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ACTIONABLE RECOMMENDATIONS 
 

STRATEGIC RECOMMENDATIONS 
 

 

 

 

PROGRAMMATIC RECOMMENDATIONS 

 
 

Continue to take a needs-based approach, engaging proactively with local stakeholders.

Balance smaller activities with larger projects using a mixed implementation approach.

Strengthen the internal coherence of NCA response.

Adopt a transparent, context-sensitive approach to selecting local partners.

Involve local authorities and service providers throughout the project cycle.

Participate in local recovery plan development with international donors.

Foster sustainable partnerships among CSOs, authorities, and businesses.

Invest in training local specialists, with a focus on women, and facilitate international 
experience exchange

Ensure projects comply with national norms and standards.

Combine direct equipment donations with capacity-strengthening measures.

Explore investment in alternative energy sources in safe communities.

Include a clause for future evaluations in agreements between donors and partners.

Provide comprehensive life and health insurance for employees in conflict zones.

Enhance visibility of communication materials by including full organisational names.

Adjust hygiene kits' content for vulnerable populations and areas with limited water 
access.



 
 

2 
 

EVALUATION REPORT 
NCA WASH RESPONSE IN UKRAINE 

EVALUATION SUMMARY  
 

Evaluation Evaluation of NCA WASH Response in Ukraine 

Publication year: 2024 

Donor: NORAD 

Name of 
Organisation(s): 

Norwegian Church Aid 

Internal, External or 
Mixed team? 

External 

Local Partner(s): Danish Churck Aid, HEKS/EPER, Ukraine Education Platform (UEP), Southern 
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DAC-criteria used: Relevance, Effectiveness, Efficiency, Coherence, Sustainability and Impact 

Intervention period: 2023 

Key words: Humanitarian needs, WASH, heating system, collective shelters, partnership, 
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Evaluation 
summary and 
recommendations 
(max 2 pages): 
 
 

Objective:  

The evaluation’s objective was to assess the effectiveness, adaptability, and 
impact of the methodology and approach adopted by NCA and its partners in 
responding to urgent WASH needs, aligned with Outcome 3 of the NCA country 
programme. 
 
Method:  
The evaluation employed a theory-based approach to determine whether the WASH 
outcome objectives were achieved at various levels, and to identify both intended 
and unintended results. A contribution-based methodology was also used to assess 
how the response complemented the emergency and recovery efforts of other 
actors, and NCA’s contribution to overall outcomes. 
 
Limitations: 
 The original methodology had to be adapted in light of intensified security 
challenges and limited access to the locations. 
 
Key Findings:  

▪ Relevance: The evaluation highlighted the NCA programme's significant 
relevance to the urgent needs and context-specific requirements in Ukraine. 
The focus on repairing centralized urban systems at risk of war damage was 
particularly vital, aligning with broader local development plans. While the 
partner-based approach ensured relevance and quick delivery of aid, it 
resulted in a somewhat fragmented collection of activities, impacting the overall 
coherence and strategic direction of the programme. 
 

▪ Effectiveness: The NCA-led WASH response in Ukraine reached up to 
265,000 individuals, addressing urgent water, sanitation, and hygiene needs 
despite significant challenges. The response included repairing water 
networks, distributing hygiene kits, drilling boreholes, and providing generators, 
benefiting numerous residents and enhancing local involvement and self-
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reliance. Key lessons highlight the necessity for integrated solutions in urban 
settings due to the interconnected nature of urban systems and the operational 
challenges posed by centralised infrastructure and institutional complexity. 

 
▪ Efficiency: The NCA's WASH programme in Ukraine demonstrated 

considerable efficiency through local procurement, adaptive management, and 
strong partnerships, despite financial and logistical challenges. High staff 
turnover and language barriers were addressed by hiring local staff and 
deploying technical advisors. The transition to a Joint Country Programme with 
DCA in 2024 aims to streamline operations and enhance efficiency. 

 
▪ Coherence: The NCA-led WASH intervention in Ukraine worked well with local 

authorities, addressing urgent needs with flexible, localized activities. The NCA 
response complemented the broader humanitarian effort by focusing on 
projects in places where other actors were absent. However, it missed 
opportunities to improve internal coherence and integration with other sectors, 
such as demining and SGBV components. Positive coordination with local 
actors enhanced mutual trust and complemented the broader humanitarian 
effort.  

 
▪ Sustainability: NCA's WASH projects in Ukraine achieved sustainability 

through effective training, collaboration with local authorities, and community 
involvement, ensuring long-term maintenance. These initiatives resulted in 
improved monitoring, evaluation, and adherence to humanitarian principles, 
empowering local organizations. Despite challenges, partnerships enhanced 
expertise, coordination, and infrastructure development 

 
▪ Impact: The NCA-led WASH response in Ukraine improved the quality of life 

for affected populations. The project enhanced community resilience by 
improving waste management and water supply infrastructure. Medical 
institutions and educational facilities benefited from a stable water supply and 
also the local economy benefitted from the response. Restored heaing systems 
reduced winter health risks. These efforts fostered trust in local governance. 

 
Specific Recommendations:  

1. Continue a needs-based approach with proactive engagement to understand 
and address community and stakeholder needs. 

2. Balance small and large projects through various partners, and complement 
individual needs with structural investments in urban services. 

3. Strengthen internal coherence of NCA response to find synergies between 
sectors,  

4. Adopt a strategic, transparent approach to selecting local partners, valuing 
local knowledge while ensuring due diligence, and strengthen their capacity in 
various areas. 

5. Involve local authorities and service providers throughout the project cycle, 
ensuring cooperation based on trust and transparency. 

 

Cross-cutting 
issue(s): 

Gender, GBV, conflict-sensitivity 

Link to full report:  

Link to pre-
registration form: 
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BACKGROUND 
 

In 2023, the Norwegian Church Aid (NCA) implemented a humanitarian response in Ukraine to address the needs 

of people affected by the war. The programme, funded by the Norwegian Agency for Development Cooperation 

(Norad) and implemented with NCA’s ACT Alliance partners DanChurchAid (DCA) and HEKS/EPER (HEKS), along 

with DCA’s local implementing partners, took place across seven oblasts in the country: Odesa, Mykolaiv, Kherson, 

Dnipropetrovsk, Kharkiv, Zaporizhzhia, and Donetsk. In December 2023, NCA and DCA established a Joint Ukraine 

Country Programme (JCPUA). 

 

The programme had the following expected outcomes:1 

 

▪ Outcome 1: People affected by the crisis access lifesaving integrated protection and assistance appropriate 

and relevant to their immediate needs. 

▪ Outcome 3: Communities affected by the crisis demonstrate improved hygiene practices and access lifesaving 

WASH (water, sanitation and hygiene) services appropriate and relevant to their immediate needs. 

▪ Outcome 4: SGBV survivors access lifesaving, specialized SGBV services appropriate and relevant to their 

immediate needs. 

 

The WASH component of the NCA Ukraine Response Programme has been implemented through local partners in 

the following five oblasts: Mykolaiv, Kherson, Dnipropetrovsk, Zaporizhzhia and Donetsk. DCA activities were 

implemented through partner organisations, while HEKS implemented its activities directly. Table 1 provides an 

overview of the activities undertaken under the 2023 WASH component. 

 

Table 1: Overview of activities under WASH component, specified per location and partners 

Partner National Partners Activity Oblast Location 

D
C

A
 

Ukraine Education 

Platform (UEP) 

New water points Mykolaiv Mykolaiv City 

Zaporizhzhia Ternuvate 

Dinipropetrovsk 2 x Marhanets 

Pokrovske 

Provision of WASH material and 

equipment to Vodokanals 

Zaporizhzhia Ternuvate 

Southern 

Development 

Strategy (SDS) 

Kherson Bilozirka 

SDS District Heating – CHP Mykolaiv Mykolaiv City 

Love and Kindness Boreholes Kherson TBC 

Iskra Voly Solid waste management / cash for work Dinipropetrovsk Tsarychanka 

Hygiene Items distribution Tsarychanka, 

Magdalinivka 

Petrykivka  

H
E

K
S

/ 
E

P
E

R
 N/A Provision of generators Donetsk Krasnotorka 

Kostyantynivka 

Svyatohirsk 

Distribution of water bottles Siversk 

Chasiv Yar 

 
1 In the material received by INCAS, there was no mention of an Outcome 2. 
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INTRODUCTION TO THE EVALUATION 
 

PURPOSE 
 

In the second half of 2024, NCA commissioned an external evaluation of its 2023 WASH response in Ukraine, 

implemented in partnership with ACT Alliance members, registered Ukrainian organisations, and Ukrainian 

authorities, for two primary reasons: 

 

▪ Accountability: To assess whether the joint NCA-partner WASH response achieved its objectives in line 

with the initial theory of change, meeting the needs and expectations of the population and stakeholders. 

 

▪ Learning: To identify lessons learned from the WASH response for future programming in Ukraine, 

particularly the next phase of the response, and to inform future partnerships. This includes developing 

recommendations for NCA and partner organisations in their ongoing response in 2024 and beyond. 

 

The evaluation’s objective was to assess the effectiveness, adaptability, and impact of the methodology and 

approach adopted by NCA and its partners in responding to urgent WASH needs, aligned with Outcome 3 of the 

NCA country programme. 

 

EXPECTATIONS 
 

The evaluation focused on WASH activities implemented throughout 2023 in the five target oblasts of the 

programme, namely Mykolaiv, Kherson, Dnipropetrovsk, Zaporizhzhia and Donetsk. It was expected to provide key 

lessons for the JCPUA (the formally established partnership between DCA and NCA), although it should be noted 

that only limited WASH activities had been conducted under JCPUA at the time of the evaluation. Another 

expectation was to assess the extent to which Outcome 3 on WASH complemented the other outcomes of the 

2023 response, to better understand NCA’s added value and to identify learnings on how to increase NCA´s 

impact.  

 

METHODOLOGY  
 

The evaluation employed a theory-based approach to determine whether the WASH outcome objectives were 

achieved at various levels, and to identify both intended and unintended results. A contribution-based methodology 

was also used to assess how the response complemented the emergency and recovery efforts of other actors, and 

NCA’s contribution to overall outcomes. OECD/DAC evaluation criteria provided a guiding framework for this 

evaluation, with gender, vulnerability and conflict sensitivity considered as cross-cutting themes. An evaluation 

matrix, detailed in Annex 1, provided the analytical framework that facilitated a systematic evaluation process. The 

original methodology had to be adapted in light of intensified security challenges and limited access to the 

locations. The eventual mixed-methods approach included a review of approximately thirty documents, primarily 

internal programme documents, supplemented by humanitarian reference documents. Consultations and 

interviews were conducted with thirty stakeholders at the international, national, regional, and local levels. An in-

person visit to Mykolaiv in October 2024 allowed for direct observation of the results, along with discussions with 

stakeholders on the ground. The evaluation was carried out by a team of consultants from INCAS Consulting, 

between September and December 2024: Gudrun Van Pottelbergh, Yaroslava Tulku and Olena Bikla. 
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EVALUATION FINDINGS 
 

1. RELEVANCE 
 

Compared to HNO 
 

To what degree was the NCA-led WASH intervention aligned with Ukraine’s needs, as identified in the UN’s 

Humanitarian Needs Overview (HNO) 2023? To answer this question, our evaluation compared the 

intervention with the needs cited by the 2023 HNO, in terms of beneficiary numbers, priority locations and 

priority activities. 

 

The evaluation found that the NCA’s focus on the WASH sector in its Ukraine emergency response was 

justified and relevant, due to the WASH sector being identified as a top priority in the 2023 HNO. Out of a 

total of 17.6 million people in need in Ukraine, 11 million people (or 62.5%) were in need of WASH assistance, 

according to the 2023 HNO report. This is illustrated in Figure 1. 2 The NCA’s project proposal cited the 2023 HNO, 

explicitly noting that it informed the selection of project activities and was taken as a reference in programme 

design. 

 

 

Figure 1: People in Need per sector according to 2023 HNO 

 

The five oblasts selected for programme interventions in the NCA WASH response corresponded with the 

areas identified as most in need by the 2023 HNO. Map 1 illustrates the geographic areas in greatest need of 

WASH support in Ukraine according to the 2023 HNO report. It shows that the needs were especially high in the 

following oblasts: Donetsk, Luhansk, Kharkiv, Zaporizhzhia, Kherson and Mykolaiv. The severity of need in 

 
2 OCHA (2022): HUMANITARIAN NEEDS OVERVIEW UKRAINE 2023.  
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Dnipropetrovsk was somewhat less.3 Luhansk was the only oblast identified as having high WASH needs by the 

2023 HNO that did not become part of the NCA programme. This is because, with 95% of Luhansk occupied, it was 

an even harder to reach area than the other oblasts. Out of the 11 million people in need of WASH assistance, the 

2023 HNO categorised the severity of need as follows: 41% catastrophic, 8% extreme, 42% severe and 9% stress. 

3.1 million were internally displaced people (IDPs), 6.4 million were non-displaced people, and 1.5 million were 

returnees. 54% of the people identified as in need of WASH assistance were female and 46% male.  

   

 

Map 1: WASH needs as per the HNO 2023 

Most of the specific activities in the NCA’s WASH response were aligned with the priority suggestions made 

in the Ukraine HNO 2023. Table 2 shows a comparison between the needs identified by the HNO 2023 and the 

activities undertaken under the NCA programme.  

 

Table 2: Comparison of NCA WASH activities with priority activities identified in HNO 2023  
(Colour coding: Green= fully aligned, Red= no activity under NCA, Orange = activity not identified as priority under HNO) 

Need identified in HNO 2023 Activity under NCA WASH intervention  

Disruption to water supplies and water quality New water points and bore holes in various locations 
Provision of generators and distribution of water bottles in 
Donetsk region 

Disruption to wastewater infrastructure  

Disruption of water supplies and damage to district 
heating infrastructure 

District Heating in Mykholaiv 
Provision of generators 

Damage to water dams and reservoirs Solid waste management and CfW 

Growing financial burden for service providers Provision of WASH material and equipment to Vodokanal in 
Zaporizhzhia and Kherson region 

- Distribution of hygiene items in Dnipropetrovsk region 

 

The 2023 HNO underscored the WASH requirements needed in collective shelters. Collective shelters  were 

often buildings repurposed to meet acute need and were thus in significant need of extensive WASH support, 

precisely because they were not being used for their original purpose. This was particularly true of those housing 

people with disabilities. The people seeking shelter in these facilities corresponded with the most vulnerable 

members of the population in need of WASH assistance – namely women, children and the elderly, including 

people with disabilities. Many of the particular needs identified in the 2023 HNO involved access – whether access 

 
3 OCHA (2022): HUMANITARIAN NEEDS OVERVIEW UKRAINE 2023. 



 
 

8 
 

EVALUATION REPORT 
NCA WASH RESPONSE IN UKRAINE 

to gender-segregated facilities and toilets, bathing and laundry facilities, and hot water, along with readily available 

personal hygiene and cleaning materials.4 The NCA WASH´programme decided not to target collective shelters 

speficially since other WASH cluster actors were supporting these. However, under the NCA programm, there was 

support to collective shelters run by local organisations, such as by UEP, through equipment and repairs, including 

fungus treatment of buildings, washing machines, dishwashers, water tanks, water purification, generators, 

heaters, doors, windows and paint, and hygienen items. 

 

The 2023 HNO identified additional challenges for collective shelters. These included the need to quickly scale up 

capacities and services in these collective shelters, despite limited budgets or the absence of additional dedicated 

funds. A lack of knowledge and capacity among shelter site managers and the overall challenges posed by the 

winter were noted as further challenges.  

 

Eventually, the humanitarian response, in the format of 175 organizations of which 165 implementing 

organizations,  was able to reach the majority of the people in need for WASH assistance, namely 6,8 

million out of 7,6 million people (89,5 %). About half of the financial requirements for this sector in 2023, namely 

US$233,2 million out fo US$452,4  million was funded. In the oblasts where activities were implemented under the 

NCA WASH Response, the following overview can be provided as shown in Table 3: 

  

Table 3: Overview of WASH Results per the Humanitarian Response Plan 2023 

Location Number of People 

reached with 

WASH activities 

% of People Reached 

versus People Targeted 

Number of Active 

Organizations 

Mykolaiv Oblast 342,540 86% 48 

Kherson Oblast 435,695 362% 64 

Zaporizhzhia Oblast 233,012 70% 52 

Dnipropetrovsk Oblast 1,094,483 187% 68 

Donetsk Oblast 824,946 59% 54 

 

This shows a variation in the capacity of the humanitarian community to assist populations across different oblasts. 

Donetsk oblast, in particular, posed operational challenges for implementing partners.  

 

In the context of an urban setting 

 
The evaluation assessed the relevance of the NCA-led WASH response in urban settings. It looked at the 

specific context of Ukraine – which has existing WASH-related structures and services, though they have 

sustained damage from the war. 

 

The urban context has influenced the relevance of WASH support in three ways: 

 

1. Existing (pre-war) vulnerabilities  

The HNO 2023 reported that the war worsened existing vulnerabilities in eastern and southern oblasts, 

including degraded infrastructure, limited alternative sources, and issues of water quality – all of which have a 

particular impact on WASH. Before the war, many settlements depended on long pipelines for drinking water, 

which required energy and were particularly susceptible to war damage. Centralised services, such as district 

 
4 OCHA (2022): HUMANITARIAN NEEDS OVERVIEW UKRAINE 2023. 
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heating infrastructure, , were potentially vulnerable to attack and did end up becoming damaged.5 In the NCA’s 

project proposals, reference was made to the emergency use of saline water, without appropriate treatment, 

eroding and destroying the old water pipelines. This is an indictment of war’s impact on degrading 

infrastructure and the way it leads to a breakdown in the crucial supply of water and heating. This is exactly 

what happened in Mykolaiv, where the local actors responsible for infrastructure repair did not have the 

capacity to carry out the repair work. 

 

2. Existing and increased operational challenges for service providers  

Water supply companies, including Vodokanal, faced operational challenges in providing WASH services to the 

population. Challenges that existed pre-war were exacerbated by the conflict. For instance, the costs of 

producing safe water were high even before 2022, exceeding customer tariffs. After 2022, there was an 

increased financial strain on service providers because fewer people were consuming (and paying for) 

services, while at the same time costs were increasing, and areas with a high influx of IDPs were seeing 

increased demand. Meanwhile, consumers were further strained when tariffs were increased – especially 

vulnerable households. The conflict has also limited repair capacity, due to a lack of specialized equipment and 

spare parts.6  

 

3. Lack of accessible and effective alternative water sources 

In an urban context, alternative sources of water (for when services are disrupted), such as wells, are not 

readily available. Attempting to access alternative water sources – through drilling, for example – resulted in 

challenges for certain groups. Shallow sources of water also faced a heightened risk of contamination. These 

two difficulties illustrate why it is preferable to reinforce or repair existing systems and services rather than 

installing new ones. 7 

 

 

To the needs of the population 
 

The evaluation examined whether the project was relevant to the needs of the affected population, and how 

specific needs were identified by NCA and partners to design the programme activities. It therefore 

investigated project design and sought to understand how beneficiary needs were communicated to 

programme managers. 

 

Greater relevance through sharper focus 

The NCA-led project documents consistently acknowledge that the situation in Ukraine is a dynamic one, 

articulating the need for flexibility and adaptation to maintain activity relevance. The first programme 

proposal (spanning the period of March 2022 to February 2023) notes that the multisectoral approach was intended 

to focus particularly on both WASH and protection, including Gender-Based Violence (GBV)and Mental Health and 

Psychological Support (MHPSS). The main implementation modality was expected to be Multi-Purpose Cash-

Based assistance. However, subsequent project proposals from DCA and HEKS spurred a gradual narrowing in the 

selection of project activities – and, therefore, programme focus. This meant that, in 2023, the overall outgome goal 

was to support the operational functionality of life-supporting WASH infrastructure. 

 

 
5 OCHA (2022): HUMANITARIAN NEEDS OVERVIEW UKRAINE 2023. 
6 OCHA (2022): HUMANITARIAN NEEDS OVERVIEW UKRAINE 2023. 
7 OCHA (2022): HUMANITARIAN NEEDS OVERVIEW UKRAINE 2023. 
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DCA increasingly focused on damaged civilian and public infrastructure, as is shown in May 2023-report for 

phase 2 of the DCA response. The decision to do this was based on information from local partners and duty 

bearers, who confirmed the need for the urgent repair and replacement of old water pipelines – which local actors 

were unable to do themselves. In Mykolaiv, for example, the district heating system served an estimated 40% of the 

population. When consulted, residents confirmed that repairing the damage to this heating system was a priority. 

Other suggested activities by DCA were in response to community need, as articulated by the communities. This 

included the need to provide access to water for drinking and other purposes, as was the case in Ternuvate. It also 

included the distribution of hygiene items in Dnipropetrovsk region, as the Department of Social Protection and 

Healthcare could not provide basic service delivery.  

 

Relevance due to flexibility and adaptation 

In 2023, HEKS aimed to position itself as a strategic emergency supplier in recently liberated and hard-to-

reach areas, while encouraging recovery in other conflict-affected areas. It concentrated its efforts on the 

south and the east, providing a multisectoral response focused on rehabilitating critical WASH infrastructure 

damaged by the conflict. It started purchasing construction material, and building up an emergency pre-positioned 

stock of critical equipment for infrastructure rehabilitation. It also limited other activities that it had run in 2022. For 

instance, in 2023, HEKS decided to stop distributing diapers (a hygiene item) because of the complexity of 

ensuring a sufficient supply of different diaper sizes. Ultimately, the choice was made to focus on Outcome 3 at 

large, with a goal of 20,000 people benefitting from the rehabilitation of four critical WASH infrastructure facilities. 

The decision by HEKS to limit in-kind donations was one driver of that decision, and intended to be aligned with the 

recommendations of the WASH Working Group, to ensure complementarity between MPC and WASH.  

 

One indication of how much space there was for flexibility and adaptation, in response to need, is that the 

HEKS project proposal (spanning March to December 2023) was updated in July 2023 to reflect changing 

circumstances. The target figure of 20,000 beneficiaries was revised to 5,000 under Outcome 3 (Output 3.2). This 

was because of the collapse of the Kakhovka Dam, which required a change in focus and diversion of resources to 

provide multipurpose voucher assistance to 1,200 people. 

 

Consultations informing relevance 

The programme’s specific activity selection was the result of close collaboration with local partners to 

identify priority needs and agree on the scope of activities. These activities were then fit under Outcome 3 

and its various outputs, producing the project’s results framework. DCA and its implementing partners 

undertook comprehensive consultations with regional and local administrations, and monitoring visits to meet with 

local communities and representatives. Southern Development Strategy (SDS), Ukraine Education Platform (UEP), 

Iskra Voly, and Love and Kindness all conducted needs assessments, each working with local authorities and 

communal institutions to determine critical areas of intervention, such as heat supply pipeline restoration and 

community support.  

 

Previous experience and understanding of the context helped in quickly identifying needs. HEKS consulted 

local actors to determine specific project activities, focusing on water and electricity supply. Its prior regional 

experience was important for collecting information and identifying needs and target locations – especially those in 

which many IDPs were resident. HEKS held consultations with the operators of collective centres in Donetsk, who 

had expressed a need for generators to assist with water supply, and with local authorities. This enabled them to 

understand key information, including the required size of the generators, and to assess the possibilities for 

providing assistance. DCA’s implementing partners could also draw on networks forged during previous work at the 
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local level to identify further requests. One example of this is a request for assistance from the Centre of Social 

Support in Marhantes, following the damage sustained by the Kakhovka hydroelectric power plant in summer 2023. 

 

Bottom-up approach to identify specific needs 

The detailed information and estimates provided by local stakeholders helped with the process of 

matching needs with available budgets. In the evaluation interviews, benefitting organisations gave examples to 

illustrate that their requests were clearly transmitted to implementing partners. For instance, it was through close 

consultation with the person responsible for the Mykolaiv’s district heating system that the precise location of the 

necessary repairs was identified: 320 meters of pipe that was the most critical for the system. The system’s 

operators submitted a list of required materials and estimated costs, which was accepted. Meanwhile, in Kherson, 

utility companies submitted requests to SDS for materials and pipes for the purpose of repair, a process that was 

facilitated by the involvement of regional leaders. Communities in Dnipropetrovsk region submitted requests to 

Iskra Voly for sanitary and hygiene products for people with disabilities and limited mobility. And UEP conducted a 

targeted needs assessment (using a Kobo survey) to assess residential drinking water needs in Mykolaiv and the 

villages of Ternuvate, Marhantes, and Pokrovoske. The results informed the drilling of five boreholes.  

 

The requests for assistance came from a variety of organisations, including municipalities, hospitals, 

social centres, and utility companies. DCA and HEKS collected the requests, with staff stating that selection was 

based on the budgets available and the possibilities for implementation, in line with existing vulnerability criteria. As 

a result, the programme consisted of various smaller projects in diverse locations. It was implemented by multiple 

actors, using diverse implementation modalities – from pure delivery to more complicated constructions. The NCA 

programme was therefore not cohesive, but an assembly of different activities. The 2023 NCA proposal anticipated 

and acknowledged this, stating that monitoring and evaluation efforts will focus on counting outputs rather than 

outcomes. 

 

Intermediate conclusions 

 

The evaluation found that the NCA programme was highly relevant to the pressing needs of the population and the 

specific requirements of the context, as highlighted in the 2023 HNO for Ukraine. Clear efforts were made to base 

the design of the activities on prioritized needs, while maintaining a degree of flexibility to adapt as circumstances 

demanded. Centralised systems in urban settings were particularly at risk of war damage, and this increased the 

relevance of repairing these systems. This underscored the need to address structural needs – the long-term 

rehabilitation and strengthening of essential services such as water supply; sanitation infrastructure – in alignment 

with broader local development plans, rather than focusing solely on addressing immediate, individual needsThe 

NCA partner-based approach, guided by DCA´s loclaization approach, guaranteed relevance, though it also 

resulted in an ad hoc collection of activities across various locations, with multiple implementing partners. Noting 

that the programme was essentially an amalgamation of smaller projects and activities does not imply that the 

initiatives included were irrelevant. On the contrary, it served as a quick and efficient method of delivering 

necessary assistance. However, such an approach possibly impacts the coherence and strategic direction of the 

programme. 
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2. EFFECTIVENESS 
 

Results of activities 
 

The evaluation assessed the intended and unintended results delivered by NCA’s WASH response by 

reviewing the project design and reporting documentation. This was supplemented by insights from key 

informants and rights holders. 

 

The NCA-led WASH interventions successfully contributed to addressing the critical needs of affected 

populations arising from the ongoing conflict, including damage to water supply infrastructure, disruptions in 

sanitation systems, and limited access to hygiene materials. These efforts focused on providing safe drinking water, 

repairing and upgrading water supply systems, distributing hygiene items, and supporting local water utilities with 

necessary materials and equipment. Additionally, emergency water distribution, the provision of generators to 

restore or stabilise water access, and the restoration of heating services were key programme components, 

especially in severely affected areas. The evaluation confirms that the generators are operational and benefitting 

frontline communities in the Donetsk cities of Pokrovsk and Sloviansk. The distribution of hygiene kits effectively 

addressed the immediate hygiene needs of vulnerable populations, including individuals with reduced mobility and 

those in financially constrained situations, such as in the village of Petrykivka, in Dnipropetrovsk.  

 

The activities in 2023 led to the following results, as listed in the project documentation and illustrated in Table 4: 

 

Table 4: Overview of main WASH results for 2023 

Activity Location 

Distribution of hygiene kits to 892 persons8  Dnipropetrovsk: Tsarychanka, Magdalinivka and 
Petrykivka  

Support of 52 people with CfW Dnipropetrovsk: Tsarychanka 

Drilling of five water points in a containerised form 
and provision of treated water 

Mykolaiv: Mykolaiv City 
Zaporizhzhia: Ternuvate 
Dnipropetrovsk: Marhantes (2) and Pokrovske 

Drilling of two boreholes (third uncompleted) Kherson 

Provision of materials for water network 
maintenance to Vodokanal to restore water supply  

Zaporizhzhia: Ternuvate 
Kherson: Bilozirka 

Restoring district heat services Mykolaiv City 

Three generators procured and delivered 
(administrative building, hospital, Vodokanal) 

Donetsk: Krasnotorka, Kostyantynivka, Svyatohirsk 

Three generators procured and delivered for 
bakeries, including for water treatment facilities 

Donetsk: Pokrovsk 

Distribution of 13,832 bottles of water of 6l Donetsk: Siversk and Chasiv Yar 

 

The intervention aimed at improving the overall health and dignity of vulnerable populations, including 

IDPs and returnees, children, people with disabilities and the elderly. The total number of beneficiaries cannot 

be confirmed as the project documentation contains variations in numbers. The consolidated DCA-HEKS report 

mentions a total of 263,182 people9 reached through coordinated and complementary WASH assistance, spanning 

 
8 Even though the number of 1,492 hygiene kits was communicated to INCAS, the Partner Progress reports mention the 
distribution of hygiene kits to 892 persons. 
9 WASH RF Ukraine 2023 - Consolidated DCA-HEKS 
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several communities in five oblasts (Mykolaiv, Kherson, Dnipropetrovsk, Zaporizhzhia, Donetsk). However, a 

calculation of the individuals impacted per activity, as listed in Table 5, comes to 197,124 people. 

 

Table 5: Key outputs and rights-holders reach by location, WASH response 2023 

Location Output # of Rights-holders 

Mykolaiv 
Mykolaiv Oblast 

Installation of 2 new water points 
Restoration of heating services (300m pipe replacement, 
water treatment and supply unit)  

160,000 individuals 

Bilozirka, and 9 villages of 
the Bilozirska community 
Kherson Oblast 

Installation of 3 boreholes  
Provision of WASH material and equipment to local 
utility companies (Vodokanals) 

13,936 individuals 
 

Ternuvate 
Zaporizhzhia Oblast 

Provision of water treatment units to existing technical 
grade water boreholes 

1,500 individuals 
 

Marhanets 
Dnipropetrovsk Oblast 

Installation of two new water points  2,250 individuals 
 

Pokrovske 
Dnipropetrovsk Oblast 

Installation of a new water point  2,000 individuals 

Tsarychanka, Magdalinivka, 
Petrykivka 
Dnipropetrovsk Oblast 

Hygiene material distribution 
Sanitation facility improvements 
Water access interventions 
Dignity kits for incontinence distribution 

892 individuals 

Siversk and Chasiv Yar 
Donetsk Oblast 

Emergency water distribution 13,823 bottles (6l) of 
water  
N/A    

Krasnotorka 
Donetsk Oblast 

Provision of a 22 kVA generator for an administrative 
building where ’Unbreakable Point’ is located, including 
for water access and heating. 

7,500 individuals 
 

Kostiantynivka 
Donetsk Oblast 

Provision of a 22 kVA generator for a hospital 6,196 individuals 

Sviatohirsk 
Donetsk Oblast 

Provision of a 65 kVA generator for the Vodokanal water 
purification station 

2,850 individuals 

Pokrovs’k 
Donetsk Oblast 

Provision of 3 generators to social bakeries  N/A 

 

Although the response was generally effective, operational challenges hindered complete effectiveness. 

For instance, in Zaporizhzhia, water projects only partially addressed community needs. While two boreholes were 

drilled, they lacked the capacity to serve the entire population, prompting the emergence of local initiatives to 

enhance the system. In Kherson, water infrastructure improvements included well installation and the provision of 

generators, which helped maintain operations during power outages. However, some gaps remained in connecting 

additional buildings to water systems. Some critical buildings in hospitals, like surgery and therapy, weren’t 

connected to the main water supply during the project, but the team planned to expand the system when more 

pipes and equipment arrived. There is some information missing from the documentation regarding the provision of 

generators to social bakeries in Pokrovsk, making it challenging to fully assess the effectiveness and impact of this 

intervention.  

 

The context of the situation sometimes limited effectiveness, presenting additional challenges. For 

instance, drilling in regions with complex geological conditions sometimes extended project timelines and required 

adjustments in scope. Many interventions relied on existing municipal infrastructure, which was not always 

adequately maintained or supported. In several intervention areas, the success of WASH projects depended 

heavily on municipal infrastructure such as water and heating supply networks, sewage systems, and waste 

management facilities. However, many of these systems were outdated, damaged due to conflict, or poorly 
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maintained due to limited local capacity and financial constraints. This created operational challenges, as project 

success hinged on the functionality of these municipal systems. Unclear communication about aid distribution and 

selection criteria sometimes impacted programme activities in Kherson, leading to community tension and 

demonstrating the need for transparent communication strategies. For example, crowding at registration sites, 

especially in Kherson, posed safety risks to vulnerable populations and disrupted orderly aid delivery. This 

underscores the importance of having decentralised registration sites and enhanced crowd control measures.  

 

Intended Results 

▪ Communities benefitted from repaired water networks, treated drinking water, and hygiene kit distribution, with 

up to 265,000 individuals reached in total.  

▪ Repairs to the heating system in Mykolaiv improved conditions for 160,000 residents, reducing winter hardship. 

▪ Generator provision restored and improved water access in de-occupied settlements and those close to the 

frontline, with over 16,500 residents benefiting, including IDPs and the patients of local hospitals. 

▪ Distribution of hygiene and dignity kits to almost 1,000 individuals. Surveys revealed that 95% felt safe during 

assistance distribution and 91% of respondents were “totally satisfied” with hygiene materials. 

▪ Distribution of multi-purpose vouchers to 1,200 individuals for immediate water, food, and hygiene needs as an 

immediate response to the Kakhovka Dam destruction. 

▪ Hygiene promotion campaigns reached over 28,000 individuals. 

 

Unintended Results 

▪ Some interventions increased local involvement, with local authorities and utility companies taking ownership of 

certain key operations, such as maintaining water systems.This is an example of how working in urban, middle 

income country contexts with pre-existing structures can have added value for longer-term support. 

▪ Local councils drilled additional wells independently after receiving initial support, demonstrating an increase in 

community self-reliance and commitment. This further enhances the sustainability and long-term impact of 

NCA-led interventions. 

 

Effectiveness in urban settings 

 

The evaluation assessed the ways in which the joint NCA and partner organisation WASH response was 

effective within urban settings, including hard-to-reach areas. This was set as a particular objective of the 

evaluation, to help NCA and its partners to identify what kinds of adaptation are necessary within urban 

settings and to ensure adherence to humanitarian principles and gender sensitivity whilst maintaining 

public services. 

 

The joint WASH response by NCA and its partners demonstrated effectiveness in urban settings, including 

hard-to-reach areas, in several ways. Rapid response allowed for the successful implementation of project 

initiatives in frontline cities like Mykolaiv, even when faced with security risks. Collaboration with municipal 

authorities ensured successful  prioritisation of needs and access to some challenging locations. Projects were 

designed to ensure equitable access to safe water for drinking, cooking, and hygiene for men, women, and 

children, with specific attention paid to displaced populations. Innovative and integrated solutions included: 

installing water purification systems in metal containers to save time and resources and additionally protecting 

equipment from shelling; procuring generators to maintain the water supply during power outages, including for 

hospitals and schools, which enhanced resilience across sectors; providing multi-purpose vouchers in response to 

the Kakhovka Dam destruction and the rupture of the Dnipro-Mykolaiv water pipeline, allowing beneficiaries to 
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procure essential items like water, food, and hygiene products, promoting autonomy and stimulating local markets; 

and incorporating heating system restoration into WASH responses for a holistic approach. 

 

The evaluation highlighted several operational factors to consider when working in urban settings: 

 

1. Centralised and Rigid Infrastructure 

Urban infrastructure (such as water, sanitation, and energy) is often centrally managed by municipal or 

government bodies or private entities. These systems are typically designed for large-scale, stable populations 

and are less adaptable to rapid changes or crises (like the sudden influx of displaced populations or significant 

damage from conflict). 

 

2. Population Density 

While high population density in urban areas presents challenges such as increased service demand, limited 

space, and the risk of social tensions, it also creates opportunities for cost-efficiency, broader service coverage, 

and integrated service delivery. A well-planned WASH response can capitalise on these advantages while 

mitigating the risks through decentralised service points, adaptive infrastructure planning, and proactive 

community engagement. 

 

3. Institutional Complexity 

This kind of infrastructure is operated within broad institutional frameworks, which have established policies, 

regulations, and bureaucratic procedures. Implementing changes or undertaking emergency interventions often 

requires the navigation of these systems, which can be time-consuming and complex. 

 

4. Need for Integrated Solutions 

Given that urban systems are interconnected (for example, water supply affects sanitation, which affects public 

health), successful solutions must address multiple needs simultaneously. For instance, repairing a water 

pipeline might also involve some assessment of waste management and public hygiene systems to ensure a 

comprehensive response. 

 

5. Adaptation to Multiple Needs 

Urban populations have diverse and layered needs (such as access to water, energy, and waste disposal), so 

effective interventions must take a holistic approach rather than addressing issues in isolation. This is 

especially critical in contexts like Ukraine, where failing to address interdependencies could exacerbate existing 

challenges. 

 

6. Complexity of Local Governance Structures and Security Situation 

In Mykolaiv, for instance, the need for extensive coordination with local authorities, the police, and contractors 

delayed project implementation. The security situation further complicated efforts, requiring contingency 

planning and adjustments to protect personnel and resources. 

 

 

Intermediate conclusions 

 

The NCA-led WASH response in Ukraine effectively addressed urgent water, sanitation, and hygiene needs, and 

appears to have reached up to 265,000 individuals, despite significant challenges. Collaboration with local 

partners, authorities, and community groups was crucial in achieving this impact, enhancing the relevance and 

timeliness of interventions. The response included repairing water networks, distributing hygiene kits, drilling 

boreholes, and providing generators. Specific results included improved heating for 160,000 residents in Mykolaiv, 

generator provision for water access in frontline settlements, and hygiene kit distribution benefitting nearly 1,000 



 
 

16 
 

EVALUATION REPORT 
NCA WASH RESPONSE IN UKRAINE 

individuals. However, there were also some challenges in delivering the initiatives, including extended timelines 

due to geological conditions and maintenance issues that affected municipal infrastructure. Some interventions led 

to increased local involvement and self-reliance, such as the additional wells drilled by local councils. One key 

lesson learned is that operating within the urban context requires integrated solutions, particularly given the 

interconnected nature of urban systems. Centralised infrastructure and institutional complexity posed further 

operational challenges. But overall, the response effectively met pressing needs while highlighting areas for future 

improvement. 

 

 

Case-Study - Revitalising Mykolaiv’s District Heating System: A Novel Approach 
to Crisis Response 
 

Executive Summary   

In Mykolaiv, the district heating system faced critical 

damage due to the ongoing conflict, leaving 

thousands vulnerable during the harsh winter. Joint 

NCA-DCA efforts with local partners, including the 

Mykolaiv Central Heating Plant (CHP) and Southern 

Development Strategy (SDS), successfully addressed 

these challenges, using innovative yet pragmatic 

solutions. This case study explores this response 

from a 360° perspective, highlighting the roles of 

national partners, international donors, local 

authorities, the WASH Cluster, and the impacted 

community.  

Background 

Mykolaiv, a frontline city in southern Ukraine, experienced severe disruptions in heating services following extensive 

infrastructure damage. The Mykolaiv CHP, responsible for heating 40% of the city, was operating with a 92% 

depreciation of its pipeline network. The crisis was exacerbated by water supplies from the Dnipro River being cut off 

due to the conflict, forcing authorities to use saline water, which further corroded the already deteriorating pipes. 

Without immediate intervention, there was a risk that tens of thousands of people could be left without heating during 

winter, and restoring the heating system would then become much more difficult, due to the potential for pipe damage.  

Problem Statement  

The district heating system was on the brink of collapse, threatening the provision of essential services by hospitals, 

schools, and housing for over 160,000 residents, including internally displaced persons (IDPs). The lack of 

international experience in handling such complex repairs within the local context added another layer of difficulty. 

Meanwhile, any response had to be aligned with national priorities and buy-in needed to be secured from local 

stakeholders, including the community. The situation called for urgent repair work as part of an innovative approach 

to restore functionality amidst various constraints.  

The Intervention and Approach  

The project, spearheaded by NCA and DCA in collaboration with local partners, focused on:  
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▪ Replacing 320 metres of critical pipeline, using materials that ensured durability and reduced maintenance 

needs. Part of the residential district (defined primarily as social housing for elderly individuals and internally 

displaced persons) was prioritised.  

▪ Engaging local experts from SDS and Mykolaiv CHP for on-site decision-making and technical execution.  

▪ Utilising local partners for fund management to ensure accountability and effective resource allocation.  

 

The project’s implementation relied on a robust partnership model, involving the local authorities, the WASH Cluster, 

and community input, addressing immediate needs while setting the groundwork for long-term sustainability.  

Results and Impact  

▪ Restored Heating Services: The intervention prevented a potential collapse of the heating system, ensuring that 

essential service providers – including hospitals, schools and kindergartens – remained operational throughout 

the winter season.  

▪ Sustainability Considerations: The use of insulated metal pipes reduced the likelihood of future repairs, 

decreasing long-term operational costs.  

▪ Catalyst for Further Investment: The project demonstrated a successful model for heating system restoration, 

encouraging other donor organisations, such as IOM, to consider supporting similar initiatives, which they might 

not have previously considered.  

▪ Community Resilience: The timely restoration of heating provided psychological relief and strengthened 

community trust in both local authorities and international donors.  

▪ Enhanced Local Capacity: The involvement of SDS improved local project management expertise and 

infrastructure maintenance, fostering greater autonomy for future projects.  

Challenges and Solutions  

The project encountered several challenges that called for strategic interventions and collaboration. International 

partners, particularly those in the WASH Cluster, had limited experience of repairing heating systems, with their 

primary focus being on water and sanitation. To address this knowledge gap, the project fostered close collaboration 

and knowledge-sharing between NCA, DCA and local partners, allowing for effective adaptation and the 

implementation of solutions. 

Local partners also initially lacked the technical expertise needed for complex pipeline repairs and project 

management. Many engineers and potential experts, particularly men aged 25–60, also faced conscription into the 

Armed Forces of Ukraine, creating a shortage of skilled labour. To overcome this challenge, the project team focused 

on training and mentoring local workers – an approach that helped to build capacity and maintain momentum, in spite 

of the workforce shortage. 

Ongoing conflict in the region caused significant logistical disruptions, including material supply delays and transport 

difficulties. Market instability and limited access to suppliers further complicated procurement. The team responded 

by maximising local procurement channels, reducing reliance on external suppliers, and streamlining coordination 

with local actors. Diversifying supplier networks and implementing contingency planning also stabilised the supply 

chain and mitigated delays. 

Modernising outdated infrastructure, including replacing pipelines and pumps, proved to be technically complex. 

Some pipelines required customised engineering solutions, adding complexity to the project and causing delays. In 

response, the project team engaged experts to design and implement tailored solutions, while adjusting project 

timelines to accommodate these technical challenges. 



 
 

18 
 

EVALUATION REPORT 
NCA WASH RESPONSE IN UKRAINE 

Establishing effective communication with the local authorities and navigating bureaucratic procedures presented 

another challenge. The repair process required multiple rounds of approvals, which delayed project initiation. To 

address this, the project team established and maintained regular communication with the local authorities, which 

helped to expedite approvals and ensure smooth progression of the project. 

Adhering to national environmental regulations and norms for heating systems added further complexity. Changing 

standards and legal requirements extended the project timelines and caused some overspending. To ensure 

compliance, the project team sought legal expertise, aiming to strike a balance between satisfying regulatory 

requirements and adhering to project goals and timelines. 

Aligning the priorities of the various organisations involved in water and heating systems was another challenge. The 

project team held frequent meetings and established technical working groups (TWGs) to facilitate consensus, 

streamline decision-making, and ensure resource allocation. 

Lastly, the lack of heating during winter was a severe hardship for residents and led to some public unrest, which put 

additional pressure on local authorities. To address this social impact, the project made it a priority to restore heating 

systems as quickly as possible and engaged with the community through transparent communication, helping to 

manage expectations and reduce social tensions. The CHP was able to provide hearing to residents in end of 

November 2023 with the heating season 23-24 having started on 14 November in Mykolaiv.  

Lessons Learned  

▪ Engaging local partners like SDS ensured contextually appropriate and timely interventions.  

▪ Clear communication and shared decision-making enhanced trust among stakeholders.  

▪ Adapting to on-the-ground realities allowed the project to pivot effectively in response to emerging challenges.  

Insights and Recommendations Based on the Case-Study  

▪ Ensuring transparency in funding is critical for building trust and maintaining credibility with local authorities and 

communities, particularly given the high risk of corruption in infrastructure reconstruction. For example, this 

avoids duplication of expenses for the restoration of same objects from different funds/programs and to ensure 

that resources reach intended beneficiaries. 

▪ Utilising capable local partners for fund management improves efficiency, ensures better fund absorption, and 

supports project success. 

▪ Prioritising the rapid approval of projects with all stakeholders – especially donors – is key to success, particularly 

within conflict and crisis settings. 

▪ Engaging local NGOs early in project implementation ensures transparency and facilitates the delivery of 

meaningful projects. 

▪ Fostering effective local collaboration enhances the understanding of community needs, allowing for better 

project adaptation and increased trust. 

▪ Maintaining flexibility in project strategies enables quicker and more effective responses, especially during 

conflict or crises. 

▪ Focusing on preventative maintenance and regular infrastructure upkeep helps avoid larger humanitarian 

disasters. 

▪ Investing in local capacity building, including training and knowledge exchange with international experts, 

strengthens local capabilities to tackle project challenges effectively. 

Conclusion 
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The project’s success in Mykolaiv could serve as a good example for future humanitarian responses in conflict zones, 

particularly in urban and densely populated settings. By combining innovation, strong partnerships, and a focus on 

localisation, the intervention not only restored critical heating services but also enhanced resilience within the local 

community and among partner organisations 

 

3. COHERENCE  
 

Coherence with communities and urban service providers 
 

The evaluation examined the programme's cooperation and coordination between NCA and partners with 

existing institutions, legislative bodies, and administrative processes. This aspect was considered 

particularly important given the context of the response. 

 

There are a number of sinternational and national stakeholders to be considered in the context of the WASH response of NCA in 
Ukraine in addition to thje implemnenting partners. This overview is provided in Table 6: 

Table 6: Overview of key stakeholder groups in the WASH Response in Ukraine 

Stakeholder Category Examples Roles/Responsibilities Level of Involvement 

Government Authorities 

(Local level, hromadas) 

Local Councils, Local 

Executive Bodies, Military 

Administrations 

Policy-making, regulatory 

oversight, needs assessment, 

facilitating access, crisis 

coordination 

Strategic oversight & 

coordination 

Security and Law 

Enforcement 

Mykolaiv Police, National 

Guard 

Ensuring security, access 

control, site protection, crisis 

response 

Security enforcement, 

access facilitation 

Public Utility Companies 

(State-Owned Enterprises) 

Mykolaiv Central Heating 

Plant 

Heating supply, energy 

provision, system maintenance, 

infrastructure repair 

Direct service delivery & 

infrastructure 

management 

Municipal Utility Companies 

(Owned by Local Self-

Government) 

Vodokanal (branches in 

Kostiantynivka, Sviatohirsk) 

Water and sanitation service 

delivery, wastewater treatment, 

system maintenance 

Direct service delivery & 

infrastructure 

management 

UN Agencies & International 

NGOs 

UNOPS, IOM, ACT Alliance, 

NCA, DCA, HEKS/EPER 

Needs assessment, technical 

assistance, coordination, 

funding, delivering WASH 

interventions (directly & through 

local NGOs) 

Strategic coordination, 

implementation & 

monitoring 

Implementing Partners & 

Contractors 

Local contractors, 

specialised WASH 

organisations 

On-the-ground WASH service 

implementation, site 

management, infrastructure 

rehabilitation 

Field-level 

implementation 

Local NGOs & Civil Society SDS, UEP, Love and 

Kindness, Iskra Voly, 

Charitable Fund “Podykh 

Nadii” 

Community mobilisation, 

advocacy, local expertise, direct 

WASH service provision, 

monitroing & evaluation 

Field-level 

implementation 

Donors & Funders NORAD  Funding, strategic guidance, 

monitoring and evaluation 

Strategic support 
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Affected Communities Communities in Kherson, 

Mykolaiv, Zaporizhzhia, 

Donetsk, Dnipropetrovsk 

oblasts; Collective centres 

for IDPs and vulnerable 

populations; Social support 

institutions;  

Service users, feedback 

providers 

Service recipients 

 

Cooperation and coordination with local authorities was essential due to the NCA-led programme’s focus 

on restoring the basic functionality of water, heating, and wastewater services. Key informants observed that 

the success of the project depended on cooperation with stakeholders. The general humanitarian community also 

established close coordination with authorities. For example, the WASH Cluster closely collaborated with the 

national Vodokanal Association and cooperated with the Ministry for Communities and Territories Development to 

conduct needs assessments. Overall, the cluster worked closely with the authorities and served as an information 

channel to communicate requests for funding and assistance.  

 

Cooperation with regional and local authorities occurred throughout the entire implementation process, 

primarily with the authorities acting as intermediary actors in the following formats:  

 

▪ Conversations with authorities and community leaders were essential to access information on 

specific community needs. For instance, UEP’s exchange with the authorities in Dnipropetrovsk and 

Zaporizhzhia region improved its team’s understanding of the needs in collective shelters and helped in the 

selection of locations for boreholes. Iskra Voly also reported good cooperation with the authorities, which 

included receiving necessary reports and information, and maintaining daily contact – particularly with 

municipal employment centres – to identify IDPs eligible for CfW. Authorities also played a role in advocating 

for community needs to international actors. Along with municipal utility companies like Vodokanal, the 

authorities served as key points of access for information on needs. However, the HEKS project proposal 

highlighted the importance of supplementing this information with input from local communities. 

 

▪ Cooperation with official structures was essential for gaining humanitarian access. Official approval was 

required to obtain permits, such as environmental permits for wells or repair work permits. Authorities also 

facilitated direct contact with municipalities and other recipients of assistance. This was especially critical in 

high-risk areas, where interaction and coordination with local authorities was a particularly crucial component in 

accessing populated regions. Adhering to international procedures and establishing formal communication 

channels was an important part of resolving any potential implementation issues, as was respecting Ukraine’s 

legal requirements. It was understood that a Memorandum of Understanding (MoU) was always a prerequisite 

for cooperation, and international actors and authorities adhered to this requirement. 

 

▪ Cooperation during implementation was primarily technical. Although the WASH Cluster recommended 

independent implementation, the NCA-led project team found that it was necessary to cooperate directly with 

local communities and technical experts from utility companies, such as engineers from Vodokanal. It was 

important to maintain flexibility in this approach, responding to the capacity available in different environments. 

For example, the capacities of experts, volunteers, and staff were lower in rural areas, so in certain situations a 

hybrid strategy involving local volunteers and civil society was needed. 
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Overall, the NCA-led project team disclosed no significant issues in their collaboration with authorities. 

Interviewees spoke of trust and openness. Notably, staff mentioned that their transparency about capabilities 

was appreciated by local actors. In rural areas like communities in Zaporizhzhia region, communication was 

informal and easy. Previous work in the region facilitated cooperation by simplifying the process of establishing 

contact and connections. The prospect of future projects and the opportunity to submit additional requests proved 

motivating factors for the authorities. 

 

The bilateral collaboration between international partners and local authorities led to improved relations 

and trust among authorities, utility companies, and the population as a whole. NCA-funded activities 

provided essential support for repairs, demonstrating visible progress and system functionality despite limited local 

capacities and financial resources. The collaboration involved both practical cooperation and relationship-building.   

 

Coherence with overall humanitarian response 
 

The evaluation assessed the degree to which the NCA-led WASH intervention complemented the overall 

humanitarian WASH response, particularly in terms of the cluster coordination mechanisms operating at 

various levels. 

 

NCA, along with its partners DCA and HEKS, actively engaged in humanitarian coordination mechanisms, 

including participation in the WASH Cluster at both the national and subnational levels, and in technical working 

groups (TWGs) such as the Vodokanal Cell, Gender and Inclusion, Water Quality, District Heating, and Cash. NCA 

and its partners also contributed to the national GBV Cluster and the regional GBV working group, as well as the 

TWGs on MPHSS, SGBV case management, outreach and capacity enhancement, shelter/NFI, CCCM, and 

health. 

 

Coherence with the WASH Cluster entailed two important dimensions, namely:  

 

1. Information-sharing with the WASH Cluster 

 

Implementing partners working on the NCA WASH intervention coordinated with the WASH Cluster and the specific 

engineering group, contributing to joint information gathering and reporting. The information collected was 

incorporated into the 5Ws for Ukraine’s WASH sector and into an interactive map on water utility. The map helped 

illustrate the needs of large water utility companies, mapping their requests and allowing updates on ongoing or 

past WASH activities to be accessed and shared. There is evidence that the implementing partners used 

information provided by the cluster to determine where to intervene and how to strategically position themselves to 

address priority areas, as defined by the cluster.   

 

2. Coordination to avoid duplication 

  

Interviewees who had worked on the NCA-led WASH response said that, before they accepted requests or 

confirmed activities, they first verified within the cluster that no other organization was better positioned to take 

action. For example, knowing that UNICEF was undertaking the large-scale distribution of hygiene kits, NCA and its 

partners decided not to focus on this activity. Staff instead concentrated on the activities that DCA and HEKS could 

technically and financially implement, they reported. The evaluation noted an understanding of the importance of 
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coordination and a willingness to seek synergies and complementarity with other cluster members, and members 

of the ACT Alliance. No indications of duplication were identified in the data.  

 

 

Map 2: Winter map of average minimum temperature and damage to communal heating infrastructure (Source: HNO 2023) 

 

The NCA-led WASH intervention complemented the broader humanitarian response in two significant 

ways, leveraging its strengths: 

 

1. The NCA-led WASH intervention was able to occupy a specific niche, focusing on smaller projects and 

activities where no other actors were present. As one interviewee noted, “This is its strength”. This 

approach allowed the team to address the (comparatively) smaller needs of communities and stakeholders, 

which are not necessarily less relevant than large-scale needs more frequently targeted through interventions. 

The initial project proposal had already noted that HEKS was operating in some locations as the only NGO 

providing humanitarian aid. During the evaluation, interviewees confirmed that in certain villages, no other 

assistance had been provided, due to security concerns that HEKS had managed to successfully overcome. 

Local stakeholders added that some humanitarian organisations had conducted initial assessments but did not 

go on to provide concrete support – which affected the expectations of local populations regarding international 

assistance. These were, therefore, 'quick wins' for HEKS. They were then combined with larger programmes, 

such as the needs-based district heating system shown in Map 2. Staff emphasized that their intention was to 

pursue longer-term programmes, rather than one-off distributions of relief that lack sustainability. 

 

2. The flexibility of the NCA-led WASH intervention was another comparative advantage identified. This 

adaptability, and the donors' understanding that changes are sometimes necessary, meant that programme 

activities could be responsive and needs-oriented, while taking place in the framework of the localisation 

approach.  
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Coherence with other sectors 
 

The evaluation examined the extent to which WASH activities complemented other components of the 

overall Ukraine emergency response, in light of the NCA-led intervention’s multisectoral approach and the 

global priorities of the organisations involved. 

 

Interactions with the humanitarian demining programme were limited, as it was still being developed. In 

2023, DCA's demining activities were primarily focused on training, as it was still procuring the license required to 

conduct other activities. Staff sought interlinkages between the two programmes, and acknowledged that the scope 

of WASH activities could be expanded alongside the activities that would precede greater demining efforts, but this 

did not happen in 2023. There was only one real interaction between the two: building the capacities of 

implementing partners by providing mine awareness training and medical training. This ensured that the NCA 

transferred its security approach, capacities, and understanding to its local partners, rather than merely transferring 

risk.  

 

Connections with GBV programme activities were equally limited, although Outcome 4 of the NCA’s 

humanitarian response aimed for SGBV survivors to access lifesaving, specialized SGBV services appropriate 

and relevant to their immediate needs. Within this component, activities were conducted to establish safe spaces, 

conduct training and awareness efforts, or establish referral systems. However, as reported in the 2023 progress 

reports, the direct connections with SGBV and MPHSSS were more straightforward with shelter efforts as well as 

WASH activities. The main interlinkage between gender and WASH was the general integration of gender 

considerations into the NCA-led approach and the inclusion of women as a vulnerable group within the target 

audience.   

 

Implementing partners noted gender considerations but did not directly target gender aspects in their 

WASH activities. Among these considerations were: avoiding discrimination, including vulnerable groups, adhering 

to the principles of UNSC Resolution 1325 on Women, Peace and Security, using the IASC gender handbook and 

GBV guidelines, and collecting feedback from women and vulnerable groups. NCA also aimed to build HEKS's 

capacities to implement activities focused on GBV and MPHSS. UEP reported that, in four out of its five project 

locations, women are serving as directors – which, it argues, highlights its commitment to gender inclusivity and 

representation. The restoration of hospitals, schools, and kindergartens was also viewed as a gender-sensitive 

aspect of programme activity. Having said all of this, it remains unclear to what extent the current situation – 

including the composition of the remaining population, following the widespread conscription of able-bodied men – 

has led to an overrepresentation of women in the target audience and as contact points.  

 

The evaluation also did not observe many connections with Multi-Purpose Cash-Based Assistance  

(MPCBA) It is understood that DCA moved from a combined shelter and WASH approach to an increased focus on 

WASH in 2023, with shelter needs being covered by MCBPA. HEKS also increased the cash component of its 

support, following the damage done to Kakhovka Dam. Still, few connections were identified between the NCA-led 

WASH intervention and multipurpose cash assistance.  

  

Intermediate conclusions 

 

The NCA-led WASH intervention aligned well with the local authorities and the overall humanitarian response in 

Ukraine, but missed some opportunities to improve internal coherence to connect different sectors and to build on 
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results to maximize impact. Coordination with in-country structures was mutually beneficial, with support and 

funding provided for essential repairs, while local actors supplied information and access. The evaluation found that 

the collaboration with authorities had been positive, with interviewees noting the mutual trust and openness. The 

NCA-led WASH intervention complemented the broader humanitarian effort by focusing on small-scale projects in 

places where other actors were absent. Its flexibility allowed for responsive, needs-oriented activities to be rolled 

out as part of a localised approach. However, the integration of WASH activities with other programme activities 

was partial: integration of WASH activities with demining and SGBV components was limited, though gender 

considerations were included. Connections between WASH and multipurpose cash assistance were not observed, 

despite the trend of placing greater emphasis on cash-based support following the destruction of the Kakhovka 

Dam. 

 

 

4. EFFICIENCY  
 

Use of Resources   
 

The evaluation assessed the NCA-led WASH intervention’s efficiency in resource use to achieve its 

objectives, looking particularly at the financial and human resources available, along with the programme's 

overall response timeliness. 

 

The NCA-led WASH programme generally demonstrated prudent use of resources, with budget adjustments 

made to reflect emerging needs and cost fluctuations. Several key aspects of resource management are 

highlighted: 

 

Budget and Cost Management 

Financial reports indicated a slight overspending in specific budget areas, particularly related to human 

resources, travel, and construction costs. These increased costs were attributed to previously-underestimated 

travel needs and unforeseen spending on legal expertise to ensure compliance with Ukrainian legislation. Rising 

inflation and currency fluctuations also affected the prices of security equipment and materials. Despite these 

challenges, the project management team successfully optimised its expenditure, reallocating savings from travel 

and administration to cover budget overruns in other areas. The use of multiple currencies (notably, NOK, USD, and 

UAH) within the budget introduced financial risks, because exchange rates fluctuated unpredictably. NCA’s response 

was to adjust budget allocations to prevent major overspending. 

 

Procurement  

NCA prioritised local procurement in response to supply chain disruptions, which enhanced cost-

effectiveness and reduced delays. Ukrainian suppliers were the first choice to supply essential materials, which 

not only supported local markets but also ensured compliance with local technical standards (DSTU). Having said 

that, the programme’s reliance on local suppliers sometimes proved challenging in the face of material shortages 

and logistical bottlenecks, particularly in conflict zones. Delays in the delivery of materials, exacerbated by border 

blockades and the risk of shelling in active combat zones like Bilozirka and its surrounded villages, proved to be 

significant obstacles. NCA mitigated the impact of these delays by partnering with local water utilities and suppliers, 

who were often able to expedite deliveries and who prioritised the project’s needs during critical phases. 
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NCA's streamlined procurement processes, facilitated through close coordination with partners, helped 

expedite project implementation. However, complexities in procurement – including the adherence to DCA and 

NCA guidelines – posed challenges initially. These were addressed through capacity-building sessions with local 

partners, which improved procurement efficiency in subsequent phases. In turn, cooperation with organizations 

such as the DCA and NCA allowed local organizations to better adapt their policies to meet donor requirements. 

This included aligning organisational procurement policies with donor policies – which, according to interviewees, 

increased the effectiveness of project implementation and ensured transparency in financing. 

 

Human resources 

Human resources played a critical role in the efficiency of the NCA-led WASH response in Ukraine. But while 

the organisation made significant progress in addressing needs, several challenges related to staffing, expertise, and 

communication influenced the overall efficiency of the intervention. 

 

▪ The high turnover of both international and local staff disrupted project oversight and affected 

institutional memory. Newly deployed staff often needed time to adapt to the operational environment and 

familiarise themselves with security protocols, causing delays in activities. The rapid rotation of international staff, 

combined with the mental and physical exhaustion reported in high-stress areas such as Mykolaiv, affected team 

cohesion and slowed operational momentum. 

 

▪ Limited Ukrainian and Russian language skills among international staff created barriers to direct 

communication with local actors. This increased the reliance on translators, slowing response times and 

occasionally leading to miscommunication. Local hires, fluent in the languages and familiar with the cultural 

contexts, improved communication and coordination. However, recruiting qualified WASH experts within Ukraine 

remained a significant challenge, due to the limited availability of skilled personnel. 

 

▪ A shortage of highly specialised experts in urban WASH within Ukraine caused delays in project planning 

and execution. Some implementing partners also lacked the necessary technical expertise for infrastructure 

repair, which further slowed progress. To bridge this gap, NCA deployed technical advisors to support 

implementing partners, ensuring adherence to quality standards despite the limited in-house expertise available. 

 

The reliance on local partners helped alleviate some human resource challenges. Collaborating with local 

organisations reduced the need for an extensive international staff presence. This empowered partners to take 

ownership of project delivery, while aligning with localisation goals. This indirect implementation also transferred 

some operational risks to local partners, who were better equipped to navigate security challenges in conflict zones, 

bolstering service continuity in hard-to-reach areas (see also ‘Indirect implementation approach’). 

 

Timeliness and adherence to schedules 

Different projects experienced multiple disruptions due to the volatile security situation, restricted access 

to areas near the frontline, and internal coordination challenges. Despite initial delays in obtaining permits and 

securing contractors, adjustments to the project timeline and a generally flexible approach ensured the timely 

achievement of results. For instance, in Bilozirka, the active construction phase was postponed due to safety 

concerns, but resumed once the situation became relatively safe. In Mykolaiv, stable weather conditions were a 

critical factor in meeting deadlines and avoiding additional costs. 
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Monitoring 

NCA and its partners used comprehensive monitoring mechanisms, including regular field visits, beneficiary 

surveys, and community consultations. Detailed records of expenditure, workforce time sheets, and photographic 

documentation were maintained throughout the project. Periodic calls with community representatives and field visits, 

where possible, also allowed for real-time feedback and adjustments, ensuring that issues were addressed promptly. 

However, the need for improved beneficiary tracking and coordination was identified following the emergence of 

cases including duplication in aid distribution, with individuals registering with multiple organisations for MPCA. 

NCA demonstrated adaptability in its response to feedback, incorporating insights from local communities 

into its project decisions. For instance, following beneficiary feedback during monitoring visits, NCA made 

adjustments to the type of water purification systems it procured, selecting systems inside metal containers instead 

of dedicated rooms or premises to better meet articulated community needs. Using metal containers eliminated the 

need for extensive construction works, optimising resources and accelerating project delivery. 

 

Ways of working  
 

The evaluation explored how effective NCA and its partners were in adapting their ways of working to ensure 

an appropriate response in urban and hard-to-reach areas. NCA's operational environment in Ukraine – 

particularly in areas like Mykolaiv – demonstrated significant security challenges, which shaped its efficiency. 

 

Security 

Security measures, such as real-time risk assessments and protocols, were actively implemented but varied 

in their robustness. In Mykolaiv, the heightened threat of missiles necessitated frequent last-minute decisions to be 

made on field movements. Teams adhered strictly to protocols, ensuring risks were not imposed on individuals. 

However, gaps in duty of care were noted, particularly in rest and recuperation (R&R) arrangements, which were 

described as insufficiently tailored to high-risk zones like Mykolaiv, compared to safer locations like Kyiv. Adaptive 

measures were also implemented, such as consolidating distribution rounds during safer periods to minimise the 

exposure of beneficiaries and staff to shelling. Similarly, in high-risk zones like Bilozirka, material deliveries were 

strategically consolidated to ensure safety and prevent disruptions caused by weather or active shelling. 

 

Humanitarian Access 

Humanitarian access was a critical factor in the efficiency of the NCA-led WASH response in Ukraine, 

particularly in urban settings like Mykolaiv and conflict-affected rural areas such as Bilozirka. NCA’s 

operational activities saw geographical variation ranging from relatively accessible to high-risk zones, as shown in 

Map 3. Despite significant challenges, proactive strategies and adaptations enabled interventions to reach vulnerable 

populations effectively. NCA addressed access challenges in different ways: sometimes through collaboration with 

local authorities to expedite permits and resolve logistical bottlenecks, sometimes acting through local partner 

organisations, and sometimes by partnering with community groups to navigate high-risk areas, ensuring continuity 

of service delivery. 
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Map 3: Access severity: perceptions of access restrictions (Source: HNO 2023) 

Secondment Dynamics 

NCA staff were operating as advisors to DCA, however their placement was not supported by a clear and 

detailed agreement between both organization in terms of information-sharing and reporting lines. This 

structure led to some inefficiencies due to misaligned administrative systems (such as  accommodation and manuals) 

and unclarities for staff which had to be sorted out during the secondment. A clearer pre-deployment agreement 

between the NCA and DCA headquarters could have mitigated these challenges, avoiding field-level disagreements. 

 

Implementation Approach   

 

The evaluation assessed the efficiency of the programme’s direct and indirect approaches to 

implementation, and the added value brought by NCA to its partners. In doing this, the evaluation explored 

the advantages and disadvantages of the different implementation approaches applied by these partners. 

 

The NCA-led WASH programme used a mixed approach to implementation, combining direct interventions 

(in the case of HEKS) and partnerships with local NGOs and municipal bodies (in the case of DCA). The 

implementation strategies differed significantly in their methodologies, indicating both strengths and constraints in 

each operational model: 

 

▪ HEKS adopted a more direct implementation model, especially for WASH activities, allowing for better 

control over operations and more responsiveness to frontline needs. Thanks to this approach, HEKS could 

navigate high-risk areas, as evidenced by its presence in frontline regions like Mykolaiv and Sloviansk (Donetsk). 

It relied on local contractors for infrastructure repairs, ensuring adherence to procurement standards and effective 

supervision. This model was particularly suitable for areas with complex intercommunal dynamics, where direct 

implementation reduced the risk of bias and enhanced transparency. 
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▪ DCA, by contrast, worked more through partnerships with local actors, leveraging its status as a 

registered entity in Ukraine and its existing networks. This facilitated access to some areas, ensured donor 

confidence and a certain level of sustainability, but it also sometimes restricted rapid adaptability to evolving 

needs, as highlighted in Mykolaiv’s infrastructure repair projects. Other challenges arose due to variations in 

partner capacities and occasional delays in project completion, such as with the borehole installations. DCA’s 

indirect approach ultimately required significant oversight from NCA to ensure quality and alignment with 

programme goals.Another challenge was the selection of appropriate partners to carry out WASH activities. The 

choice of partners with the required technical know-how, expertise and skills was limited, which forced DCA/NCA 

to work with partners who had limited tarck record in this sector and who required substantial capacity-building. 

The slection of partners become more targeted during the response based on deepened understanding of the 

context, the requirements of the sector and the possibilities offered by local partners. 

 

These approaches allowed NCA to address diverse needs efficiently, thanks to their fragmented – yet 

complementary – nature. HEKS’s frontline focus and DCA’s partnership-driven model provided broader coverage 

collectively than either organisation would have had alone, and they reduced any duplication through coordination 

mechanisms. However, there were missed opportunities for greater synergies between them, such as shared 

resources and streamlined reporting, due to the absence of a joint HEKS-DCA implementation framework. 

 

In both approaches, training and mentoring provided to partner organisations on procurement and financial 

management contributed to more effective resource utilisation and adherence to compliance requirements. 

Monitoring visits conducted by NCA and DCA staff further ensured that projects met quality standards and that any 

issues were promptly addressed. 

 

NCA’s added value to its partners could be summarised as follows: 

 

▪ NCA brought critical WASH skills to partnerships, enabling efficient needs identification and project design, 

particularly in rural and urban contexts. 

▪ By facilitating access to international funding and resources, NCA broadened the scope of interventions. 

 

NCA leveraged its partnership with other organisations in the following key ways: 

 

▪ NCA optimised resource allocation by using mechanisms like cluster systems for coordination, avoiding 

duplication with HEKS and DCA. 

▪ NCA leveraged DCA’s established access in Ukraine to circumvent the need for its own registration. This 

facilitated operations but limited NCA’s direct influence in some strategic decisions, such as when to prioritise 

localisation and when to prioritise fulfilling immediate operational needs. 

 

NCA’s limited direct influence over implementation decisions did occasionally present challenges, such as 

reducing responsiveness due to the need for decisions to pass through various levels and email communication. 

The planned transition in 2024 to a Joint Country Programme with DCA should streamline these issues. This move 

will enable NCA to have a direct presence in Ukraine, which is expected to facilitate communication and 

coordination, and make the approval and decision-making process more efficient. 
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Intermediate conclusions 

Overall, NCA's WASH programme in Ukraine exhibited considerable efficiency despite the challenging context. 

Effective use of local procurement, adaptive management, and strong partnerships with local authorities and NGOs 

optimised resource utilisation. Although financial and logistical challenges arose, they were mitigated through 

proactive measures and close monitoring. High staff turnover and language barriers posed challenges, but these 

were addressed by hiring local staff and deploying technical advisors. The programme demonstrated efficiency 

through flexible response and significant collaboration with local entities. Security measures were robust but varied, 

with adaptations made to minimise risks in high-threat zones. Humanitarian access was facilitated through 

partnerships, local authorities, and community groups, ensuring service continuity. The mixed implementation 

approach – direct interventions by HEKS and partnership-driven interventions by DCA – addressed diverse needs 

efficiently. NCA’s added value included leveraging established access between organisations to increase 

operational effectiveness, bringing critical WASH skills, and facilitating international funding, though some 

challenges in direct influence and responsiveness were noted. The planned transition to a Joint Country 

Programme with DCA in 2024 aims to streamline operations. 

 

 

5. SUSTAINABILITY  
 

Sustainability of activities 
 

The evaluation examined the probability that the benefits of the NCA-led WASH intervention will persist, 

following the project’s conclusion. To achieve this, it analysed the factors and the necessary preconditions 

that support and impede result sustainability . 

 

The NCA-led WASH response has taken various important steps to ensure that local communities can 

maintain the infrastructure after the intervention. These include: 

 

▪ Local communities were able to obtain the resources necessary for infrastructure maintenance, thanks to the 

cooperation of NCA, DCA and HEKS. This cooperation included securing funding for the purchase of materials 

and equipment that would ensure the system’s long-term sustainability. 

▪ Measures were implemented to restore the water supply – notably, replacing ordinary pipes with plastic pipes. 

This will ensure residents have access to clean water, particularly socially vulnerable groups such as the 

elderly and IDPs. Large sections of the heat network in Mykolaiv were also replaced. 

▪ The project included training programmes for local specialists in water supply and sanitation management, 

along with broader education components to help beneficiaries understand the importance of hygiene and 

water conservation. This should contribute to the formation of environmentally conscious behaviour, which in 

turn will supports the project’s results. 

▪ Partnership with international donors contributed to increasing the expertise of local organisations. This will 

allow these organisations to be more resilient in the face of challenges arising during project implementation, 

and to be more proactive in approaching international donors for further funding. 

▪ The active participation of residents during project implementation helps to strengthen community trust and 

support. It also increases the likelihood that project results will be anchored and sustained in the future. 

▪ The project has seen local authorities become more proactive in their role, and better able to represent the 

interests of enterprises to donors. This indicates a growing awareness of the importance of cooperation with 

international partners to solve local infrastructure problems. 
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▪ Following the project’s implementation, the ownership (and maintenance) of water supply and sanitation 

systems were transferred to the balance of local authorities or communal enterprises. Usually, this would allow 

communities to manage these systems independently, increasing their sense of being responsible for providing 

the necessary services. Having said this, there’s still a need to improve the current capacity of enterprises and 

organisations in further system maintenance. 

 

These operational sustainability considerations were supported by broader policy initiatives aiming to 

support the long-term sustainability of the interventions. For example, in August 2023, OCHA and ICCG 

developed a winter response plan that prioritized WASH activities – along with activities in other core sectors – to 

ensure the stability of WASH infrastructure during the challenging winter conditions.  

 

Crucially, initiatives aimed at improving infrastructure already have active community support. For example, 

residents organise the repair and maintenance of water supply and heating systems in their high-rise buildings, 

boosting the efficiency and reliability of these systems. In some communities, the use of wells is supervised 

informally.  

 

There is also an effective feedback loop underway. In Mykolaiv, the project’s results contributed to the city 

council’s strategy to attract more international funding, which was approved in early 2024. This indicates a 

readiness for long-term planning when it comes to project sustainability: “We developed a long-term strategy 

together with the government of Denmark and it is designed for almost 50 years”. The project plan involves 

introducing new technologies, such as solar power supply systems, reducing dependence on traditional energy 

sources, increasing system sustainability, and contributing to a long-term reduction in energy costs. The plan 

focuses on preventative measures – such as using clean water for the heating network – which is intended to help 

avoid serious problems in the future.  

 

The need for WASH projects in the community is expected to remain relevant in the future, due to the 

following factors: 

 

▪ After the destruction of the Kakhovka Dam, there is a sustained need for projects that can partially restore the 

water supply and provide communities with safe water sources. This is in spite of the efforts of international 

organisations, due to the scale of the humanitarian crisis in the affected communities. Focusing on 

preventative measures – such as using clean water for the heating network – will help to avoid serious 

problems in the future. The continuation of WASH projects is critical for the repair and maintenance of these 

systems, ensuring access to safe drinking water and sanitation for the population.  

▪ As the winter season approaches, the need for WASH projects will become even more urgent, because 

access to water and heat is critical for the survival of vulnerable groups. Projects that support water and 

sanitation infrastructure will help reduce the risks associated with the cold weather. 

▪ Changes in the demographic situation, such as population displacement due to conflict, create new needs for 

access to water and sanitation. The continuation of WASH projects will allow necessary adaptations to be 

made in response to these changes, helping to ensure an adequate level of service provision for new groups. 

▪ Climate change also increases the need for WASH projects, as these can help communities adapt to new and 

unpredictable conditions. For example, the introduction of new technologies – such as solar power supply 

systems in communities that are safe from constant shelling – can reduce the dependence on traditional 

energy sources and increase the sustainability of the system (including the operation of wells that have 

already been drilled). 
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▪ Vulnerable populations, such as women, children and people with disabilities, require specialised WASH 

services, including access to hygiene products and safe sanitation services. But their needs may extend 

beyond this, and this will likely be identified during programme implementation. WASH projects can include 

psychological support elements for people affected by conflict, which could help to reduce stress and improve 

the overall health of vulnerable groups. 

 

Long-term results depend on several factors, including the security of any restored WASH infrastructure. 

Several steps can be taken to safeguard restored infrastructure – including the ongoing and advanced training of 

local specialists, the direct purchase and donation of equipment by donors and project executors, the repair and 

maintenance of WASH infrastructure, involvement of the community and local CSOs in all processes, cooperation 

with local authorities, the creation of monitoring mechanisms/preventative measures, engagement on local 

strategies and plans, the distribution of hygiene kits and the promotion of good hygiene practices. On the other 

hand, there are a number of risks that could affect sustainability – including decreased funding, ongoing 

dependence on foreign aid, problems with the supply of materials, political risk, lack of infrastructure maintenance, 

personnel problems and changes in the demographic, security or environmental context. 

 

Sustainability of partner capacity-building  
 

The evaluation assessed the sustainability of results, particularly related to the long-term effects of the 

partnership between NCA and its partners, including capacity-building efforts. It explored direct and 

indirect outcomes for partners, including knowledge transfer from international to Ukrainian organisations, 

from Ukrainian partners to international organisations, and between international partners. 

 

In the NCA-led WASH project, partner adherence to humanitarian principles significantly improved, largely 

due to the NCA’s own humanitarian strategy, the training and support provided, social support and solidarity, and 

the involvement of vulnerable groups. NCA partners actively participated in cluster meetings, facilitating 

coordination with other humanitarian organisations. This collaboration has reinforced the humanitarian principles of 

impartiality and neutrality, with organisations working together to address gaps in aid delivery. Seconded experts 

collaborated closely with national staff, contributing directly to their capacity building and overall comprehension. 

NCA also provided technical support and training to its partners to enhance their understanding of and compliance 

with humanitarian principles. This included training on project management, adherence to humanitarian standards, 

and addressing the needs of vulnerable groups. 

 

Partner reports reviewed in the course of this evaluation contained indications that the NCA-led WASH 

programme effectively upheld humanitarian principles, as follows: 

 

▪ On humanity: “The project provided aid solely on the basis of needs assessment and humanitarian principles, 

without discrimination or favoritism, to provide fair and impartial psychological support to everyone affected by 

a conflict or crisis10.” 

▪ On independence: “The project maintained independence in providing services, including psychological 

assistance and support, based on assessed needs and humanitarian principles, without excessive pressure or 

influence from external factors11.” 

 
10Extract - Document: UAMH final report . docx , Position: 16696-18141 
11Extract - Document: UAMH final report . docx , Position: 16696-18141 
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▪ On impartiality: “The project maintained strict impartiality in its activities, providing assistance exclusively on 

the basis of needs, without discrimination based on ethnicity, religion or political affiliation. An example of this is 

the distribution of aid in such a way as to equally cover all beneficiaries, regardless of their origin or 

connections12.” 

 

NCA supported its partners and strengthened their capabilities to implement WASH activities through the 

planning and implementation of various initiatives, including through the training and secondment of 

experts. Outcomes can be noted at various levels: 

 

1. In terms of confidence: Cooperation between international donors and local organisations contributed to 

strengthened trust, which is important for further work and to attract new resources. In fact, the partnership with 

NCA has helped local organisations to become more proactive in reaching out to international donors to rebuild 

infrastructure. This indicates a growth in their confidence and enhanced project management abilities. 

2. In terms of knowledge:  NCA provided its partners with the tools to monitor and evaluate the effectiveness of 

their work. This allowed partners to better understand community needs and to adapt their programmes 

according to changes in their situation. NCA provided additional technical support through experts, which 

included the planning and implementation of WASH projects. This ensured a high level of programme quality 

andeffectiveness in meeting the needs of the population. 34 programme staff received training on GBV and 

psychosocial support (MHPSS) guidelines. Working with NCA specialists enabled implementing organisations 

to gain access to best practice – both in the WASH field and overall. Both Iskra Voli and UEP noted the 

improvement of their procurement procedures and the expansion of their supplier bases following the 

implementation of the project’s first phase and the knowledge transfer they had benefitted from.  

3. In terms of behaviour: Thanks to NCA support, partners were able to strengthen social ties within their target 

communities. This enhanced community involvement in decision-making processes, ensuring more sustainable 

support. NCA also supported the implementation of preventative measures, such as the reconstruction of 

emergency sections of the dsitrict heat systems,, which helped to avoid serious problems in the future. This 

indicates a proactive approach to resource and infrastructure management. The partnership with NCA has also 

helped local organisations to become more flexible in their approaches to project management, allowing them 

to quickly respond to changes in project implementation conditions. 

 

The NCA gained experience in quickly responding to changes in the security situation, which allowed it to 

adapt its programmes to meet new challenges. In this context in particular, the NCA has learned the importance of 

close coordination with local authorities and other humanitarian organisations. This helped to avoid the duplication 

of efforts, meaning the NCA could provide more effective assistance. Throughout this process, the NCA and DCA  

gained experience in identifying local actors, which positively impacted the development of later activities. 

 

Intermediate conclusions 

 

The sustainability of NCA's WASH projects in Ukraine was bolstered by effective training, collaboration with local 

authorities, and community involvement. These efforts ensured the ongoing maintenance of the infrastructure, 

enhancing long-term results. The continuation and success of these projects depend on factors like the security 

situation, local engagement, and sustained funding. NCA supported its partners in WASH projects through training 

and expert secondment, enhancing trust and proactive engagement. This collaboration enabled better monitoring 

and evaluation, ensuring high-quality programme implementation and increased adherence to humanitarian 

 
12Extract - Document: Iskra Volya final report.docx, Item: 12946-13720 
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principles. Local organisations were empowered to manage resources and infrastructure more effectively. Despite 

challenges in funding and materials, the partnership resulted in improved expertise, coordination, and infrastructure 

development.  

 

 

Case-Study Advancing Localisation in the WASH Sector – The Experience of 

Southern Development Strategy (SDS)  
 

Introduction 

Southern Development Strategy (SDS) is a Ukrainian non-governmental 

organisation that has been at the forefront of supporting communities in conflict-

affected regions of Ukraine. Since 2022, SDS has partnered with NCA in 

implementing WASH projects, with a specific focus on Mykolaiv. 

 

The scope of SDS’s work spans needs assessment, project implementation, and 

fostering local ownership in water infrastructure restoration. With NCA’s support, SDS has expanded its capacity to 

address critical community needs amidst the challenges posed by the ongoing conflict. 

Partnership Experience 

Initially, SDS successfully implemented several small projects, demonstrating both efficiency and the capacity for 

rapid execution. SDS was identified as a capable local partner to implement WASH activities in frontline areas. The 

NCA-SDS collaboration was rooted in a shared mission to provide sustainable solutions to water and sanitation 

issues aggravated by conflict. 

As a key actor in Mykolaiv, SDS has historically collaborated with local authorities to address infrastructure gaps. 

However, its role evolved significantly through the partnership with NCA. By integrating capacity-building initiatives 

and technical support from NCA, SDS enhanced its expertise in project planning, execution, and stakeholder 

engagement. 

Localisation Process 

▪ Adapting to Local Challenges: NCA supported SDS in addressing local challenges by providing both financial 

resources and tailored capacity-building. Training, knowledge sharing, and individual consultations helped SDS 

refine its technical capabilities, as well as project management skills like monitoring and evaluating project 

outcomes. 

▪ Inclusion of Local Voices: SDS employed participatory strategies to ensure community inclusion in decision-

making. Online surveys collected baseline and outcome data, while consultations with community leaders 

ensured project objectives aligned with local priorities. 

Challenges and Solutions 

Securing local community ownership of these WASH initiatives posed a challenge to begin with, particularly when it 

came to establishing trust and addressing immediate needs. SDS overcame these hurdles by maintaining open 

communication, involving local stakeholders in planning processes, and demonstrating tangible results through 

effective project implementation. 

Contribution to NCA’s Mandate 

SDS enhanced NCA’s response by acting as a bridge between international donors and local stakeholders, ensuring 

interventions were contextually relevant and impactful. 

Impact on Local Authorities and Partners 
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▪ Strengthened Relationships: The partnership reinforced SDS’s standing with local authorities, creating a 

collaborative environment for decision-making. The establishment of the Applied Recovery Civil Hub in Mykolaiv 

exemplifies how joint efforts enhanced local governance and resource mobilisation. 

▪ Evolution in Civil Society Dynamics: Local authorities increasingly recognised the value of engaging with civil 

society organisations like SDS, leading to improved coordination and mutual trust. NCA’s facilitation of this 

partnership modelled a replicable approach for other humanitarian actors. 

Key outcomes 

▪ Improved Infrastructure: SDS repaired critical water pipelines, restoring reliable access to potable water for 

thousands of households. 

▪ Capacity Development for SDS: Through NCA’s support, SDS acquired new tools and skills, bolstering its ability 

to implement and monitor projects independently.  

▪ Capacity Development for NCA/DCA: The collaboration strengthened NCA/DCA’s understanding of Mykolaiv’s 

operational context. By engaging SDS in planning and implementation, NCA gained insights into local 

governance structures, which improved the alignment of humanitarian projects with community needs. 

▪ Trust Building: Collaborative planning and transparent implementation strengthened trust among stakeholders, 

paving the way for future projects. 

 

Sustainability and Future Plans  

SDS is planning to scale its activities to regions like Dnipropetrovsk and Zaporizhzhia, leveraging its Mykolaiv 

success as a blueprint for sustainable WASH interventions. This expansion includes opening new offices and 

implementing broader infrastructure projects. For instance, in 2024, a project was approved that outlined a 

comprehensive modernisation of the system, including the installation of new pumping stations and the automation 

of operational processes. 

Challenges in Meeting International Standards  

Adhering to humanitarian standards during implementation was challenging, due to security risks and logistical 

hurdles. However, NCA’s guidance ensured compliance, supporting SDS to navigate complex operational 

environments. 

Lessons Learned 

1. Core values like trust, transparency, and local participation were the cornerstones of the partnership’s success. 

2. SDS’s understanding of Mykolaiv’s context was pivotal to the success of interventions. 

3. Involving communities in decision-making fostered trust and ownership. 

4. Close collaboration with NCA and local authorities amplified the impact of projects. 

 

Donor Support 

NCA’s funding and technical assistance were critical to the localisation process. Without this support, SDS would not 

have been able to scale its capacity or achieve the infrastructure improvements realised in Mykolaiv. 

Conclusion 

The partnership between SDS and NCA brought transformative change to WASH services in Mykolaiv. Through 

localisation, SDS became a key driver of sustainable recovery, addressing urgent needs while building long-term 

resilience. This collaboration demonstrates the power of local actors in delivering impactful humanitarian aid and 

highlights a replicable model for post-conflict recovery efforts worldwide. 
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Case-Study  - Localisation Experience and Key Learnings: Partnering with 

the Ukrainian Education Platform 
 

The partnership between the Norwegian Church Aid (NCA) and the Ukrainian 

Education Platform (UEP) offers additional valuable insights into effective 

localisation practices in humanitarian response.  

 

1. Organisational Capacity and Flexibility 

Local partners can effectively adapt to emerging humanitarian needs beyond their initial mandate. 

UEP, originally focused on educational projects, successfully pivoted to managing water, sanitation, and hygiene 

(WASH) projects in response to the urgent water crisis in Mykolaiv and surrounding areas. This adaptability 

ensured timely and relevant humanitarian support despite rapidly changing conditions. 

 

2. Community-Centred Localisation 

Involving local communities ensures project relevance and sustainability. 

UEP conducted comprehensive needs assessments through community consultations, including the use of COBO 

forms and direct feedback from residents. This enabled them to adapt their interventions, such as improving water 

distribution points based on beneficiary input. 

 

3. Adaptive Project Implementation 

Operational flexibility is critical for responding to fluid humanitarian environments. 

Due to infrastructure vulnerabilities and shifting security dynamics, UEP adapted its water supply strategy by 

installing discreet, containerised water stations instead of traditional water towers, reducing visibility and enhancing 

project sustainability in conflict-affected areas. 

 

4. Navigating Bureaucratic Complexities 

Local organisations play a vital role in bridging administrative processes between donors and local authorities. 

UEP facilitated coordination with local governments, ensuring project approvals and smooth implementation. Their 

proactive engagement with municipal authorities in Mykolaiv and Zaporizhzhia resulted in expedited project 

approvals and long-term project sustainability. 

 

5. Donor-Local Partner Dynamics 

Trust and mutual understanding enhance collaboration and project outcomes. 

Initial donor concerns regarding local governance and operational capacity were mitigated through UEP’s 

transparent reporting and demonstrated project management competence. This trust-building approach led to 

sustained donor engagement despite complex operating conditions. 

 

6. Capacity Building and Knowledge Sharing 

Investment in partner capacity development strengthens overall project implementation. 

UEP supported local organisations by helping them align with international financial, administrative, and reporting 

standards. This increased the ability of community-based partners to manage donor-funded projects effectively. 

 

7. Monitoring, Evaluation, and Feedback 

Context-appropriate monitoring ensures transparency and continuous improvement. 
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UEP implemented a monitoring system using COBO forms, a beneficiary hotline, and direct community visits. 

Feedback mechanisms prompted adjustments, such as improving site accessibility at water distribution points. 

 

Conclusions 

The localisation experience with UEP highlights the importance of trust-based partnerships, capacity building, and 

adaptive project management. To enhance future collaborations, NCA is encouraged to: 

▪ Support Flexible Implementation 

▪ Keep Investing in Capacity Development 

▪ Streamline Administrative Processes (consider simplifing donor compliance frameworks and align them with 

local legal and operational contexts) 

▪ Promote Inclusive Planning (involve local partners in project design and strategy discussions from the outset) 

 

 

6. (EARLY) IMPACT  
 

The evaluation looked into the early-stage impact of the NCA-led WASH intervention on its target population, 

and the degree to which it improved their quality of life. It identified several ways in which affected 

communities were positively impacted by the WASH response. 

 

The project supported gender equality by involving women in management roles. For instance, three out of four 

water utility representatives who initiated WASH activities in their communities were women. This both elevated 

their status in the communities and ensured that women's specific needs were considered during project 

implementation. The project addressed the specific requirements of women and girls by providing access to safe 

and private hygiene facilities, and reducing barriers to maintaining good hygiene practice, particularly during 

menstruation. It also ensured access to safe, equitable, and sustainable water for all population groups, including 

women, men, girls, boys, and IDPs. 
Improved hygiene and sanitation systems positively impacted public health by reducing the prevalence of 

disease, particularly among vulnerable groups such as children, women, and the elderly. The war has 

exacerbated the economic hardships of vulnerable populations in Ukraine, limiting their ability to afford basic hygiene 

products and detergents. Through the distribution of hygiene kits, the project provided essential items to those in 

need, offering temporary relief and improving personal hygiene for many individuals. While the impact on community 

health may be modest, the provision of such assistance is significant in fostering a sense of support and alleviating 

emotional stress among affected populations. Additionally, the project's efforts, including awareness-raising 

campaigns on hygiene practices, reinforced the importance of maintaining good hygiene during a time of crisis. 

Although most Ukrainians possess good awareness of hygiene practice – particularly after the Covid-19 pandemic – 

these initiatives served as valuable reminders and strengthened resilience amid challenging circumstances. 

Improved waste management and sanitation practices enhanced environmental sustainability and reduced 

community health risks. Improved water supply infrastructure, particularly in remote and frontline areas, has 

increased community resilience to future crises. Local authorities and utilities demonstrated enhanced capacity and 

self-reliance by independently maintaining and expanding water systems after the project ended, indicating progress 

toward sustainable water management. Social cohesion improved as shared access to clean water became a 

unifying factor, with community members working collaboratively to maintain and protect infrastructure. 

The restoration of water supply and the improvement of hygienic conditions had a demonstrable positive 

impact on the functioning of medical institutions, including polyclinics and hospitals. High-quality water is 

essential for delivering high-quality medical care. Stable water supply and a reduction in heating network accidents 

enabled medical facilities, including maternity hospitals, to operate without interruptions, ensuring consistent access 

to essential healthcare services. 
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The WASH project supported the local economy by sourcing equipment and materials from local suppliers, 

fostering entrepreneurship and providing economic benefits to public utilities. By addressing the challenges 

posed by limited wartime budgets, the project enabled sustainable infrastructure repairs, such as replacing pipes 

instead of relying on temporary fixes. A specific example of this was when purified drinking water was provided to 

educational institutions, so that schools could use high-quality running water instead of purchasing bottled water, 

optimising resources and improving operational efficiency. 

Along with providing economic benefits, the project significantly impacted educational institutions. In target 

communities, schools and kindergartens depend on stable water supply systems to maintain their operations. The 

WASH intervention ensured access to clean water, improving the health of students and teachers while enabling 

schools to function without interruption (where security conditions permitted). This stability was crucial in conflict-

affected areas, where it supported children's development, socialisation, and resilience by fostering a sense of 

normalcy amidst the conditions of war. 

Households experienced cost savings by reducing their reliance on costly imported water, enabling them to 

allocate resources toward food, clothing and other essentials. This reduced financial pressure on households, 

helping them to stabilise their living conditions during moments of crisis. It also supported local markets, as 

beneficiaries used funds to purchase goods and services, indirectly contributing to the local economy. The 

psychological stress of economic insecurity decreased somewhat, as individuals felt more empowered to meet their 

needs, fostering a sense of autonomy and dignity. 

Positive and impactful results achieved in the case of the Mykolaiv heating system have since encouraged 

larger donor-funded organisations to increase their investments and expand their activities in this atypical 

sector within the WASH cluster. The restoration of heating systems in Mykolayiv reduced winter-related health 

risks, particularly for the elderly and those in medical facilities, lowering medical expenses and improving well-being. 

Educational institutions and hospitals were able to function with fewer interruptions, fostering trust in local governance 

and service delivery. Social stability increased, as the intervention prevented community protests and grievances that 

had often arisen due to heating shortages in previous years. The stabilisation of heating systems allowed businesses 

to remain operational during winter, indirectly supporting local economies and encouraging displaced residents to 

return to their communities. 

 

Intermediate conclusions 

There are indications that the impact of the NCA-led WASH response also contributed to the overall quality of life of 

the affected population in the target locations. The project enhanced environmental sustainability and community 

resilience by improving waste management and water supply infrastructure. Medical institutions and educational 

facilities benefited from a stable water supply, ensuring uninterrupted operations and better health outcomes. The 

local economy was supported through sourcing from local suppliers and sustainable infrastructure repair. 

Households experienced cost savings and reduced psychological stress due to cash assistance and improved 

water supply. The successful restoration of Mykolaiv's heating system reduced winter health risks and supported 

local economies, fostering trust in local governance and encouraging displaced residents to return. 
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CONCLUSIONS  
 

NCA’s WASH response in Ukraine successfully addressed urgent water, sanitation, and hygiene needs in a conflict-

affected context, possibly reaching up to 265,000 individuals despite significant logistical, infrastructural, and 

security challenges. The programme demonstrated flexibility and adaptability, critical factors for its effectiveness. 

Collaboration with local partners and close coordination with local authorities and community groups were pivotal in 

expediting problem-solving and fostering resilience. This localisation approach improved the relevance and 

timeliness of project design, enabling adjustments to be made when necessary, to address emerging needs more 

effectively.  

 

The evaluation of the NCA’s WASH programme in Ukraine highlighted its relevance, efficiency, and its use 

of impactful partnerships, despite some challenges in coherence and integration. 

 

▪ Relevance to Needs: The NCA programme was highly relevant to the population's needs and the specific 

context, with efforts to base activities on prioritised needs and adapt to circumstances in a flexible way. 

▪ Success in Mykolaiv: The project's success in Mykolaiv, through technical innovation and strong partnerships, 

enhanced resilience and restored critical services, serving as a model for future responses. 

▪ Coordination and Integration: The NCA-led WASH intervention aligned with local authorities and the broader 

humanitarian response, but missed some opportunities for internal coherence and integration with other 

components like demining and SGBV. 

▪ Efficiency and Sustainability: Despite challenges, the programme demonstrated efficiency through adaptive 

management and strong partnerships, with sustainability bolstered by training and local collaboration. 

 

The 2023 activities were regarded as preparation for the 2024 programme. This included a strong capacity-

building component, amid largely ongoing activities. The following lessons can be identified: 

 

▪ When working in urban settings, cooperation with pre-existing structures – including authorities and service 

providers – is of the utmost importance to ensure relevance, effectiveness and sustainability. In such settings, 

the choice to focus on structural needs – such as strengthening service delivery systems, infrastructure, and 

institutional capacity – rather than individual assistance, can be justified. This approach can strengthen 

centralised systems, ultimately allowing for a greater number of the population to be reached, and fostering 

sustainability. It remains important, however, to consider the pre-existing vulnerabilities and shortcomings of 

these systems during planning and implementation. 

▪ Institutional strengthening is a long-term, continuous and two-way process based on mutual interests and a 

solid capacity assessment. Cooperation with authorities, civil society and local implementing partners should 

be based on trust and transparency to design activities that are based on needs. 

▪ The effectiveness of the partnership under the NCA response (and assumed also under the JNCPUA) lies in 

the variety and complementarity of the implementation approaches. These expanded the scope of the 

programme, better enabling the specific needs of the population to be met. Local implementing partners tend to 

require a strengthening of their administrative capacities and specific WASH competencies, whereas 

international organisations are more in need of access and contextual understanding. 

▪ The largest obstacles in terms of efficiency are the lack of WASH-qualified staff within the country, combined 

with a high degree of turnover. This has impeded the building of institutional memory and the establishment of 

long-term partnerships. Proactive measures and close monitoring are needed to overcome financial and 

logistical challenges. 
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▪ Within the broader humanitarian response, there is room for organisations focused on meeting the very 

specific needs of communities in hard-to reach-areas, to complement the larger humanitarian programmes of 

other actors. For this, coordination and frequent information-sharing are essential to avoid duplication and 

ensure that assistance is based on an honest assessment of available capacity and resources, along with a 

flexible approach that can be adapted when necessary. 

▪ In 2023, there were opportunities for greater internal coherence and synergies between WASH sectors and 

other sectors, but they were not sufficiently explored. It is expected that that these opportunities for exchange 

will be more clearly identified in the joint country programme, and that they will then be better leveraged. 

 

 

RECOMMENDATIONS  
 

1. In terms of relevance, continue to take a needs-based approach, based on the requests of communities 

and stakeholders, and in line with the needs identified by humanitarian actors. Complement this approach 

with proactive engagement with local stakeholders to further understand needs. Design activities properly 

with the aim of further enhancing the strategic approach to project selection. Continue to make coordinated 

responses to community needs and avoid duplication of efforts. 

 

2. Balance smaller activities with larger projects based on the mixed implementation approach through 

various partners in different locations. Complement individuals needs assistance with structural investment 

in existing centralised services within urban settings. 

 

3. Strengthen the internal coherence of the NCA response in order to find synergies between WASH and 

other sectors and further explore the opportunities identified in 2023 to inform the 2024 and 2025 response. 

This will likely increase the overall impact of the programme. Integrate psychosocial support into WASH 

projects to address community trauma more comprehensively with a particualr focus on vulnerable 

populations, including the elderly. 

 

4. To enhance future effectiveness, it is recommended to adopt a strategic, transparent, and context-sensitive 

approach to the selection of local implementing partners, ensuring the process values local knowledge, 

experience, and proximity to affected communities while maintaining rigorous due diligence. Continue to 

strengthen their capacity in project management, procurement and logistics, establish beneficiary feedback 

mechanisms to assess long-term impact, and connect partners with more international coordination and 

funding mechanisms. 

 

5. Continue to involve local authorities and service providers throughout the project cycle, while maintaining 

humanitarian principles and ensuring efficient cooperation based on trust and transparency.  

 

6. During the development of the project idea, take into account national norms and standards. This has 

required (and will require in the future) a detailed study of the relevant legislation, and organisations will 

need to obtain the appropriate permits to help ensure that the project is compliant with current policies and 

standards. 
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7. Continue to include the direct purchase and donation of equipment and consumables to municipalities and 

service providers, which will support the functionality of municipal water utilities in the future. However, this 

support should be combined with capacity-strengthening and sustainability measures. 

 

8. Further invest in the training of local specialists, with a particular emphasis on women, to build vital in-

country WASH expertise. Facilitating the exchange of experience with engineers from Norway and 

Denmark is one effective way of doing this.  

 

9. Explore investment in alternative energy sources in safe communities. Remain flexible in terms of the 

changing WASH needs of the population. 

 

10. Participate, together with local organisations, in the development of local recovery plans and strategic 

recovery plans or programmes that will ensure the involvement of international donors and resource 

management. 

 

11. Foster sustainable partnerships among national CSOs, local authorities, and local businesses by facilitating 

regular dialogues in various formats, such as roundtables, conferences, and collaborative projects, to 

enhance impact, build mutual trust, and strengthen long-term collaboration. 

 

12. Include a clause in the agreements between the donor and the implementing partner specifying a 

commitment to future evaluations after the project's implementation. This clause should be designed to 

align with and not conflict with the confidentiality provisions regarding project information. 

 

13. Provide comprehensive life and health insurance for employees, ensuring it includes coverage for risks 

associated with war and conflict. 

 

14. Enhance the visibility of communication materials by including the full name of the organisation and/or 

initiative, rather than relying solely on abbreviations and logos. 

 

15. Consider adjusting the content of the hygienic kits, especially for vulnerable populations and in locations 

where water access is absent. 
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ANNEX 1 – EVALUATION MATRIX 
 

Criteria Question 
Examples of Judgment 
Criteria 

Means of Verification  

Relevance 

How relevant was the WASH 
intervention to the needs of 
the affected population? 
 
How did working in an urban 
setting, including in hard-to-
reach areas, affect the 
relevance of NCA’s WASH 
response? 
 
How relevant was the 
intervention with respect to 
the Humanitarian Needs 
Overview for Ukraine and 
target populations needs? 
 

Alignment of the intervention 
with the needs of the target 
population. 
Adaptation to changing 
needs or context. 
Contextual alignment with 
Humanitarian Needs 
Overview for Ukraine. 

Needs assessment reports. 
Interviews with rights-
holders and key 
stakeholders. 
Project design and planning 
documents. 

Effectiveness 

In what ways did the joint 
NCA and partners’ WASH 
response demonstrate 
effectiveness within the 
urban setting, including hard-
to-reach areas?   
 
What were the intended and 
unintended results delivered 
by NCA’s WASH response?  
 
What did NCA learn from 
working in urban settings? 

Achievement of stated 
project objectives. 
Timeliness and quality of 
delivered outputs. 
Contribution to improving 
WASH conditions in the 
target area. 

Project progress and final 
reports.  
Outcome monitoring data.  
Interviews with project staff 
and rights-holders. 
Comparison of baseline and 
endline 
assessments/monitoring 
data of WASH conditions. 
Technical documents to 
assess the boreholes 
(Technical Passport of the 
Borehole; Sanitary-
Epidemiological Conclusion; 
Technical Passport of the 
Pumping Equipment; Well 
Water Intake Log). 
Observational visits. 

Coherence 

How did NCA’s WASH 
response adapt to the context 
of a lower-middle-income 
country with strong pre-
existing institutions, 
legislation and administrative 
processes, and how did the 
context affect project design?  
 
Did NCA’s response 
complement the emergency 
and recovery actions by 
existing structures and wider 
humanitarian response? 
 
How complementary were the 
WASH activities to other 
components, such as SGBV, 
MPCBA and MPHSS? 

Adaptation to the presence of 
pre-existing structures, 
systems, and institutions.  
Coordination with local water 
authorities, municipalities, 
and other humanitarian 
actors. 

Interviews with local 
authorities and humanitarian 
partners. 
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Efficiency 

How efficiently were 
resources used to achieve the 
WASH intervention’s 
objectives? 
 
How efficient was the indirect 
implementation approach of 
NCA, and what was the 
added value of NCA to its 
partners? 
 
How effective was NCA in 
adapting its ways of working 
to respond in an urban 
context and hard-to-reach 
areas? 

Cost-effectiveness of the 
intervention. 
Timely delivery of resources 
and services. 
Adequacy of the human, 
financial, and technical 
resources. 

Budget and expenditure 
reports. 
Cost-effectiveness analysis. 
Interviews with financial and 
operational staff, and 
implementing partners. 
Implementation timelines 
and activity logs. 

Sustainability 

What is the likelihood that the 
benefits of the WASH 
intervention will continue after 
the project ends? 
 
To what extent was NCA able 
to support its partners to 
strengthen their capacity to 
design and deliver WASH 
programming and to position 
themselves as visible and 
relevant actors within the 
respective sectors, including 
through training and 
secondment of experts? 
 
What has NCA learnt from 
working with these partners? 

Presence of mechanisms for 
sustainability (e.g., 
community ownership, 
capacity building). 
Institutional support and 
policy alignment. 
Environmental sustainability 
of the intervention. 

Sustainability plans and 
strategies. 
Interviews with community 
leaders and local authorities. 
Evidence of capacity-
building activities. 
Environmental impact 
assessments. 

(Early) Impact 

What are the early areas of 
impact from the WASH 
intervention on the target 
population to improve their 
quality of life? 
 
 
 

Improvements in health and 
hygiene behaviours. 
Increased access to clean 
water and sanitation facilities. 
 

Health and hygiene 
monitoring reports. 
Consultations with rights-
holders and local authorities. 
Observational visits and 
impact assessments. 
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ANNEX 2 – LIST OF CONSULTED PERSONS 
 

NCA  

▪ Ioannis Georgiadis, Senior WASH Advisor 

▪ Damian Seal 

 

DCA  

▪ Robert Behnisch, WASH Programme Manager 

▪ Serhii Kalchenko, WASH Coordinator (National level) 

HEKS 

▪ Peter Cawley, WASH Advisor/Coordinator 

▪ Gordiy Ryzhykov, WASH Senior Team Leader WASH & Shelter since Oct 2022 

 

International actors 

▪ Tetiana Tavlui, Partnerships Development Specialist for Infrastructure, UNOPS Ukraine and lead of the 

District Heating Technical Working Group 

 

Local implementing partners 

▪ Artem Kostiuchenko, Head of national partnership department, UEP 

▪ Olessia Nahirniak, MEAL Manager, UEP 

▪ Milana, former employee Love and Kindness 

▪ Stanislav Troshin, Operations Director, Southern Development Strategy 

▪ Taras Shevchenko, WASH Engineer, Southern Development Strategy 

 

Local stakeholders in Mykolaiv oblast 

▪ Dmytro Miroshnichenko, Head of the Board of Central Heating Plant, Mykolaiv Central Heating Plant 

▪ Anatoliy, Manager, Mykolaiv Central Heating Plant 

▪ Volodymyr Nikolaychuk, First Deputy Director, Department of Housing and Public Utilities of Mykolaiv 

Municipal Administration 

▪ Two members of Homeowners´ Association, Mykolaiv 

 

Local stakeholders in Kherson oblast 

▪ Natalia Levkovska, Communal non-commercial enterprise «Bilozirska hospital» of Bilozerka Village 

Council 

▪ Olha Melnyk, manager, Utility Company «Veselka» 

▪ Viacheslav Protasov, Utility Company «Vodogray» 

▪ Natalia Skavka, Utility Company «Nadiya» 

▪ Liubov Yora, Utility Company «Rosa» 

 

Local Stakeholders in Zaporizhzhia Oblast  

▪ Oleksandr Babanin, Head of the Ternuvate village council 

▪ Yuri Boshko, Deputy school director, TernuvateSupport Institution of General Secondary and Preschool 

Education 

 

Local Stakeholders in Dnipropetrovsk Oblast   
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▪ Iryna, Head of Pokrovske village Council 

▪ Olena Hanzha, Centre for the provision of social services of the Marhanets City Council 

▪ Svitlana Blazhievska, Centre for Social and Psychological Rehabilitation of Children "Warm House", 

Marhanets 

 

Local Stakeholders in Donetsk Oblast   

▪ Oleh Tkachenko, Head of Charitable Fund 'Podykh Nadii', Pokrovsk (Slov'iansk) 

▪ Serhii Zubashev, Section chief of the utility company, Sviatohirsk 

▪ Ludmila Mihaylova, Starosta of the Krasnotorka settlement 

 

 





TOGETHER FOR A JUST WORLD

Norwegian Church Aid works to save lives and seek justice. Our support 
is provided unconditionally with no intetion of influencing anyone’s 
religious affiliation.

Norwegian Church Aid is a member of the ACT Alliance, one of the 
world’s largest humanitarian coalitions. Together, we work throughout 
the world to create positive and sustainable change.

To save lives and seek justice is, for us, faith in action.
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