the communities — it has become a real source of support.

For the locations visited, this project represents far more than short-term assistance. It is an
investment in the future generation, in people’s mental health, and in maintaining basic human
resilience and stability under prolonged stress. In many cases, it is a ray of hope.

Across all focus groups and interviews, one important pattern clearly emerged: almost every meeting
began with words of gratitude. This is not an emotional exaggeration, but a consistent and repeated
reality. Elderly participants, in particular, expressed sentiments that are difficult to omit from this
report:

“Please tell the Danes who donate that may they feel as good as we did at these
meetings.”
“Please convey our deep gratitude and bless them for their kindness — it means a lot to

E3]

us.

These words reflect not only appreciation for material support, but also a profound sense that people
are remembered and not left alone in their hardship.

It is also important to highlight the approach to project implementation. The partners provided an
overall framework by defining key target groups, while allowing local teams sufficient flexibility in
designing activities. As a result, each church and volunteer team adapted activities according to the
real needs of their community.

This led to programs that are not formal or standardized, but deeply contextualized. They take into
account cultural characteristics, social dynamics, and the emotional state of participants. In practice,
this means that sometimes simple shared gatherings, songs, or informal communication have a greater
impact than traditional theoretical approaches. In my opinion, these practices could be documented
and used as a model for similar initiatives in other regions.

The project team and volunteers demonstrate a high level of commitment and professionalism. It is
important to emphasize that a significant portion of the work goes beyond formal responsibilities —
people invest far more time, energy, and personal resources than required within the project
framework. This is especially true for women, who form the backbone of both teams and volunteer
groups, while also carrying substantial responsibilities within their families.

Overall, the project has achieved a significant portion of its planned results and has demonstrated a
high level of relevance to the needs of its target groups. At the same time, like any initiative

10
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implemented in a complex context, it faces challenges — including limited resources, difficulties in
IDP integration, and the high level of needs within communities.

Despite this, the project’s impact is evident. It is reflected not only in quantitative indicators, but also
in changes in people’s behavior, attitudes, and interactions. The project has contributed to building
communities, increasing trust, fostering mutual support, and strengthening a sense of belonging.

From a civil society development perspective, the project is highly relevant and can be seen as a
model that combines humanitarian assistance, capacity development, and social cohesion.

The lessons learnt from this project can be used by other organisations working on similar projects
and, hopefully, in the longer term by other government bodies once the war ends and there will still be
a huge need to address the needs of people living with trauma.

Overall, it can be concluded that the project not only addressed urgent needs but also laid the
foundation for long-term positive changes within communities. Its results have strong potential for
scaling and replication, provided continued donor support and further development of local capacities.

General Recommendation

Considering the high level of relevance, the tangible impact on beneficiaries, and the significant role
of the project in supporting psychosocial well-being of communities in crisis conditions, it is
recommended to continue and scale this approach in the next phase.

In particular, it is advisable to maintain the core implementation model, which combines:

work through local organizations and churches as trusted community hubs;

a flexible approach to programming based on real needs;

integration of psychosocial support with elements of social interaction and recovery;
engagement of volunteer networks as a foundation for sustainability.

Special attention should be given to:

expanding coverage (given the high level of unmet needs);

strengthening the component of individual psychological support;

ensuring resource sustainability of local teams (including support for volunteers);
documenting and disseminating developed practices as a model for other regions.

The project demonstrates that investments in local capacity, psychosocial support, and social cohesion
have a long-term impact and are critically important for maintaining community resilience in times of
war. Therefore, continued support for such initiatives is not only justified but strategically essential.

KEY FINDINGS

Among the key challenges faced during project implementation, the following can be highlighted:

Complexity of IDP Integration

11
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The integration of internally displaced persons (IDPs) into host communities proved to be
significantly more complex than anticipated during the planning phase. While the project successfully
contributed to socialization and the creation of safe spaces, long-term integration—particularly in
terms of employment and economic stability - goes beyond the project’s scope and requires systemic
solutions at the national level.

Limited Access to Remote Settlements

The project was implemented in district centers and rural communities with limited transportation
accessibility. This made it difficult to engage beneficiaries, especially those living in villages, as well
as children and elderly people. Transportation and logistical challenges remain one of the key barriers
to expanding coverage.

High Level of Needs Compared to Available Resources
The demand for assistance significantly exceeded the project’s capacity. In many cases, teams were
forced to prioritize the most vulnerable beneficiaries, while others in need remained without support.

Inflation and the overall economic situation further reduced the purchasing power of available
resources, including humanitarian aid and vouchers.

Need for More Individualized Psychological Support
While group formats proved to be highly effective, a significant number of beneficiaries - particularly

women and families of military personnel - expressed the need for more individual or small-group
psychological sessions. Group activities do not always allow for addressing deeper personal trauma.

Administrative Burden and Complexity of Reporting
Teams reported a high volume of documentation and duplication of reporting requirements, which

required additional time and resources. In some cases, this reduced the time available for direct work
with beneficiaries and created additional pressure on staff.

Limited Human Resources and Volunteer Capacity
The workload often exceeded the available human resources. Volunteers play a critical role in project

implementation; however, their work is largely unpaid, which creates risks of burnout and limits
opportunities for scaling activities.

Gender Burden on Women
Since the majority of the project team and volunteers are women, who simultaneously carry family
responsibilities in the context of war, this creates additional pressure and affects their availability and

capacity. At the same time, this highlights the importance of supporting this group as a key driver of
community resilience and change.

Insufficient Awareness and Beneficiary Outreach

In some cases, potential participants were not sufficiently informed about activities, which limited
their participation. This is particularly relevant for remote communities and IDPs.

Limited Coverage of Certain Vulnerable Groups

12
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There is a need for more systematic engagement with specific population groups, including:

people with disabilities;
families of fallen soldiers;
military personnel and veterans;
youth as a distinct target group.

EFECTIVENESS (AT THE LEVEL OF
RESULTS / OUTCOMES)

Overall Assessment of Achievement of Results

Overall, the project demonstrated a high level of achievement of its planned outcomes, as confirmed
by both quantitative data from partners and qualitative data collected through interviews, focus
groups, and field observations across three locations (Izmail, Bolhrad, Tatarbunary).

The project was implemented in a complex wartime context characterized by constant psychological
pressure, economic instability, and limited access to services in remote communities. Despite these
challenges, the project not only achieved most of its planned results but also demonstrated flexibility
and adaptability in responding to the evolving needs of beneficiaries.

Outcome 1: Strengthened Capacity of Churches to Work with
Traumatized Groups

(By the first of February 2026 the churches through networking and capacity building can work more
effectively with different traumatized groups).

The project achieved significant progress in strengthening the capacity of churches to work with
various traumatized groups through training, networking, and practical implementation of activities.

At the level of indicator 1.1.1 (reduction of stress and improvement of coping strategies), the results
are confirmed by numerous beneficiary testimonies. Focus group participants reported that
participation in activities helped them better cope with stress, receive emotional support, and restore
internal balance. For example, one participant noted:

“It’s like a breath of fresh air... you realize you are not alone.”
Regarding indicator 1.1.2 (effectiveness of church work through networking), the project contributed
to the development of a sustainable cooperation network among churches, including experience
sharing, joint planning, and mutual support. It was noted that regular interaction between communities

improved the quality of programs and allowed them to be adapted to local needs. As one pastor stated:

“We are located in a very remote area (geographically Southern Bessarabia), and such
projects allow us to unite, learn from each other, and work together.”

A key factor in achieving these results was the training component, which formed the foundation for
further work. In particular:

e training programs on working with families conducted by invited expert Andrii Bukovynskyi;
e training on Psychological First Aid delivered by Danish expert Morten.

13
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These trainings were highly appreciated by all stakeholders and became a practical foundation for
implementing activities in communities. Volunteers and church leaders emphasized that the
knowledge gained was immediately applied in practice, improving communication with beneficiaries
and enhancing the quality of support.

In addition, the training components contributed to expanding cooperation with external stakeholders.
In several locations, representatives of local authorities and social workers were involved,
strengthening the integrated approach and increasing the legitimacy of the project at the local level.

Thus, churches not only strengthened their own capacity but also became active actors within a
broader community support system.

Overview — Quantitative data (logframe, outcome level)

All the indicators listed below — planned, achieved figures (both in numbers and percentages) — as
well as the key findings have been verified through a review of the very detailed quarterly reports that
Charity Gift submits to IAS, interviews and focus group discussions (FGDs), and an interview with
Charity Gift.

*Please note that the project has been extended until 30 April 2026 upon agreement with partners.
The data presented (updated on 14 April) is based on reports up to December 2025. Final
quantitative results will be reflected in the final report. According to current projections, 100% of
quantitative targets will be achieved.

Indicator Planned Achieved (Dec % Key findings
2025) Achieved
Churches engaged 6 6+ (up to 10 100%+ Network expanded beyond
involved) target

Trainings/workshops | 3 4+ 130% Continuous capacity
building

Pastoral care sessions | n/a 137+ — Increasing trend over time

People reached n/a 700+ — High outreach and
engagement

Outcome 1 (church capacity) has been effectively overachieved: the network has expanded,
capacities have significantly improved, and the quality of psychosocial support has increased.
However, uneven participation among churches remains and should be addressed before project
completion.

Outcome 2: Psychosocial Support for Families

14
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(By the first of February 2026, 570 families have received trauma treatment and counselling through
psychosocial programmes that have enabled them to feel less stressed and can better cope with the
effects of traumay).

The project achieved significant results in providing psychosocial support to families, particularly
through both group-based and individual approaches.

Indicator 2.1.1 (improvement of family relationships) is confirmed by interview results: participants
reported increased confidence, improved communication within families, and acquisition of practical
tools for conflict resolution. In particular, participants of women’s groups emphasized that they had
“become happier,” which also had a positive impact on their families.

Regarding indicator 2.1.2 (integration of IDPs), the project contributed to social integration by
creating safe spaces for interaction. Participants noted that they were able to build new social
connections and feel part of the community. At the same time, integration remains only partially
achieved at the systemic level, particularly in terms of employment, which goes beyond the scope of
the project.

An important qualitative result is the formation of informal support communities (e.g., women’s chat
groups), which continue to function after the completion of activities, indicating the sustainability of
the project’s impact.

Indicator Planned | Achieved (Dec 2025) | % Achieved Key findings
Families reached | 570 600+ 105% Target exceeded
Family clubs 6 7+ 115% Good engagement
Seminars 3 3+ 100% Fully implemented

Outcome 2 has been achieved and partially overachieved. A strong qualitative impact has been
recorded: 80-90% of beneficiaries report improvements in emotional well-being, relationships, and
their ability to cope with stress. The main remaining challenge is strengthening the evidence base
through endline measurement.

Outcome 3: Support for Children and Youth

(By the first of February 2026, concrete interventions for 300 children and young people have given
them a respite from what they are experiencing).

15
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The project effectively achieved results in working with children and youth by providing them with a
safe space for development and emotional recovery.

Indicator 3.1.1 is confirmed by feedback from parents, teachers, and the children themselves. Children
reported that the activities helped them “forget bad thoughts,” make new friends, and become more
confident. In particular, participation in scout clubs and educational activities contributed to
socialization and the development of teamwork skills.

The educational component (English language learning) is particularly noteworthy, as it had not only
an academic but also a psychosocial impact. For example, one participant shared that she was able to
overcome her language barrier and gain confidence in herself.

At the same time, limited access - particularly due to transportation challenges - affected the ability to
reach a wider number of children from remote areas.

Indicator Planned Achieved (Dec % Key findings
2025) Achieved
Children/youth reached | 300 300+ ~100% Target met
Activities (clubs, Regular | Regular — Consistent
camps) implementation

Outcome 4: Support for Elderly People

(By the first of February 2026 300 Senior citizens over 70 are part of a social circle to improve the
social standard of living for older people and have received the necessary physical support).

The project achieved a significant impact in its work with elderly people, particularly in reducing
social isolation and restoring a sense of belonging within the community.

Indicator 4.1.1 (active participation in social life) is confirmed by focus group findings. Participants
reported that after engaging in project activities, they became more active, developed new social
connections, and felt part of a community. The statement:

“We have become like one family here”
is a strong reflection of the project’s social impact.

Beyond socialization, the activities also had a meaningful effect on participants’ emotional well-
being. Elderly individuals noted that regular gatherings provided a sense of purpose, structure in daily
life, and something positive to look forward to—especially important in conditions of loneliness and
ongoing stress caused by the war.

Material assistance (vouchers) also played an important role in improving quality of life. Although

limited in amount due to economic constraints, it helped cover basic needs such as food and medicine,
reducing daily anxiety and providing a sense of stability.
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Importantly, this support carries not only practical but also emotional value—beneficiaries feel cared
for and remembered. As participants emphasized, even small assistance is critically important for
those living on minimal pensions.

At the same time, the level of need among elderly people remains high, particularly in rural
communities with limited access to services. This highlights the importance of continuing and, where
possible, expanding support for this group.

Indicator Planned | Achieved (Dec 2025) | % Achieved Key findings
Elderly reached | 300 300+ 100%+ Target achieved
Social clubs 6+ 6+ 100% Activities implemented

Outcome 4 has been partially achieved. While the qualitative impact is significant (reduced isolation
and improved well-being), there is a risk of not fully reaching the quantitative targets.

Outcome 5: Partnerships and Coordination

(By the first of February 2026 Charity Fund has contact and exchange of experiences with other
networks - including national church networks - that strengthen their work for the target groups and
provide opportunities for influence and contact with the authorities).

The project demonstrated a high level of effectiveness in building and strengthening partnerships at
the local level.

Indicators 5.1.1-5.1.3 were successfully achieved: regular coordination meetings with local
authorities were held, and cooperation was established with social services and other organizations.
Representatives of local authorities confirmed that the project does not duplicate but rather
complements state initiatives and contributes to more effective outreach to vulnerable population
groups.

In all three locations—Bolhrad, Izmail, and Tatarbunary—cooperation with social services and local
authorities played a key role in identifying the most vulnerable beneficiaries and coordinating
assistance. This helped avoid duplication of efforts and ensured more targeted and efficient support.

In addition, the project facilitated the development of a broader partnership ecosystem. In particular:

e a memorandum of cooperation was signed with a military unit, enabling better coordination of
support for military personnel and their families;

e collaboration was established with other charitable foundations, allowing for resource sharing,
exchange of experience, and increased overall impact;

e cffective cooperation was built among six churches, which functioned as a unified support
network, sharing practices, resources, and jointly implementing activities.

An important added value of the project was the strengthening of trust-based relationships between
civil society organizations, churches, and public institutions. In many cases, this cooperation extended
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beyond formal interaction and evolved into ongoing communication and joint problem-solving within
the community.

Furthermore, the project improved information exchange among stakeholders, particularly regarding
newly arrived IDPs, vulnerable families, and emerging community needs. This enabled more timely
responses and increased the effectiveness of interventions.

Overall, the partnership model proved to be one of the key success factors of the project, enabling a
more integrated, coordinated, and sustainable approach to delivering support at the community level.

Indicator Planned Achieved (Dec % Key findings
2025) Achieved
Partner meetings 2+ 5+ 200%+ Strong expansion
Cooperation with 3 3+ 100% Achieved
authorities
Partnerships established n/a Multiple — Increased
legitimacy

Outcome 5 has been overachieved. Partnerships and cooperation with authorities have been
significantly strengthened, contributing to increased institutional capacity of the organization.

Project Management and M&E

Project Management Processes

Overall, project management was effective and results-oriented, enabling the timely achievement of
planned outputs and outcomes. The management approach combined strategic oversight with
operational flexibility, allowing teams to adapt interventions to rapidly changing local needs.

A key strength of the project was its decentralized implementation model. While partners defined
the overall target groups and strategic direction, local teams were empowered to design and
implement context-specific activities. This ensured:

e high relevance of interventions,
e strong ownership at the local level,

e rapid responsiveness to emerging needs.

At the initial stage, the project invested in capacity building of volunteer teams, including training
on:

e donor reporting requirements,
e national compliance and documentation standards,
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e the importance of regular feedback and beneficiary engagement.

This early investment contributed to improved consistency and quality of implementation across
locations.

Monitoring & Evaluation (M&E)

The M&E system functioned effectively as a management tool, supporting ongoing learning and
adaptive programming. Regular monitoring allowed the project to identify trends and adjust activities
accordingly.
For example, monitoring findings showed that beneficiaries placed higher value on informal,
interactive activities (e.g. communication, group interaction, music) compared to purely theoretical
sessions. As a result, the project adapted its approach to include more participatory and community-
based formats.

At the same time, several challenges were identified:

e High administrative burden, particularly on volunteers

e Complex data collection processes due to the context and beneficiaries’ condition.

In some cases, beneficiaries had to wait for extended periods while documentation was completed.
This highlighted the need to streamline and standardize data collection tools.

It is recommended to:
e simplify reporting formats,

e digitize key processes where possible,
e introduce a more user-friendly M&E system for future programming.

To address the identified challenges, it is recommended to:

e High administrative burden (especially on volunteers):

Engage additional paid staff to handle administrative tasks (at least one per location), or
introduce compensation schemes for volunteers (hourly/daily), and consider alternative forms
of engagement.

e Complex data collection processes due to the context and beneficiaries’ condition: Optimize
data collection approaches by adapting best practices from other NGOs and simplifying
indicators at the project design stage. For assessing psychosocial well-being, apply qualitative
methods, including structured observations by project staff and comparative assessments of
changes (before/after participation in activities).

Implementation Strategies and Tools

The project applied a set of highly effective and context-appropriate approaches, including:
e integration of psychosocial support with social activities,
e flexible and adaptive programming,
e strong engagement of local resources (churches, volunteers),
e community-based approach.

The most effective intervention formats included:
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family clubs,

women’s groups,

child and youth activities,
pastoral care support.

These formats proved particularly impactful due to their accessibility, trust-based environment, and
cultural relevance.

Beneficiary Qutreach

The project successfully reached a significant proportion of the planned beneficiaries, in line with the
logframe targets. Across all locations, participation levels were high, and in several cases, demand
exceeded project capacity.

However, some challenges remain:
e limited access to remote or rural areas,
e transportation constraints,

e difficulties in reaching specific vulnerable groups (e.g. persons with disabilities).

Addressing these barriers will be critical for fully achieving targets by project completion.

Outcome-Level Changes (Impact)

The project generated substantial positive changes across target groups, including:

improved psychosocial well-being,

increased social cohesion,

formation of new community support networks,
higher levels of civic and community engagement.

No negative effects were reported. However, external constraints (e.g. limited resources, access
barriers) influenced the scale and coverage of impact, rather than its quality.

Conclusion

The project demonstrates high overall effectiveness at the outcome level. Most planned outcomes
have been achieved or exceeded, and qualitative evidence confirms meaningful improvements in
beneficiaries’ well-being and resilience.
A key success factor has been the combination of:

e flexible and adaptive implementation,

e strong local leadership,

e high motivation and commitment of teams.

This approach enabled the project to deliver significant and tangible impact, even under the
challenging conditions of an ongoing war.

Overall Assessment
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Overall, the project demonstrates a high level of relevance in responding to the needs of target groups
and the implementation context. At the same time, analysis of field data (interviews, focus group
discussions, and observations) indicates that, alongside strong alignment with needs, there are specific
areas that require further strengthening.

The project was implemented in remote communities in southern Ukraine (Izmail, Bolgrad,
Tatarbunary and surrounding villages), where access to social, psychological, and educational
services is limited. In this context, the project filled a critical gap, providing support that in many
cases has no available alternatives.

An important contextual factor is the shift in social roles due to the war. A significant proportion of
men are engaged in military service, which has substantially increased the burden on women. Women
have become the primary caregivers and are also key drivers of the project—as both beneficiaries and
active participants (including volunteers and team members). This further strengthens the relevance of
the project’s focus on families and women.

At the same time, the needs of the population exceed the project’s capacity, resulting in a gap between
demand and available support.

Relevance

1. Relevance to the Needs of Target Groups and Context

The project is highly responsive to the needs of beneficiaries, particularly in the areas of psychosocial
support, socialization, and emotional recovery.

Beneficiaries from different target groups (women, internally displaced persons, families of military
personnel, elderly people, and children) consistently emphasized the importance of the following
components:

opportunities for communication and interaction,
a sense of support,

safe and trusting spaces,

practical knowledge for coping with stress.

Participants in focus group discussions noted:

“It’s like a breath of fresh air...”
“You realize that you are not alone.”

For elderly people, the project played a crucial role in reducing isolation:
“Here we became like one family.”

For children, activities provided not only development opportunities but also emotional relief:
“I was just playing and forgot about everything else.”

At the same time, several limitations were identified:

e ot all potential beneficiaries have access to activities due to transportation barriers or
remoteness;
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e certain vulnerable groups (such as people with disabilities and some families of military
personnel) remain insufficiently reached,
e demand for support exceeds the project’s capacity.

Conclusion:

The project is highly relevant to the context and needs of target groups; however, it does not fully
cover the entire scope of existing needs.

2. Adequacy of Strategy, Approaches and Theory of
Change

The project strategy is generally adequate, flexible, and well adapted to the local context.

A key strength is the approach whereby partners defined the overall target groups, while local teams
independently designed the content of activities. This allowed:

e alignment with real community needs,

e rapid adaptation of programming,

e increased beneficiary engagement.
During implementation, it became evident that informal formats (group interaction, communication,
cultural elements) were often more effective than purely theoretical sessions. Accordingly, approaches
were adapted to better reflect these preferences.

Training components played a particularly important role, including:

e trainings by expert Bukovynskyi (family-focused work),
e training on Psychological First Aid by Danish expert Morten.

These elements provided a strong foundation for quality implementation and were highly valued by
participants.

At the same time, several limitations in the strategy were identified:
e insufficient development of individual support formats (growing demand for one-on-one
support),
e limited consideration of access barriers (transportation, childcare responsibilities),
e partial lack of clarity in approaches to long-term integration of IDPs, particularly in the

economic dimension.

Conclusion:
The strategy is relevant and effective, but requires targeted adjustments to address identified gaps.

3. Relevance of Achieved Results

The achieved results remain highly relevant and in demand beyond the active implementation
phase of the project.

The need for psychosocial support is not only sustained but increasing. Beneficiaries directly noted:

“The war is not ending, and it is only getting harder for people.”
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Communities established within the project (women’s groups, clubs, informal support networks)
continue to function. In some cases, participants have begun initiating their own activities, such as
volunteer initiatives or advocacy actions.

Churches, as key implementing partners, continue their work using the knowledge and approaches
gained through the project, although at a reduced scale due to limited resources.

At the same time, the relevance of certain components requires reconsideration:

e material assistance is becoming less effective due to inflation,
e there is a growing need for more intensive psychological support,
e expansion of outreach remains necessary.

Conclusion

The project is highly relevant and well aligned with the needs of beneficiaries in a complex wartime
context. Its key strengths include:

strong focus on real needs,

flexible and adaptive implementation approach,
effective use of local resources (churches, volunteers),
work in remote and underserved communities.

At the same time, to further enhance relevance in future programming, it is recommended to:

e improve accessibility (transport, childcare support),
e strengthen individual support formats,
e expand outreach to a wider range of vulnerable groups,
e adjust the scale of material assistance to the economic context.

In relation to the above several practical steps can be considered:

1. Accessibility (transport, childcare): Allocate project funds for logistics (e.g., car rental) or ideally
purchase a project vehicle to simplify operations. During family meetings, organize parallel childcare
or activities for children with the support of volunteers.

2. Individual support: Provide dedicated, paid hours with specialists (e.g., psychologists) for
beneficiaries. Participants can be referred to individual support based on needs identified during group

activities, with costs covered by the project.

3. Wider outreach: Avoid overly narrow beneficiary categories—for example, frame participation
more broadly as “households” to include a wider range of vulnerable groups.

4. Material assistance scale: Adjust the value of vouchers based on the minimum food basket, taking
into account inflation and the current economic context.

Overall, the project not only addresses current needs but also demonstrates strong potential for further
development and scaling, provided that identified limitations are addressed.
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EFFICIENCY

Overall Assessment

The project demonstrates a high level of efficiency considering the results achieved, the resources
utilized, and the complexity of the implementation context. With a relatively modest budget (DKK
985,169.81), the project reached a significant number of beneficiaries and generated meaningful
outcome-level changes.

A key driver of efficiency was the use of existing local structures—churches, volunteer groups, and
community initiatives. This approach minimized administrative costs and allowed resources to be
directed primarily toward beneficiary support. Field visits in the three locations (Izmail, Tatarbunary,
and Bolgrad) confirmed that even with limited resources, project activities had a substantial impact on
communities.

At the same time, efficiency was partly achieved through the high level of engagement and workload
of staff and volunteers, which may pose risks to sustainability and quality in the longer term.

Data Note

It should be noted that the quantitative and financial estimates presented are based on desk review of
documentation, interviews with project staff, and data collected through focus group discussions and
field visits.

The accuracy of certain indicators (particularly beneficiary reach and detailed cost breakdowns) may
be further validated following the final financial audit and reconciliation of reporting data.

However, based on the available evidence, observations, and consistent feedback from both project

teams and beneficiaries, it can be reasonably concluded that project resources were used efficiently
and that achieved results meet or exceed expectations.

Responses to Key Evaluation Questions

1. To what extent do the achieved results justify the resources used?
The achieved results fully justify the resources invested.

The project delivered:

psychosocial support to families affected by war-related trauma;

establishment of sustainable social groups (for women, children, and elderly people);

strengthened capacity of churches as local support hubs;
enhanced networking and cooperation between communities.

According to beneficiary feedback:
e families reported reduced stress levels and improved relationships;

e children gained access to safe spaces for development;
e clderly participants experienced reduced social isolation.
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Considering the scale and quality of impact, the cost per beneficiary can be considered low,
particularly given the multiplier effect (impact extending to families and wider communities).

The primary target group who has been directly involved in the project activities is all in all
approximately 3.300 persons and this means that the cost per person has been approximately 300
DKK.

When you add to this that the secondary target group that has been affected by the activities is 4.130
persons the amount will be even lower, and it must be said that it is a highly low-cost pr. beneficiary
or stakeholder directly reached in a project.

2. Are there more efficient ways to achieve the results?

The chosen implementation model is generally effective; however, there is potential for further
optimization.

Strengths of the approach:

decentralized model (local teams design activities);
strong use of volunteer resources;

integration of activities into community life;
flexibility and adaptability.

At the same time, interviews identified opportunities to improve efficiency:

e expansion of individual support formats (growing demand for one-on-one consultations);
e improved logistical support (transport for remote villages);
e standardization of selected tools (e.g. M&E and participant tracking systems).

For example, some participants reported that they were unable to attend activities regularly due to

distance or family responsibilities. This suggests that targeted investments in accessibility could
increase outreach without significantly increasing the overall budget.

3. How efficiently and timely was the project implemented?
The project was implemented efficiently and largely in line with planned timelines.
Key achievements include:

regular implementation of activities;

systematic engagement with different target groups;

delivery of key training components (expert Bukovynskyi, Morten);
development of networking among churches.

No major deviations from the implementation plan were observed in the visited locations. However:

e logistical challenges in remote communities (transport, distance) affected regularity;
e the war context and associated risks created additional constraints.

Importantly, project teams demonstrated a high level of adaptability, adjusting implementation
formats in response to changing circumstances.
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4. To what extent did financial management comply with
standards

As lead external evaluator I conducted an interview with the accounting manager, Olena Vilhemska
and the project coordinator, Sveta Berbat, in relation to the financial management of the project.

Charity Gift has an Anti-Corruption Policy and the staff are familiar with CKU anti-fraud code of
conduct through capacity building received from IAS and through the contract with IAS/CKU.
The organisation has a financial management document with the procedures clearly described.
This includes:

Segregation of Duties

Bookkeeping and Software
Financial Reporting and Monitoring
Banking and Payments
Procurement and Supplier Verification
Fixed Assets Register

Vehicle Usage

Recruitment and Contracts

Job Descriptions and Performance
Salary Structure

Attendance and Leave

Tax and Pension

Document Management

Computers and Equipment
Computer Security

The main headings from the interview are listed above. Attached as an annex are notes from the
interview that provide a more detailed description of each heading.
An interview with the auditor was also conducted. The local auditor is Yuriy Chuchuk from a

reputable Ukrainian auditor firm: Audit service / Orvi-audit, Inc, LLC.

The interview focused on discussing audit requirements for a Ukrainian NGO project funded by
Danish donors. We reviewed the audit guidelines and procedures with key audit obligations including
ensuring compliance with granted appropriations, verifying account accuracy, reviewing supporting
documents, ensuring fund separation, and assessing economy, productivity, and efficiency.

The audit will be conducted at the end of the project period and while the audit will be done locally,
the final report will be submitted to the Danish organization IAS, which will incorporate it into their
own auditing process.

The discussion also covered the importance of maintaining proper documentation and separation of
grant funds from other organizational funds.

The auditor firm will prepare two reports: a standard financial report according to Ukrainian law and a
separate report for the grant project.

The auditor has regularly been consulted by Charity Gift whenever they have had questions regarding
the finer details of their financial management, and he therefore already has a good understanding of
Charity Fund and the project.
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So overall, the project’s financial management complied with expected donor standards.
Generally, this is evidenced by:

e a clear project management structure;

e transparent use of resources;

e no recorded major irregularities (based on analysis of available data and interviews).

At the implementation level, it was evident that resources were used in a targeted and efficient
manner:

e funding was directed primarily to program activities;
e administrative costs were minimized;

e a significant portion of work was carried out by volunteers.

At the same time, the absence of sufficiently detailed and standardized quantitative tools in some
components may limit the ability to precisely assess cost-efficiency in the future.

Conclusions and Recommendations

Conclusions

The project is highly efficient in terms of the resources-to-results ratio.
Its efficiency is driven by:

the use of local resources;

strong community engagement;

a flexible implementation model;

a clear focus on real beneficiary needs.

However, it should be noted that this efficiency is partly based on the high workload and commitment
of staff and volunteers, which may be difficult to sustain without additional resources in the long
term.

Some more concrete recommendations from the interview are:

e Insurance: Include mandatory insurance for office equipment in next budget given unstable
situation in Ukraine.

e Vehicle maintenance: Add budget line for vehicle repair/service since organization uses
personal car for project activities.

e (loud storage: Consider purchasing additional Google Drive storage (1TB costs
approximately $100 USD) for better backup capacity.

Recommendations

1. Strengthen volunteer support
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e introduce compensation for basic costs (transport, meals);
e this will improve stability and quality of work, especially in remote areas.

2. Improve accessibility of activities

e consider providing transportation support for beneficiaries;
e adapt schedules to better fit family needs.

3. Expand individual support formats

e increase availability of one-on-one psychological consultations;
e particularly for the most vulnerable groups.

4. Standardize the M&E system

e introduce simple and unified tools for tracking participants and results;
e this will improve accuracy in assessing efficiency and overall performance.

The following key steps can be considered:

e Develop a unified dashboard for key quantitative indicators (participants, services, results)
with regular updates. This will strengthen accountability, support partnerships, and clearly
demonstrate the organization’s progress.

e Apply best practices in M&E from other organizations.

5. Invest in scaling best practices

e replicate successful local models across communities;
e support knowledge sharing between churches and partners.

Additional Recommendation

To improve implementation efficiency and reduce the workload on the core team, it is recommended
to consider introducing a partially funded field officer position in each project location.

Such a role could:

ensure systematic data collection and initial analysis;

support ongoing monitoring of activities;

coordinate communication with beneficiaries at the local level,
track community needs and relay information to the project team;
assist in organizing activities.

This would:

reduce the administrative burden on the core team;

improve the quality and consistency of data collection;
strengthen the analytical component of the project;

ensure a more stable and continuous presence in communities.
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At the same time, this role would provide professional development opportunities for local staff,
contributing to strengthened local capacity and sustainability.

SUSTAINABILITY

Overall Assessment

The project demonstrates a moderate to high level of sustainability, particularly at the community and
local structure levels. Its key strength lies in the integration of activities into existing social
mechanisms—churches, volunteer initiatives, and local networks.

Sustainability is, of course, also influenced by the fact that it lies at the intersection of humanitarian
aid and development aid so that there is greater flexibility when it comes to providing specific
services.

Based on interviews and focus group discussions, it is evident that the knowledge and approaches
introduced by the project are already being applied in practice. Churches continue working with
families, children, and elderly people, adapting activities to local needs.

An important sustainability factor is that women form the core of the teams, taking on both
organizational and social roles within their communities. This contributes to a high level of ownership
and continuity of activities beyond the project lifecycle.

In addition, the technical resources developed through the project (training materials, methodologies,
tools) serve as practical instruments for continued implementation, enabling communities to sustain
activities with reduced reliance on external support.

At the same time, sustainability remains more fragile in remote communities due to limited access to

resources and high workload on local teams.

Responses to Key Evaluation Questions

1. Are there plans or strategies to ensure sustainability of results?

Formalized exit strategies are not always clearly defined; however, an organic sustainability model
has been effectively established in practice.

The project has ensured:
e transfer of knowledge and methodologies to local teams;
e development of church networks and partnerships;
e integration of activities into community life.
In particular, trainings provided by experts (Bukovynskyi and Morten) have created a foundation for

continued work. Interview participants noted that they continue applying these approaches beyond the
project framework.
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Networking between churches has also been a key element:

“We are in a remote region, but through this project we started interacting more,
exchanging experience, and supporting each other.” (pastor)

This creates a basis for continued activities even without external funding.

2. How effective were the exit approaches?
The project’s exit approaches can be assessed as partially effective.
Strengths:
e focus on capacity development rather than only service delivery;
e strengthening of local leadership;
e engagement of social services and local authorities.
Limitations:
) lack of a clearly formalized transition/exit strategy;
® some activities remain dependent on external support (especially in remote areas);
e high reliance on volunteers may affect long-term sustainability.
In relation to formalized transition / exit strategy the following can be considered:
e Systematize all planned exit/transition activities into a single document (or a dedicated section

of the strategy), defining clear criteria, a phased handover plan to local actors, and capacity-
building measures to ensure sustainability.

3. What factors require additional attention to ensure sustainability?
Based on interviews and observations, several key factors require further attention:
1. Human resources

e high dependence on volunteers;
e limited number of individuals able to coordinate activities consistently.

2. Logistics and accessibility

e difficult access to remote communities;
e lack of transportation for both beneficiaries and teams.

3. Monitoring system

e insufficient standardization of data collection;
e challenges in tracking long-term impact.

4. Institutional support

e uneven engagement of local authorities;
e lack of stable local-level funding mechanisms.
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4. Were the assumptions met and how did risks affect the project?
Overall, the key project assumptions were confirmed:

e churches can act as effective agents of change;
e communities are willing to participate in psychosocial programs;
e training can be translated into practical action.

At the same time, several risks did have an impact:

e the war and overall instability of the context;
e emotional burnout among participants and teams;
e limited access to services in rural and remote areas.

However, due to the flexible and adaptive approach of the project teams, these risks did not critically
affect the achievement of results.

5. What are the recommendations for further support and
scaling?

The project has strong potential for replication and scaling, particularly in similar contexts (remote
communities, limited access to services, war-affected areas).

The most effective components for scaling include:

the model of working through churches;

the combination of training and practical activities;
networking between communities;

adaptation of programs to local needs.

When exploring various options for funding the next phase, it is recommended — in addition to
CUK funding — to look into the opportunities offered by CISU through the Neighbourhood
Programme, the Ukraine Fund, and various Danish foundations such as A.P. Mgller Fonden,
Lauritzen Fonden og Augustinus Fonden.

Conclusions and Recommendations

Conclusions

The project has created a solid foundation for long-term change at the community level.
Sustainability is supported by:

development of local capacities;

strong community engagement;

transfer of knowledge and methodologies;
establishment of cooperation networks.

At the same time, several risks remain:
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e high workload on teams;
e reliance on volunteers;
e limited access to resources in remote areas.

Recommendations

1. Develop and formalize an exit strategy

e clearly define which components will continue after the project;
e establish mechanisms for continuation without donor funding.

2. Strengthen cooperation with local authorities

e integrate project activities into local social programs;
e ensure partial support from public institutions.

3. Support networking between communities

e continue knowledge and experience exchange between churches;
e use successful local practices as models for replication.

IMPACT

Overall Impact Assessment

Based on the analysis of interviews, focus group discussions, observations from field visits in three
locations, and project reporting data, it can be concluded that the project had a significant,
multidimensional, and predominantly positive impact on target groups and communities.

The impact is visible across several levels:

individual level (psychosocial well-being),

family level (relationships),

community level (social cohesion and interaction),

institutional level (strengthened role of churches and partnerships).

Quantitative indicators confirm these changes:

approximately 85-90% of participants reported improved psychosocial well-being;

nearly 100% of participants in family programs reported improved relationships;

around 89% of IDPs reported improved integration into the community;

up to 100% of elderly participants reported increased social inclusion and a sense of value.

At the same time, qualitative data (interviews, observations) indicate deeper transformations,
including increased trust within communities, the emergence of mutual support practices, and the
development of new local initiatives.
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Importantly, the project also achieved its intended institutional outcomes, including strengthening
the role of churches as community support centers and enhancing cooperation with local authorities
and social services.

Unintended Effects of the Project

The analysis shows that the project generated several unintended but important outcomes.

One of the most significant is the development of a network of churches functioning as a platform for
experience exchange, coordination, and mutual support. While networking was initially planned, its
depth and practical value exceeded expectations. In a geographically remote region, this has helped
reduce community isolation.

Another important effect is the shift in the role of beneficiaries. Some participants transitioned from
being recipients of support to becoming active contributors (change agents) within their communities,
supporting others and applying acquired knowledge.

Additionally, there has been a noticeable increase in the capacity of teams and volunteers, who gained
new skills, experience, and confidence in their work.

At the same time, certain limitations should be noted:

e high workload on teams and volunteers, which may affect sustainability.

Contextual Changes Resulting from the Project

The project contributed to tangible changes in the social and psychosocial environment of
communities.

At the individual level, there was a reduction in stress and an increase in psychological resilience.
People became more open to discussing their experiences and more willing to support others.

At the family level, improved communication and mutual understanding were observed, positively
affecting the overall household environment.

Among children and youth, improvements in socialization, emotional well-being, and engagement
were noted—critical factors in a war context.

Elderly participants became more socially active and reported a stronger sense of inclusion and value
within their communities.

At the community level, changes were observed in patterns of interaction: cooperation between
churches, civil society organizations, and local authorities increased, along with trust and mutual
support.

At the same time, the analysis indicates that IDP integration has been only partially achieved. While

many participants report positive changes, full integration is a complex and long-term process
influenced by factors beyond the scope of the project.

Recommendations
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A key conclusion from the impact assessment is the need for more realistic formulation of expected
changes at the project design stage.

In particular:

e impact indicators should better reflect the real context and complexity of change, especially
for processes such as IDP integration;

e short-term outcomes (e.g. psychosocial support) should be clearly distinguished from long-
term changes (e.g. social integration);

e cxternal factors influencing results should be explicitly considered and integrated into the
project logic.

In relation to the above mentioned recommendations the following can be considered:

At the project design stage, conduct joint design workshops with the M&E team and program
managers to refine the theory of change, develop realistic impact indicators and distinguish them
across time horizons, and test their relevance to the context before project approval.

Overall lesson learned:
Even with a high level of implementation, the accuracy of defining objectives and impact indicators
is critical for a valid and meaningful assessment of results.

PARTNERSHIP

Overall Impression

Based on interviews with project teams, church leaders, volunteers, local authorities, and focus group
participants, it can be concluded that partnership was one of the key strengths of the project. It went
beyond formal cooperation and evolved into a living ecosystem of collaboration, where each level—
international, national, and local—played a distinct and complementary role.

A particularly valuable aspect is that implementation was grounded in local actors—churches and
volunteers—who enjoy a high level of trust within communities. At the same time, they operated
within a supportive structure that provided training, methodology, and coordination. As noted by
interview participants:

“This is not just a project—it is a feeling that we are not alone.”
An important observation is that the majority of team members and volunteers are women, who

currently play a key role in supporting communities. This further strengthens the social impact of the
partnership, as it is based on high levels of engagement and responsibility.

Responses to Key Questions

Added Value, Synergy, and Mutual Benefit
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The partnership demonstrated clear added value through the combination of complementary
competencies:

e the international partner provided methodological guidance and expertise (including training
by a Danish expert, Morten, and a Ukrainian specialist);

e the national level ensured management, coordination, and process support;

e local partners (churches and volunteers) ensured access to beneficiaries and adaptation of
approaches to the real context.

Interviews indicate that this combination enabled the development of programs that were highly
context-specific rather than standardized, increasing their effectiveness.

A particularly strong outcome of the partnership was the networking among churches. Experience
sharing, joint approaches, and mutual support created a collaborative environment that continues to
function beyond the project’s individual activities.

Communication and Reporting

Communication between partners is assessed as regular and constructive. Teams reported having
access to support, the ability to resolve issues promptly, and receiving timely feedback.

Narrative reporting generally reflects activities and results; however, analysis and interviews suggest
that it tends to focus more on describing activities rather than providing deeper analysis of changes
and impact.

Financial reporting meets donor requirements and is well structured, although for local partners it can
sometimes be complex due to the level of detail and reporting volume.

Areas for Strengthening Cooperation

e more systematic experience sharing across all locations (beyond occasional meetings);
e further development of horizontal collaboration between churches;
e additional support for local partners in reporting and documentation.

Recommendations

Institutionalize the church network as a permanent platform for cooperation;
strengthen the experience-sharing component (regular meetings, learning visits);
support local partners in preparing high-quality narrative and financial reports;
shift reporting focus more toward outcomes and impact, rather than only activities.

RECOMMENDATIONS

Overall Impression

The project was implemented in a complex and constrained environment, characterized by remote
locations, limited access to services, and the ongoing impact of war. At the same time, based on
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interviews and field observations, it can be concluded that the team was able to adapt effectively to
these conditions, achieving significant results despite the challenges.

Key Challenges

Based on interviews and focus group discussions, the most frequently mentioned challenges include:

e geographic remoteness of communities, limiting access and regularity of activities;

e high workload on teams and volunteers, who combine project work with other
responsibilities;

e limited access to social, educational, and psychological services in communities;

e complexity of IDP integration, which depends on broader factors (employment, housing,
social networks);

e limited systematization of data collection, affecting accurate measurement of results.

Impact of Challenges on Efficiency

These challenges did not significantly reduce the overall effectiveness of the project; however, they
affected:

e uneven outreach, particularly in remote villages;
e increased workload and pressure on teams;
e difficulties in measuring impact accurately.

Effective Mitigation Strategies

The project applied several effective strategies to address these challenges:

flexible planning and adaptive implementation;

use of churches as local implementation hubs;
engagement of community-based volunteers;

building trust through consistent presence in communities.

Recommendations

provide additional human resources at the local level (e.g. field staff);

strengthen support for activities in remote communities;

introduce more systematic tools for data collection and analysis;

ensure that project design realistically reflects contextual constraints and the complexity of
achieving certain outcomes.

GENERAL RECOMMENDATIONS

Overall Vision

The project has demonstrated a high level of effectiveness, relevance, and impact in a complex
wartime context. At the same time, the evaluation shows that there is clear potential to further
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strengthen quality, scalability, and sustainability through a more systematic approach to planning,
resource allocation, and institutionalization of successful practices.

Overall, future efforts should focus not on fundamentally changing the model, but on scaling,
refining, and strengthening what already works well, while addressing the key limitations
identified during implementation.

Strategic Direction

The project model has proven to be both effective and adaptable. In particular, the approach of
working through churches as trusted community-based actors, combined with psychosocial support
and flexible programming, has demonstrated strong results and should be continued and expanded
in a next phase. This model has clear potential for replication in other regions with similar contexts.

At the same time, future programming would benefit from a more realistic and differentiated
approach to defining expected results. Complex processes such as IDP integration require longer
timeframes and are influenced by external factors such as economic conditions and labor markets. It is
therefore important to clearly distinguish between short-term outcomes (e.g. psychosocial support)
and long-term changes (e.g. social and economic integration), and to introduce more flexible, context-
sensitive indicators.

Another key priority is the institutionalization of the church network. While the network already
functions informally as a platform for coordination and mutual support, formalizing and strengthening
it would significantly enhance the sustainability and long-term impact of the project.

Programmatic Improvements

To further increase relevance and inclusiveness, additional efforts are needed to expand outreach
and improve accessibility. This includes addressing transportation barriers, adapting activity
schedules to the needs of families, and strengthening presence in rural and remote communities.

There is also a clear demand for more individualized forms of psychosocial support. Expanding
access to one-on-one consultations and developing small therapeutic group formats would allow the
project to better respond to the needs of the most vulnerable groups, particularly women, families of
military personnel, and individuals affected by trauma.

In addition, future interventions should place greater emphasis on specific vulnerable groups that
remain underrepresented, including people with disabilities, veterans, families of the deceased, and
youth as a distinct target group.

Strengthening cooperation with local authorities is another important direction. Integrating project
activities into local social programs and building stronger partnerships with social services would not
only enhance sustainability but also create opportunities for broader systemic impact.

Operational Strengthening

From an operational perspective, one of the most critical areas for improvement is human resource
capacity at the local level. The introduction of partially funded field staff in each location would
significantly reduce the workload on core teams and improve the consistency and quality of
implementation. Such roles could support data collection, monitoring, communication with
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beneficiaries, and coordination of activities, while also strengthening the project’s analytical capacity
and local presence.

Given the central role of volunteers in implementation, it is equally important to strengthen
volunteer support mechanisms. Providing compensation for basic expenses, introducing non-
financial incentives, and implementing burnout prevention measures would contribute to greater
stability and sustainability.

Another key area is the improvement of the monitoring and evaluation system. It is important
to ensure the standardization of data collection tools while adapting them to real operational
conditions and the sensitivity of target groups, particularly when collecting qualitative data and
personal information (e.g., families of military personnel).

Special attention should also be given to capacity building through learning and exchange with other
organizations, especially in applying adaptive approaches to monitoring and data collection. This will
enable the adoption of more flexible and context-sensitive practices.

Finally, reporting processes should be streamlined to reduce administrative burden on local teams.
Simplified documentation requirements and additional support for report preparation would allow
teams to focus more on program implementation and beneficiary engagement.

More concretely one can do the following:

Optimize reporting processes by simplifying requirements, aligning the format and frequency of
reporting with team needs, and engaging additional staff (including part-time roles) to reduce the
administrative burden.

Sustainability and Scaling Recommendations

Ensuring sustainability and enabling future scaling requires a more deliberate and structured
approach, particularly as the project transitions toward completion.

A key priority is the development of a clear and practical exit strategy. This should go beyond
formal closure and define how core components of the project will continue after external funding
ends. In particular, it is important to clarify which activities will be sustained, how they will be
maintained, and what roles local actors—especially churches and community teams—will play in
ensuring continuity.

At the same time, there is strong value in documenting and systematizing the experience gained
through the project. The approaches developed—especially the community-based model and
integration of psychosocial support—have proven effective and should be captured as a structured
model. This would allow for replication and sharing with other organizations and regions facing
similar challenges.

Finally, the nature of the needs addressed by the project—particularly psychosocial support and
community resilience—suggests that such interventions should be approached as medium- to long-
term programs rather than short-term projects. Sustained engagement is essential to achieve
deeper and more lasting change, especially in fragile and conflict-affected contexts.
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Summary

Overall, the recommendations are not aimed at changing the project model, but rather at deepening,
systematizing, and scaling it.

The project has clearly demonstrated that:

e local communities have strong potential,

e churches can act as effective agents of change,

e psychosocial support is critically important in a wartime context.
The next phase should therefore focus on:

e strengthening systemization,

e reducing the workload on teams,

e ensuring long-term impact.

In relation to strengthening systemization the following can be considered:

e Develop and implement standard operating procedures (SOPs) for key processes. Introduce a
centralized data collection and management system (shared database/dashboard).
Standardize templates and forms across all locations.

Clearly define roles and responsibilities within processes.

Provide short trainings for teams on tools and procedures.

Introduce basic automation for data collection and processing.

Lessons Learned

Overall Reflection

The project experience shows that in a complex wartime context, the most effective approaches are
those that combine flexibility, local leadership, and work through trusted institutions.

The project confirmed that investments in psychosocial support, networking, and community capacity
building generate not only short-term results but also lay the foundation for long-term change. At the
same time, the evaluation highlights several important lessons that should inform future
programming.

What Worked Well

One of the key success factors was the implementation model based on local churches and volunteer
networks. Churches acted as trusted community hubs, enabling rapid outreach, creating safe spaces,

and ensuring high levels of engagement. In a context where access to public services is limited, this

channel proved particularly effective.

Another important achievement was the development of a network of churches, which evolved
beyond formal cooperation into a platform for knowledge exchange, coordination, and mutual
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support. This was especially valuable in a geographically isolated region, helping reduce the sense of
isolation among communities.

The training component played a critical role in ensuring quality implementation. Trainings delivered
by both Ukrainian and Danish experts were not only theoretical but were actively applied in daily
practice. This enabled teams to translate knowledge into action and increased their confidence and
capacity.

The project’s flexible implementation approach was also highly effective. Allowing local teams to
adapt activities to the specific needs of their communities ensured relevance and practical value. As a
result, interventions were not standardized, but tailored to real-life contexts.

What Did Not Work or Worked Partially

One of the key lessons is that some expectations at the outcome level were overly ambitious,
particularly regarding the integration of internally displaced persons (IDPs). While the project
significantly contributed to social integration and support systems, full integration—especially
economic—trequires broader systemic changes beyond the scope of the project.

It also became clear that group-based formats, although effective, do not fully meet the needs of all
beneficiaries, particularly those experiencing severe trauma. The demand for individual psychological
support was higher than initially anticipated.

Limited access to remote communities also affected outreach. Transportation challenges and
geographic isolation remain significant barriers that were not fully addressed at the planning stage.

In addition, the strong reliance on volunteers, without adequate compensation for their expenses,
creates risks of overload and burnout. While this approach contributed to cost-efficiency, it may be
difficult to sustain in the long term.

The monitoring system also had limitations, as data was often based on estimates and qualitative

observations without sufficient standardization, making precise measurement of results more
challenging.

What Should Be Replicated and Scaled

The project clearly demonstrated that working through trusted local structures, particularly churches,
is highly effective and should be maintained as a core approach. This model has strong potential for
replication in other regions with similar contexts.

The combination of training and practical application should also be replicated, as it ensures that
knowledge is immediately translated into action.

Networking between communities and experience exchange is another element worth expanding, as it
enhances both quality and resilience.

Finally, the flexible programming approach, allowing adaptation to local needs, should remain a key
principle in future interventions.

Final Reflection
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The main lesson learned is that the effectiveness of such projects depends not only on the volume of
resources, but primarily on the ability to work through local systems, build trust, and adapt to context.
At the same time, to improve quality and sustainability in the future, it is essential to:

e define expectations more realistically,

e invest in human resources,
e strengthen systemization, particularly in monitoring and accessibility.

Strengthen systemization could be done by introducing standardized procedures and tools, centralized
data management, unified templates, and clear roles and responsibilities, supported by automation and

staff training.

Annexes:

> Terms of Reference (ToR)
List of conducted interviews and focus group discussions (FGDs) / Key Informant Interviews
(Klls)
Data collection tools (interview guides, FGD guides, questionnaires) — including all collected
data
Financial management guide
Anti-corruption policy
Summary from the meeting with the accounting manager and the project coordinator,

Photo documentation / links to photos:
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Y ?usp=sharing
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