Reader for Leaders
Successful hromada:
delivering citizen-oriented services
and facilitating sustainable development
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Since the Revolution of Dignity in 2014, Ukraine has embarked on a far-reaching
package of reforms to strengthen local self-government at the basic level through
administrative-territorial reform and decentralisation, giving a voice to people in
their communities and promoting bottom-up development locally.
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As a result of transferring responsibilities and resources from the state to amalgamated hromadas (AHs) and hence bringing decision making closer to the people, local self-government bodies are making a difference to the lives of citizens every day.
They decide on the allocation of financial resources for employing staff, investing in
infrastructure and providing services to their citizens. Municipalities are responsible
for regulating land use in their territories to meet local needs in line with national and
regional strategies. They decide about the reconstruction of cultural facilities, establishing hub schools, renovating roads. They think about how to best ensure delivery
of services directed to the needs of citizens, while attracting investment and supporting sustainable growth for new perspectives for their hromada.
U-LEAD with Europe, in supporting the Government of Ukraine with implementation
of the decentralisation reform and reforms in education and health, concentrates
on capacity development for elected officials and public servants in AHs, enabling
them to fulfil their new roles and responsibilities better and tap the full potential of
the new opportunities that come with local self-government.
To this end, U-LEAD with Europe has developed the concept of “Successful Hromada:
Step by Step”, a systematic and quality-led approach to build expertise in key dimensions, priorities and challenges that local authorities in AHs face. This support
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contains 12 themes in three clusters that (i) strengthen AH authorities1 in becoming
effective and capable, (ii) contribute to designing and delivering high quality services
and (iii) facilitate sustainable local development.

Becoming an effective

Designing and delivering

Facilitating sustainable

and capable AH authority

high quality services

local development

01. Strategic management

05. Administrative services

09. Economic development

02. Managing human

06. Education

10. Spatial planning

resources
03. Municipal finance
04. Communicating and
engaging with citizens

07. Healthcare
08. Citizens’ security
and safety

and infrastructure
development
11. Social cohesion
12. Rural development

and decision-makers

For capacity development in AHs, U-LEAD with Europe closely cooperates with other
international partners, including the USAID funded Decentralisation Offering Better
Results and Efficiency (DOBRE) programme, the Gender-Responsive Budgeting project, supported by Sweden, as well as with the Council of Europe.
Key to the success of these measures is that AH authorities receive tailor-made support for every step in their development:

•

1

“First steps for newly amalgamated hromadas” presents a support package
to recently formed AHs in the run-up to their first elections and the immediate
outcome, to help with legal obligations and operational needs, including prepa
ring budgets, setting up executive bodies and organising first council meetings.

In Reader for Leaders, “AH authority” represents the local self-government bodies at the basic
level, including the Head of AH, its council, starostas, executive bodies and all the structural units
that manage local self-government in the AH territory. Where appropriate to the context, Reader
for Leaders instead refers to the Head of an AH and individual bodies, e.g. AH council, executive
body, finance department, etc.
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Apart from a guide and practical templates, AHs receive tailored and personal
day-to-day support.

•

•

“Steps for Leaders” workshops are designed exclusively for Heads of AHs who
have installed structures and work procedures and are planning their strategic
direction, prioritising use of resources, handling challenges of sector reforms,
looking into investment opportunities and initiating activities to boost local
economic development, while operations can then be delegated to deputies
and specialists. Steps for Leaders are one-day workshops designed to show
the bigger picture of key subjects and issues that determine the success of
a hromada. The workshops are informative, inspirational and interactive and
an exclusive platform for change-driven heads of AHs to learn from each other.
“Steps for Specialists” provide in-depth knowledge for management and
staff in new and established AHs on demand and by specific subject. Each
subject can have multiple modules, which include the most suitable mix of
support measures to develop individual skills and organisational capacity.
These include, for example, detailed handbooks, on-the-job coaching,
training events, workshops, study visits and communities of practice.

Key to the development of an AH is its leadership. The Head of an AH and its top
management set the direction and make strategic decisions. It is less the small
details that matter and more the broader view. What needs to be done, what can
be done, and what is the best way to do it. This is the raison d’être for Reader for
Leaders.
To accompany U-LEAD with Europe’s Steps for Leaders workshops for Heads of AHs,
Reader for Leaders is a compendium of twelve chapters of the key issues AH authorities face. Reader for Leaders is designed to inform and inspire. It is not a law book
but includes links to legal texts. It summarises the main messages for each subject
and uses practical examples to illustrate key points.
While Reader for Leaders is directed towards the top management in AH authorities,
staff and specialists at all levels can enjoy it, as can anyone with an interest in local
self-government in Ukraine. It is not intended to be read cover to cover, but rather to
be consulted as a guidebook to support AH leaders on the path to success.
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How to use Reader for Leaders
Reader for Leaders is designed to help Heads of AHs, the captains of their ships,
navigate their way through at times choppy waters of managing an AH authority. To
help management steer their way around potential obstacles and towards their chosen destinations.
All chapters have the same structure, style and parts, making them easy to follow,
irrespective of the subject:

•

The first part is always about why the subject is important. In most cases,
the reform agenda has placed responsibilities on AH authorities and opened
possibilities too. The policy framework, including laws, institutions, strategies,
is the starting point, but the motivation comes from improving local quality
of life sustainably, by cooperating with citizens, businesses and other
stakeholders.

•

The second part deals with what you need to know. It sets the scene
for AH leadership to make key decisions by describing and explaining key
concepts, parameters and processes. This section draws on both domestic
and international practice, so that they can be interpreted in the context
of Ukrainian realities.

•

The third part outlines opportunities and challenges for AH authorities.
This is the centrepiece of each chapter, as it explains the main legal and
practical considerations for leaders. AH authorities face certain obligations
(mandatory requirements), but also freedoms and flexibilities to implement
decentralisation in the best interests of their communities and learn from
others’ experiences. The onus on heads of AHs is to work out what can
and should be done — as well as what must — and when, where and how.
This means choosing priorities and plotting a way forward.

•

The final part briefly sets out some concluding thoughts, highlighting
the overarching messages of the chapter.

No chapter stands fully on its own. Every theme has links to several others, shown
in the navigation in the margins, so you can jump to the relevant chapter if you want
to read more. QR codes link to information on Ukrainian laws and other important
sources. Alternatively, you can find Reader for Leaders online at https://u-learn.org.ua
and click on the hyperlinks to take you to the right web pages.
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Abbreviations
Other abbreviations used throughout Reader for Leaders are:
AH

Amalgamated hromada

ASC

Administrative service centre

CAD

Computer-aided design

CCTV

Closed-circuit television

CMU

Cabinet of Ministers of Ukraine

CNE

Communal non-commercial enterprise

CSO

Civil society organisation

EU

European Union

GIS

Geographic information system

GIZ

Deutsche Gesellschaft für Internationale Zusammenarbeit (GIZ) GmbH

HRM

Human resources management

LSG

Local self-government

LSGB

Local self-government body

MEDTA

Ministry of Economic Development, Trade and Agriculture of Ukraine

MES

Ministry of Education and Science of Ukraine

MinRegion

Ministry for Development of Communities and Territories of Ukraine

MoF

Ministry of Finance of Ukraine

MoH

Ministry of Health of Ukraine

MSP

Ministry of Social Policy of Ukraine

NGO

Non-governmental organisation

NPU

National Police of Ukraine

OECD

Organisation for Economic Co-operation and Development
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OSA

Oblast state administration

PHC

Primary healthcare

Q&A

Question and answer

RSA

Rayon state administration

SDG

Sustainable Development Goal

SESU

State Emergency Service of Ukraine

SFRD

State Fund for Regional Development

SKL

Swedish Association of Local Authorities and Regions

SME

Small and medium-sized enterprise

SWOT

Strengths, weaknesses, opportunities and threats

UAH

Ukrainian hryvnia (currency)

U-LEAD

Ukraine – Local Empowerment, Accountability and Development
Programme

UNICEF

United Nations Children's Fund

USAID

United States Agency for International Development

VRU

Verkhovna Rada of Ukraine (Parliament)

Please note: References throughout the chapters to “hromada” are to the Ukrainian
word for community, “rayon” which means district, and “oblast” which is region.
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Why is strategic management important
to AH authorities?
Thanks to administrative-territorial reform and decentralisation of powers, local
self-government in Ukraine is experiencing a remarkable transformation. For many
years, small and often rural hromadas had few duties and even less money. They
largely followed policies passed down from higher levels of government, with little room to manoeuvre. The new generation of AH leaders have made an incredible
breakthrough by seizing the initiative, and inspiring people to accept and embrace
change — first to join forces with their neighbouring hromadas, and then to take on
the responsibility to strengthen services and stimulate development.
Nowhere is this change more apparent than in the AH authority itself. Amalgamation is not just a matter of scaling-up, the institution itself becomes more sophisticated — like turning a corner shop into a department store. At the same time, decentralisation is not just a matter of increasing the AH authority’s powers and resources,
it has also added more layers of complexity to its operations, especially with all the
inter-connections (education to economic development, healthcare to social services, spatial planning to citizen’s safety, etc).
It is time to acknowledge that traditional approaches to management are no longer
enough. Success depends to a large degree on Heads of AHs’ readiness to become
fully-fledged strategic managers, as well as the elected representatives of the people, chairpersons of the council, and the faces and voices of AHs in lobbying and
negotiations. Strategic management means having the “helicopter view”, determining the direction, steering the AH authority, delegating, coordinating and ensuring
everything is on track. This requires strength, humility and flexibility — an ability to
inspire but also engage and take on new information. It means respecting different
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01

perspectives, reacting to opportunities with available resources, and responding to
circumstances if and when they change.
Fundamentally, strategic management is about how AH leaders deal with the major
dilemmas they face, across all of their responsibilities, such as:

•

How can we make our AH more prosperous?

•

How do we ensure our children have better life chances
than previous generations?

•

How can we enable people to lead long and healthy lives?

•

How do we bring investment to the AH?

•

How can we assist enterprises to create interesting and well-paid jobs?

•

How do we keep citizens safe, and deal with any disasters if they arise?

•

How can we encourage people to stay in the AH and attract new residents?

•

How can we guarantee households have access to power, water
and transportation?

•

How do we keep the environment clean and free from pollution?

•

How do we best manage our functions and finances and
make use of our resources?

•

How can we ensure people are satisfied with the services we provide?

This chapter is not about preparing a “strategy” for any specific function (e.g. human
resources, procurement or communications) or any individual sector (e.g. education,
social services or local development). It is also not about how to develop a strategic
municipal plan, although it will touch on the pros and cons of documenting the AH
authority’s intentions and discussing them with stakeholders. Instead, it is about the
strategic management of the AH authority as an institution, covering everything
it does.
There is no law in Ukraine that requires or regulates strategic management in local self-government. The reason for AH leaders to think and manage strategically
is about making tough choices with limited resources. No municipality can achieve
every one of its ambitions to the maximum, so strategic management is about prioritisation, which often involves trade-offs: what can I do now and what must happen
only later or not at all.

Strategic Management
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Strategic management is not only about “doing the right thing”, it is also about “doing the thing right”. The vision and strategic goals of the AH authority should become
the foundation of every key process and activity:

•

It should be the basis for budgeting and budget execution.

•

It should determine the staffing and skills that the AH authority needs.

•

It should provide the basis for deciding on investments in infrastructure
and designing and delivering services that meet citizens’ expectations
of a better quality of life.

02

03

•

It should capture the strengths, weaknesses and comparative advantages
of the local economy and show a sustainable path to future development
and prosperity.

04

•

It should cement cohesion in the community, by ensuring residents’
welfare, well-being and access to opportunities.

05

•

It should provide the basis for preparing and putting forward key development
projects for external funding from central government and international sources.

Strategic management enables AH authorities to shift the emphasis from being reactive and pushed towards problem-solving to becoming pro-active and oriented towards opportunities. It provides the platform for better and more focused operations.

What do you need to know?
Strategic management is not the same as operational management, which is concerned with the day-to-day functioning of the institution: organising the performance of tasks, by whom, when and where. Strategic management is about the bigger choices: what should be done, why and how. This would be hard enough if the
world was a steady and predictable place. In reality, it is “VUCA”:

•

Volatile: The world is dynamic and constantly changing, and often not
in a smooth way. For AH authorities, the internal environment (structures
and resources) is “stable” in the short term only. However, it is the external
context — political, economic, socio-cultural, technological, legal and
environmental (known as “PESTLE”) — which is an endless source
of potential surprises and shocks.
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•

Uncertain: Some of these changes are announced well in advance, for example,
new laws that will come into force in a few months’ time. In practice, many
are unexpected, whether good (such as a large enterprise deciding to invest
in the AH) or bad (such as the same enterprise closing down), and outside the
AH authority’s control, such as a sudden economic crisis, floods, droughts,
major fires or industrial accidents. Each can have a dramatic effect on the AH’s
resources, including unplanned demands on its services. This means even the
best plans may have to be adjusted or even abandoned.

•

Complex: The impact of these changes is unpredictable, because
so many forces and factors affect the AH, across many stakeholders — 
each of which plans, reacts and behaves in its own ways.

•

Ambiguous: For this reason, there are not simple “causes and effects” — 
it can be hard to foresee the outcome of the AH authority’s decisions,
because what we expect to happen often turns out differently.

01

As the “captains of the ship”, Heads of AH must be able to steer through both calm
seas and harsh headwinds. In order to survive and thrive in a VUCA world, AH leaders need a clear direction and a good “compass”. As the saying goes, if you don’t
know where you are going, you will end up somewhere else. In other words, you
need to know your desired destination, how you want to get there, and you need to
be adaptable and able to alter your path if you face a change in conditions. Thinking
and managing strategically helps you to make that journey.
Strategic management is the formulation and implementation of the institution’s major goals and initiatives, on behalf of stakeholders (citizens and businesses), based on
consideration of resources, and assessment of the internal and external environments.
Essentially, identifying major goals provides the AH authority with the required direction, but it should not happen in isolation from its stakeholders, resources and environment. Implementation also demands strategic choices and, as time passes, a regular re-appraisal of the AH authority’s position and whether it is still going the right way.
The word strategy comes from the Greek word for “leadership” (in the context of
the military) and is about how best to organise resources and direct operations to
achieve the objective. Leaders have to look at the whole field of action, and determine the best way forward.

Strategic Management

The Head of AH is best positioned to have this broad perspective and see the “big
picture”, as they can rely on specialists in different sectors of the AH authority, who
are well-placed to understand and advise on the detailed matters. Such specialisation is essential to make institutions manageable. Any organisation with more than
10 people needs a structure to function effectively, assigning specific roles and responsibilities to individuals and arranging them in units. They are then usually organised in hierarchies, reflected in their vertical lines of management and reporting,
culminating in the Head of AH who is ultimately accountable. This model provides
clarity and helps communication, as every person knows their position and their duties, can locate other specialists in the structure, recognises who is the supervisor
and (if appropriate) the staff under him or her.
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Employees are used to dealing with the people in their own units, and responding to
requests above and below them in the hierarchy, but tend to work less readily across
units, operating in “silos” instead. This can lead to “tunnel vision”, where people don’t
see outside their own or their unit’s requirements, and “mental blind-spots”, where
they fail to share information or see opportunities to cooperate. This phenomenon
doesn’t only exist within individual organisations, it also occurs across organisations.
Evidence shows that these silo effects can result in citizens and businesses getting
a worse service. Opportunities are missed, making the institution less effective.
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Example of “silos” in typical

07

Head

public institutions
Deputy Head

Division

Division
Sub-division
Sector

Sector

Deputy Head

Sector

Department

Division

Division

Sector

Lines of management and
(reverse the arrow) reporting

05

06

08

09

10

11

The AH leaders’ strength in seeing the “whole picture” comes from making connections, spotting contradictions, and seeking the “wisdom of the crowd” (in the words
of Aristotle) — bringing stakeholders together who have different viewpoints, to find
creative solutions.
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This “big picture” perspective starts with thinking about how best to “frame” the
challenges faced by the AH authority. Like looking through the lens of a camera — 
should it be wide angle, telephoto, or something in between? In other words, what
are the right questions to ask to get the right answers?

01
↪ 08
Citizens’ security
and safety

For example, consider the issue of how best to ensure public order in the AH. Which
solutions work best to deter criminals, protect the population, and detect criminal
acts if they take place? This leads to second and third order questions: What are the
causes of criminal behaviour? Is it organised crime or individual incidences? Are they
motivated by greed, need, inter-personal conflicts, or impulsive conduct? Is it happening in “hotspots” or more widespread? The AH authority, in partnership with the
National Police of Ukraine, can rely on traditional methods (e.g. more police officers
on the streets). However, the context for criminality and the circumstances in which
it takes place are many and complicated, so a multi-faceted approach might be required, which takes account of citizens’ insights too. It might involve many aspects
of the AH authority’s operations, including infrastructure (street lighting, CCTV), education, healthcare, economic development and social services, as well as partnership with other institutions.
It is human nature to deal with complexity through simplification, putting issues into
“boxes” so that we can better analyse and understand them, and also to look for
straightforward causes and effects. In a VUCA world, actions do not always have
predictable consequences. Leaders have to think laterally, not just linearly. It is
worth investing time to understand the problem, even though time is a precious
commodity, because the investment upfront will reduce errors later — especially
creating unintended effects.

What are the opportunities and challenges
for AH authorities?
Given there is no law that either requires or restricts strategic management, it could
be said that every aspect of strategic management is an opportunity! And yet, at the
same time, there are five main challenges, which can also be expressed as questions, summarised right.
Each of these elements is considered in turn in the rest of this section.

Strategic Management
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Analysing the current situation:
where are you now?

Readiness to show flexibility:

Engaging with stakeholders:

what to do if conditions

who do you need to take

change?

with you?

Putting the vision into action:

Setting a clear direction:

how will you get there?

where do you want to be?

02

03

04

05

Analysing the current situation
To move forward effectively, you need to have the fullest possible picture of where
you are now:

•

What is expected of you;

•

What resources you can rely on; and

•

What challenges you face.

The expectations placed on AH authorities start with their mandate, which has two
aspects: the legal mandate, which sets the boundaries on what the AH authority
must and should do, and also what it can and cannot do; and the political mandate,
which is the “social contract” with the AH’s citizens — the promises made to the public, especially during elections, but also their ongoing priorities and preferences.
While there is no law obliging AH leaders to think and manage strategically, there
are many laws that create a legal mandate for AHs. Article 19 of the Constitution of
Ukraine states that local self-government bodies (LSGBs) and their officials shall be
obliged to act only on the grounds, within the powers and in the ways determined
by the Constitution and the laws of Ukraine. These laws, and provisions within them,
create two types of function for AHs:
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•

Own tasks: These are directly assigned to LSGBs without intervention
by higher levels of government in their implementation,1 although
government retains the right to oversight to ensure no legal violation.

•

Delegated tasks: These can be assigned to LSGBs by the executive
bodies of central, oblast or rayon governments. According to the Constitution,
the exercise of powers to fulfil delegated tasks must be financed from
the State Budget of Ukraine in full or through the allocation of certain
national taxes to a local budget, and through transferring the relevant
objects of state property to LSGBs.2

01

The powers available to LSGBs for “own tasks” under the Constitution, the Law “On
Local Self-Government in Ukraine” and more than 50 other laws and codes (many
of which are referenced in other chapters) provide an extensive legal framework for
AHs, creating both obligations and opportunities. Some of the key elements, elaborated more fully in other chapters of the Reader for Leaders, are summarised right.
This is not an exhaustive list, but already it can be seen that the legal mandate is extensive. This sets the frame for the political mandate, which influences the perspectives and positions of the AH leadership. For example, the Council of Europe’s survey
of Heads of AHs3 (which allowed multiple answers) found the special foci of their activities at the time of the survey, in descending order were:

•

School / pre-school education and care, including extra-curricular classes for
children (65% of respondents);

1

Article 20 of the Law “On Local Self-Government in Ukraine” states that oversight shall not lead
to the intervention of public authorities or their officials in implementation by local government
bodies their own powers. In addition, paragraph 2 of Article 71 of the Law “On Local SelfGovernment in Ukraine” prescribes guarantee for free execution of own tasks by LSG organs:
“Executive bodies and their officials have no right to interfere with legal activities of bodies and
officials of local self-government, and also to solve the questions carried by the Constitution of
Ukraine, present and other laws to local self-government tasks, except cases of execution of
delegated tasks and in other cases provided by the law”.

2

Article 143 of the Constitution of Ukraine.

3

The Council of Europe conducted a computer-assisted telephone survey from September
2018 to February 2019 of 705 AHs that held their first elections up to 1 December 2018,
with 517 responses from Heads of AHs (73% response rate).

Strategic Management
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Communal services

•
•
•
•
•
•
•

Planning documents
Local roads
Central heating

Assess needs
Identify vulnerable groups
Promote & provide services
Maintain registers
Coordinate providers
Monitor & evaluate quality

•
•
•
•
•
•

02

Water supply
Waste management
Wastewater collection
Oversee municipal enterprises

03

Admin services

04

Social services

•
•
•
•
•
•

Residence and company registrations
Building permits
IDs and passports

Business-friendly administration

Property titles & land plots
Access to State benefits

Investor readiness
Support to start-up and small businesses
Stimulate key industries (agri-food, tourism,
production, etc)

Education

•
•
•
•
•

Prevent emergency situations

Employ school principals

Protect public from natural disasters
Host police and fire
Encourage volunteers
Maximum 20 minute response to fires

07

08

Register pupils
Transport pupils and staff
Pedagogical support to schools

Healthcare

•
•
•
•
•
•

06

Finance & optimise school network

Emergency services

•
•
•
•
•

05

Vehicle licenses

Local development

•
•
•
•

19
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Residence and company registrations
Building permits
IDs and passports

11

Vehicle licenses
Property titles & land plots
Access to State benefits
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01

•

Roads infrastructure, cleanliness in the street and public areas / 
landscaping (42%);

•

Local economic development and the development of entrepreneurship (40%);

•

Healthcare (35%).

However, this reflects the mandate at a moment in time. It continues to evolve and
grow, especially with the ongoing decentralisation process. For example: the education reforms are rolling out each year, as the New Ukrainian School concept is applied to an additional “school year” until 2030; new legislation on social services affecting all AH authorities comes into force in January 2020; and AH authorities are
increasingly expected to play a critical role in emergency services (fire and police) at
the local level, especially in rural and remote areas. There are further reforms in the
pipeline across many fields that will affect AH authorities. Are AH leaders anticipa
ting all these changes?
To fulfil the mandate, the AH leadership needs to
know what resources it can call upon, both now and
going forward. There are three factors at its disposal,
shown right as “golden bubbles” both permit and restrict the AH leadership in fulfilling the mandate. Each
one is “fixed” in the immediate / short term, but can
grow, shrink or stay the same in the medium-to-long
term, and each is connected to the others:
↪ 02
Managing human
resources

↪ 03
Municipal finance

People

Managing
resources
Money

Assets

•

The first factor is people — the staff of the AH authority who advise on policy,
deliver services (externally and internally) and initiatives (e.g. projects),
organise purchasing, oversee the finances and the assets, etc. This is not just
a matter of how many staff, but also their competences and potential, and how
they are organised, managed and motivated.

•

The second factor is money — the own revenues, transfers and grants that
provide the AH authority’s income to spend on delivering its mandate. Your
income dictates how much you can afford for staff and their seniority, skills,
salaries, allowances and bonuses. Money also determines the assets you have,
their quality and their maintenance. This is not just the money that is currently
coming into the AH budget, the extent to which it can be predicted and
spending can be managed effectively, but also what other sources of income
could be “mined”.

Strategic Management

•

The third factor is the AH authority’s assets. While your people are your
most important intangible asset, there are also many tangible assets, such
as buildings, equipment, IT and infrastructure. These are key resources which
must be used effectively, just as much as managing your human resources,
which makes the case for constructing a complete and accurate picture of
which of these physical asset come under the AH’s ownership (rather than the
rayon, oblast or central level) and its quality and maintenance requirements.
Of course, your image and reputation are also intangible assets, which are
very important in the context of partnership with other public authorities
(including neighbouring hromadas) and attracting investment to the AH.

To use an analogy, if the AH authority was a body: money would be the life-blood,
pumping around the system, essential to its life; people are the organisation’s brains
(thinking and making things happen) and its heart (keeping the money flowing and
the body moving); and assets would be the skeleton (infrastructure), muscles (equipment) and the other vital organs (IT). The AH leadership acts as the central nervous
system, connecting everything together.
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The challenges faced by AH authorities are manifold, and come from three sources,
which are also critical to success. The most obvious one is the paramount needs and
interests of local society — the citizens who live, learn, work, retire and enjoy themselves in the AH. The second is the economy, which mainly refers to local businesses and investors, but also the labour force (citizens from inside and outside the AH
who work or wish to work there), and all the infrastructure that makes the economy
function (transport, energy, telecoms, etc.). The third is the environment, which is
crucial for citizens’ quality of life and attracting business investment, but also for future generations, as AH authorities are the custodians of their territories.
Society
(citizens today)

Economy
(business)

Environment
(future generations)
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For example, U-LEAD with Europe’s recent survey of AHs4 found that 66% reported
that their local populations had shrunk over the past five years. The biggest demographic factors, felt by almost three-quarters of all AHs, were ageing populations
and outward migration; while the first trend puts pressure on social infrastructure
(healthcare and social services), the second weakens the economy in terms of local
spending in the AH and encouraging business investment. For those AHs (22%) who
had seen a growing population, there are a different set of challenges, of course, including the need to keep up with housing provision, communal infrastructure, and
job opportunities.

01

In a VUCA world, there are always factors and forces that are outside of the control
of the AH authority (e.g. the state of the economy, climate change, the decisions of
other actors). Understanding this wider context helps the AH leadership to take informed decisions and set priorities that are grounded in the best available evidence
and experiences from the field, which is where “PESTLE” analysis can be valuable
(see Annex 1.1).
↪ 06
Education
↪ 07
Healthcare
↪ 09
Economic
development
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↪ 11
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The AH leadership should consider how best to collect and assemble information
from its own and external sources, to build up a robust picture of the state-of-play
and trends in the local population (birth and death rates, age and gender profile, national minorities, etc.), economy and business base, environmental conditions (water
supply, wastewater, household and industrial waste, pollution, etc) and so on. This
is particularly pertinent in specific key sectors where decision-making should be data-driven, especially if it is essential to make projections in the short and medium
terms (such as the school-age population, an ageing population with healthcare and
social services requirements, etc).
Raw data must be analysed and interpreted to be useful, and hence the AH authority should consider seeking expert assistance from suitable sources, both internal and external (e.g. academics, NGOs) to find patterns and understand the
implications.

4

The survey‚ “Overview of public investment priorities for improved municipal services and local
economic development in amalgamated hromadas”, was conducted by the U-LEAD with Europe
programme among the AHs established prior to end 2017.
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Engaging with stakeholders
Strategic management should not be a solo mission for the Head of AH. No single individual can know everything, there are insights and expertise both inside and outside the organisation. Moreover, if wider society shares in the decision-making process, they also co-own the solutions. “Stakeholders” are all those individuals and
organisations that have a “stake” in the success of the AH.

↪ 04
Communication
and engaging
with citizens and
decision-makers

03

If strategic management is about reaching a desired destination, stakeholders are
the companions on the journey, joining the decision where to go and helping how to
get there.

04

Self-evidently, the principal stakeholders in the success of any AH authority are local citizens. They elect the Head of AH and the Council, they pay taxes and fees, they
use municipal services. Ultimately, residents determine the AH authority’s future direction, through their choices at the ballot box, as well as “voting with their feet” (i.e.
moving out or into the AH).
The strategy for the AH authority should reflect the interests of the whole of society,
in all its diversity. It is essential that equality between men and women, and equal
opportunities for all (youth, elderly, minorities, etc.) are embedded in strategic thinking, and specifically the vision and major goals of the AH authority. The Republic of
Ukraine is a signatory to the United Nations’ Sustainable Development Goals (SDGs),
which are based on the premise of “Leave No-one Behind” and which can be best
implemented at the local level, as it is closest to the needs and wishes of citizens.
But there are also many other stakeholders, which can shape the decision-making
of the AH leadership. These include:

•

Businesses, which also contribute to the AH budget through taxes,
fees and charges, act as clients of the AH authority, and provide jobs,
income, goods and services;

•

Visitors, who contribute to the local economy (including through their
purchases) and use the AH’s services (roads, energy, water, etc);

•

Local civil society organisations (CSOs), such as NGOs, chambers of
commerce and other business associations, trade unions,
youth groups, etc.;
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•

Elected assemblies at national, oblast and rayon levels;

•

The instruments of State administration at central, oblast
and rayon levels; and

•

Neighbouring hromadas.

To achieve its ambitions, the AH authority will also need or want to influence these
and other parties to their policies, plans and programmes (including school principals, chief doctors, training providers, media, etc.).
Before engaging with stakeholders, the AH leadership should identify and ideally understand the most relevant actors, their interests, mandates, motivations and perceptions, their capacity to contribute, and how and when to involve them. This is
where stakeholder mapping can be a valuable tool (see Annex 1.2).
The traditional approach to stakeholder engagement is consultation: seeking the
opinions and ideas of affected stakeholders. The opportunity to express a view is
typically welcomed by citizens and businesses, but only if it is a genuine process
where they can make a real contribution. It is too easy to involve the affected parties only at the end of the process, present them with a limited choice of options,
and seek a decision without debate. It takes time and thought to devise methods of
engaging with local residents and other stakeholders. These might involve a mix of
instruments, such as:

•

Surveys of citizens and businesses;

•

“Town hall” meetings;

•

Open and well-advertised invitations to submit ideas in writing;

•

Citizen / business panels that meet regularly;

•

Social media and other on-line participatory tools (where there
is good internet connectivity);

•

Forming “focus groups” with a representative cross-section
of the local community; and

•

Other methods to gather views that provide both breadth
and depth of opinion.

Strategic Management
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Case study:
Visibility and citizen views in Kikinda (Serbia)
The municipality of Kikinda, with just under 40 000 inhabitants in the urban area and
60 000 in the administrative area, prepared a short film to advertise the start of the
process of developing a municipal strategy. It also placed a giant Rubik’s cube as
a mailbox outside the municipality building, where all citizens were encouraged to
submit their suggestions for future improvements to the municipality.

02

03

Source: VNG International (2010), “Municipal Development Strategy Process:
A toolkit for practitioners”.

04

When consulting with citizens and other stakeholders, it is important to ensure fairness and balance, to avoid that only the loudest voices are heard or the strongest
views expressed. Whatever the outcome, the AH will still need to exercise judgement, to interpret the findings and feedback, address any contradictions, and ensure
ultimately the most balanced application of the AH’s limited resources.

05

06

More recently, municipal administrations have begun to move from consultation to
co-creating municipal strategies. This is part of a wider movement called “co-responsibility” that goes beyond consultation in involving citizens and businesses in
public policy making and service delivery. It starts from the premise that the stakeholders have a direct interest in success and certain insights that are not available to
public institutions themselves. It sees citizens as partners of the public administration, not just voters, service users or people to be consulted occasionally and often
passively, with a range of pre-determined options put in front of them. As a whole,
co-responsibility has four components:

•

Co-design: This involves citizens and businesses submitting ideas
and actively participating in developing policies, plans and programmes.

•

Co-decision: This usually takes the form of participatory budgeting.

•

Co-production: This integrates citizens and businesses into actual
implementation, as active participants with resources, rather than
passive recipients with needs.

•
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Co-evaluation: Users give real-time feedback on services.
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The principle of co-design is well-illustrated by the example of “My Borne 2030”, in
which local people shaped the 20-year vision and development programme for this
municipality in the Netherlands.5

Case study:
My Borne 2030 (The Netherlands)
Borne is a municipality in the province of Overijssel in the eastern part of the Netherlands. It has 21,500 inhabitants, living in three population centres: Borne, Zenderen and Hertme. With the project “My Borne 2030”, civil society organisations (CSOs)
and citizens came together to determine the future development of the community
of Borne. The project’s objective was to create a widely-shared vision as a starting
point for joint action.
The city council and assembly decided to delegate this responsibility to civil society
organisations (CSOs); 20 took on this challenge, representing entrepreneurs, housing corporations, district representatives, health care, sports, education, youth and
elderly people. Together they formed a steering committee, which was responsible
for organising an interactive process with the local people of Borne, leading to a new
vision for, by, and of the community. Unique to the Netherlands, with this process the
project “My Borne 2030” reached the highest rung on the participation ladder: delegated power. It was the first time that this level of participation has been reached
while creating a vision for a whole community.
The process consisted of six steps: (A) preparing a trends report; (B) conducting
an identity study; (C) formulating ambitions by citizens; (D) formulating scenarios;
(E) choosing the preferred scenario by citizens; and (F) drawing up and determining
the new vision “My Borne 2030”.
The trends report (A) was written with the help of local and regional experts on
health, well-being, community building, spatial planning, housing, economics,

5

“MijnBorne2030” in the original Dutch.
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entrepreneurship, governance and sustainable development. To determine the identity of the community (B), research was carried out by the University of Twente. Over
200 inhabitants returned the questionnaire. Citizens were invited to take part in one
of the 27 workshops to determine the most important ambitions for the community in 2030 (C), and as a result, 470 people contributed to these workshops and over
400 people completed the online questionnaire. With these three building blocks,
the steering committee created four scenarios for the community (D). In April 2011,
elections were organised during which all the municipality’s inhabitants (aged
15 and above) had the right to vote on their preferred scenario (E). This resulted in
a majority vote for the scenario “dynamic villages”. Based on this scenario, a new
vision was drawn up (F) and formally ratified by the city council in September 2011.
After the adoption of “My Borne 2030: dynamic villages”, the municipal government
and four CSOs committed themselves to the realisation of this vision, working to ensure the continued effects of the process. These partners come together on a yearly
basis to hold each other accountable for actions — centred around themes such as
safety, sustainability, social activation — and to set new goals. The partners are also
challenged to find new ways to embed the vision in future activities. As during the
initial process, this realisation strategy makes use of joint action and social media.
As a result, “My Borne 2030” informs many government policies, projects and goals,
while CSOs use the knowledge, energy, and goodwill of the empowered community
to reach shared goals.
Source: European Commission (2017), “Quality of Public Administration,
A Toolbox for Practitioners”.
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Citizen engagement is not only appropriate when preparing municipal strategies,
but also in real-time strategic management. The benefits are demonstrated by the
case of Tetievska AH, where the AH authority was able to mitigate “tough choices”
about closing schools by involving teachers, parents and pupils in the decision-making process.
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Case study:
How hearing the voice of pupils helped to create
a capable educational network in Tetievska AH
(Kyiv oblast)
The implementation of the education reforms, especially in terms of creating a capable school network, is often a rather painful topic in AHs, as it often means closing
down small schools with very low pupil-to-staff ratios. Pupils and parents can be left
with the feeling that they lose from amalgamation, if the nearest available school is
far from their home, in particular if the road network and transportation are also issues. The leadership of Tetievska AH realised early on that only through the engagement of citizens could they receive support and encouragement for the implementation of the education reform.
With a total population of almost 22 000, Tetievska AH has 4 urban schools and 11 rural ones. In 2018, the leadership of the Tetievska AH faced the situation that the funding of their current educational network for roughly 2 250 students (1,672 in urban
schools, 572 in rural schools) was largely exceeding their available funds, making up
49% of their overall revenues. Thus, it became clear that a reform was inevitable, and
that fast action was needed to free funds for other important sectors and activities.
The Tetievska AH approached the topic with the objective that they would implement
the reform only with the support of their citizens, in particular pupils, teachers and
parents.
How did they achieve this? The AH leadership (Head of AH, Secretary of the Council,
Deputy Head and Head of the Education Department), in cooperation with different
partners, came up with an innovative approach. They invested upfront:

•

First, they made major renovations at the hub school and introduced an
inclusive resource centre, along with an extra sports section, making the school
more attractive and enlarging its offers

•

Second, they made sure that every child of school age could access the
principal school by ensuring there was available public transportation and by
opening up new classes to reflect the full range of grades.

This creative approach paid off. Within a short period of time, the principal school
became so attractive that some pupils voluntarily transferred to it. Following
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this first success, the city authorities organised several meetings with students to
discuss the overall plan to optimise the school network and they heard their concerns and challenges. This also included the promotion of a dialogue between
pupils from rural and urban schools, since many pupils from rural schools were
quite fearful of the future as this would mean a new school, new teachers and new
classmates.
This exchange between pupils had another positive effect. The pupils from the rural
schools found that the offer at the urban schools largely exceeded the cultural and
sports activities they could access at the village schools, including karate and biathlon clubs, music schools etc. Since the target group most concerned by the changes — the pupils themselves — felt heard, they started to support the city’s plans for
optimisation. In further meetings to discuss the AH plans for their educational reform, teachers were invited too and quite a few were surprised to hear that the pupils were already in favour of the proposed changes. As a result, the whole community endorsed the reform, which strengthened the community spirit and cohesion.
Source: U-LEAD Kyiv Regional Centre for local self-government development

Setting a clear direction
The situation analysis and stakeholder engagement lay the foundations for the AH
authority to create a vision of its future that is ambitious but realistic — constrained
only by the mandate and available resources. This vision for organisational development could be achieved as a purely in-house exercise, through internal discussions
with management and staff, but is better done as a wider consultative process within the context of an imagined future for the AH itself. The AH authority is both an actor in its own right and an agent of the people, accountable to the electorate. Ideally,
then, the starting point for engaging with stakeholders becomes “what do you want
the AH to look like (by year X)”, to draw out the implications for the AH authority in all
it does: “what needs to happen, in order to deliver high quality services and facilitate
sustainable local development that satisfies citizens’ expectations and aspirations”.
The vision becomes the bridge, linking the AH’s destination with the AH authority’s
destiny as an institution.
The vision provides the basis for the AH authority to state its mission, which describes what the AH authority seeks to do, and brings a unity of purpose to its
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activities. This mission recognises, implicitly or explicitly, that the AH authority cannot achieve everything on its own, but rather is reliant on working with others in the
public and private sectors and civic society.
The vision and mission implicitly reflects the values of the AH authority, but it is
helpful also to make these explicit for the benefit of both staff and stakeholders, especially citizens and businesses as voters, taxpayers and service users. There is no
right or wrong formulation for such values, but typical examples include: complying with the law, exhibiting integrity and avoiding conflicts of interest, transparency,
openness, inclusiveness to all citizens, impartiality and equal treatment.
In the interests of transparency and accountability, vision, mission and values
statements should be sufficiently straightforward that they can be easily stated,
communicated, understood, discussed and agreed by a very broad constituency, including AH councillors, staff, citizens, businesses and other stakeholders.
The relationship between vision, mission and values is neatly illustrated by the example below from a rural municipal authority in Canada with around 5,000 inhabitants. This is just one example, others can be found across many countries that provide inspiration in different ways.

Case study:
Vision, mission and values in Municipality
of East Ferris (Canada)
Vision statement
East Ferris is a progressive rural, residential community that offers a high standard
and quality of life through effective and efficient management of its resources and
amenities.
Mission statement
The mission of East Ferris is to provide for all of its citizens:

•

Quality municipal services with an acceptable tax structure;

•

A respect, sensitivity and appreciation for the environment;

Strategic Management

•

The best possible conditions for citizens to live, work and play;

•

Leadership that is progressive in meeting the needs and vision
of our community; and

•

A government that serves with honesty and integrity.

To this end, East Ferris will:

•

Set policies, develop standards and work with all citizens
to best meet their needs;

•

Communicate and encourage feedback from all citizens and partners.

Values
As employees of the Municipality of East Ferris, we will maintain these values:

•

Maintain respect for each other and the public;

•

Be open and accountable to the taxpayers and citizens;

•

Foster a progressive environment and positive attitude where
employees are strongly encouraged to reach their full potential;

•

Perform each responsibility with pride and integrity;

•

Continually improve channels of communications both internally and externally;

•

Encourage participation by all in the development and improvement of services.

•

Strive for excellence and satisfaction in public services;

•

Maintain a high level of professionalism in the manner with which
we carry out our duties;

•

Build upon our diversity and experiences as we prepare for the future.
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Source: http://eastferris.ca/content/town-hall/mission-vision/mission-vision
11

The next step is to develop strategic goals to deliver the mission and achieve the
vision. Given the breadth of the AH authority’s mandate, and the resources and assets at its disposal, it is worth focusing on maximum one or two goals for each sector
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(e.g. education, administrative services) — and also cross-cutting aspects of organisational management (e.g. managing finances, managing people, working with the
AH council, consulting citizens, promoting equality of opportunity, addressing corruption, etc.).
The third step, which should be delegated to the operational level (i.e. structural
units), is to prepare operational goals and the measures (programmes) to achieve
them, which will enable the AH authority to execute and achieve its strategic goals.
These operational goals should be “SMART” (see below), so they can provide a clear
direction to operational management, and form the basis for setting individual officials’ objectives.
S

Specific

What will be accomplished? What actions will you take?

M

Meaningful

How will you know when you’ve achieved the goal?

(or measurable)

Can you quantify its achievement or will it lead to
a qualitative improvement?

A

Achievable

Is the goal realistic? Do you have the necessary
resources (finance, staff with the right competencies,
external providers, assets, etc)?

R

Relevant

Why is achieving the goal important? How does it align
with your strategic goals, mission and vision?

T

Time-bound

What is the timeframe for accomplishing the goal?

While visions can be far-reaching (as the example of “My Borne 2030” illustrates), it
is unwise to set very long timescales for strategic and operational goals, otherwise
“commitments” can become purely speculative in a VUCA world. Hence, it is advisable to set timescales that are appropriate to the nature of the goal:

•

Short timescales (e.g. 3-12 months) are appropriate for urgent and important
internal change initiatives, such as rearranging units into a new organisational
structure, or creating knowledge and expertise to meet a new responsibility
(e.g. social services provision, managing secondary healthcare).

•

Short-medium term timescales (e.g. 1-3 years) are suitable for service
improvements, which will require changes in systems, processes, staffing
and knowledge / skills / other competences, such as introducing e-services.

Strategic Management

•

Medium-longer term timescales (e.g. 3-5 years) are realistic for more
ambitious initiatives to achieve transformations externally (e.g. the strength
of the local economy, the quality of local infrastructure, the state of the
environment, the living standards of citizens), which require the AH authority
to influence the external environment and hence to interact with many
external actors and factors.

One way to present the vision and strategic goals is through a strategy map — 
a visual tool that helps to define them and articulates the overall AH authority’s
strategy in an easy-to-read picture that fits on a single page, unlike traditional strategy documents which can be long and unwieldy.

33

02

03

04
Vision and mission
Allow you to achieve
your vision and mission
High-level strategic goals
Top priorities for desired outcomes.
Medium-term timescale: 3-5 year period
Enable you to implement
and achieve strategic goals

Give direction and coherence
to preparing operational goals

“SMART” operational goals
As many as appropriate to deliver strategic goals.
Short-term timescale: monthly, quarterly, annual (as applicable)
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In achieving this hierarchy, it will be important to check the strategy’s coherence, in
order to ensure the vision and goals align with each other:

•

Vertically: Does one level lead logically to the next?

•

Horizontally: Will the set of strategic goals as a whole achieve
the vision? Will the set of operational goals as a whole achieve your
strategic goals?

The following case from a municipality in Australia exemplifies how vision, mission
and objectives came together to create a structured approach to running a local
self-government body.
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Case study:
Strategic framework in Manningham City Council
(Australia)
The strategy for this community close to Melbourne has several inter-linked elements. At the top of the hierarchy is “Generation 2030”, an aspirational exercise
that took place in 2011, which asked citizens and other stakeholders to envision how
the community should look in 20 years’ time:
“In 2030, Manningham will be a strong,
vibrant and well connected community. We are a community that values its
unique lifestyle and the protection of
our natural spaces. As a welcoming and
harmonious community, we will create
a safe and resilient city. Our transport
networks will provide optimum travel and
will be accessible to everyone. All of this
will be achieved through an open and
collaborative process built on positive
partnerships as we move towards 2030”.

Generation 2030 Community Plan

Four-year Council
Plan

Annual Action
Plan

Four-year Strategic
Resource Plan

Annual Strategic
Resource Plan

Annual Budget

This long-term vision of the future, along with the values that were captured during the consultation process (empowerment, inclusiveness, diversity, progression,
working together, transparency, etc.), set the overall direction.
The Council Plan 2017–2021 is the key document that articulates the vision, mission,
strategic goals, action areas and performance measures. For each strategic goal, the
Council Plan follows the same structure: where we are, what we plan to do, what the
community said (consultation), our approach and how we know we’re on track. This
four-year plan is then operationalised in annual Action Plans.
The Strategic Resource Plan 2017–2010 is prepared in conjunction with the Council
Plan, and outlines the financial and non-financial resources that Council requires to
achieve the strategic objectives described in the Council Plan. It is also operationalised on an annual basis.
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The Annual Budget is prepared to achieve the Council Plan, while also being framed
within the Strategic Resource Plan. Accountability is ensured through an Annual
Report.
The Council Plan for 2017–2021 has a very concise vision and mission, namely:

•

Vision: A liveable and harmonious city

02

•

Mission: A financially sustainable Council that listens,
consults and acts with integrity, value and transparency.

03

The Council Plan is structured five strategic themes to group the following strategic
goals:
Strategic theme

Strategic goals

Healthy

•

We will work with the community and partners to ensure that

•

We will provide opportunities and foster a connected and

community

inclusive community across the municipality.

We will deliver strong outcomes for residents with a focus

and spaces

on managing amenities, in order to create:

environment

Vibrant and
prosperous
economy

05

Manningham is a healthy, resilient and safe community.

Liveable places

Resilient

04

•

Inviting places and spaces;

•

Enhanced parks, open spaces and streetscapes;

•

Well-connected, safe and accessible travel; and

•

Well-utilised and maintained community infrastructure.

•

We will work with our community and partners to protect and
enhance our valued environment and biodiversity.

•

We will reduce our environmental impact and adapt to

•

We will grow our local businesses, tourism and other sectors

climate change.
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of the economy.
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Strategic theme

Strategic goals

Well-governed

•

council

We will be a financially sustainable Council that manages
resources effectively and efficiently. (We will deliver high
quality value-for-money services in areas that are important to
the community and will involve the community in determining
and evaluating performance on an ongoing basis).

•

We will value citizens in all that we do. (We will communicate
clearly with the community and consult in a meaningful and
appropriate way. We will increasingly encourage residents and
other stakeholders to participate in Council decision making).

The Council delivers its activities and initiatives under 34 major service categories,
each of which contributes to the strategic themes and goals, and is costed in the
Annual Budget. For example, the service categories under the theme “liveable places and spaces” include inter alia: building services (permits and inspections); street
lighting; street cleaning; parks and recreation; roads and bridge maintenance; land
use planning; and infrastructure planning. The implementation of the Council Plan
is then cascaded through the structural units of the Council and their employees for
the purposes of planning, monitoring and reporting performance.
Line of sight

Description

Council

Council Plan
(2017–2021)

The Council Plan details what the Council stands for and our
promise to the community about what we are going to do. It lists
Council goals and the way our performance will be measured

Structural
units

Business
Plans
(annual)

Individuals

Work Plans
(annual)

Each structural unit (directorate) has its own business plan,
detailing its purpose, core services, and key projects to be
completed each year.

Individual work plans identify activities from the business plan
that people are responsible for delivering and identify learning
and development each year.

Source: Manningham City Council,
https://www.manningham.vic.gov.au/our-strategies-and-plans
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In creating its vision, mission and strategic goals, the AH authority can draw on multiple sources, including:

•

Situation analysis (data, information and other evidence) of where you are now;

•

Identification of major challenges, including the results of the PESTLE
analysis, if performed;

•

“SWOT” analysis to identify the institution’s strengths and address
its weaknesses, and harness the energy to respond to opportunities
and deal with potential threats (see Annex 1.3);

•

Assessment of citizens’ and businesses’ current needs and future
expectations from the stakeholder mapping and analysis;

•

Inputs from any sectoral policies and strategies, either prepared by
the AH authority itself (e.g. education policy, local development strategy)
or by relevant national or regional institutions (e.g. reform strategy of
the State Emergency Service, oblast development strategy).

It is essential to look outward, but also inward, and hence AH leaders should consider the following factors when formulating both strategic and operational goals:

02

03

04

05

06

07
“Clients”

To achieve our vision, how should we perform in the eyes
of our “clients” (citizens and businesses)?

Services

On which services will we place priority, and how will they

08

be focused to provide the best value to our clients?
Processes

To support our services, how and where must we excel

09

in our internal processes?
People

In what ways can our key assets — staff and knowledge —

(competencies)

be motivated and managed respectively?

Finance

In what ways can we maximise our budget acquisition
(including new sources) and optimise budget allocation?

This process should enable AH leaders to define their priorities. For example, the
aforementioned Council of Europe survey found that the top five priorities for Heads
of AHs were: infrastructure investment (70%); budget stabilisation (31%); social

10
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issues, such as solving social problems (28%); citizens’ participation in local decision-making (24%), and improving the quality of public / municipal services (24%).
As the Manningham case indicates, the process of strategy development should be
inclusive, involving management and staff, councillors, citizens and enterprises. The
AH authority can utilise proven methodologies to formulate its goals (see Annexes
1.4 and 1.5), such as:

•

The “5 why” technique, which helps to break complicated issues down
into smaller, more digestible parts, but also to uncover deeper, underlying
challenges, which are not obvious or visible at first sight; and

•

“Fishbone diagrams”, “problem trees” and “objective trees”, which draw out
more sophisticated causes and effects in a very visual way, so that the AH
authority can find appropriate entry points for solutions.

Is it helpful to write down the vision statement and crucially, the plans for delivering
it, in a municipal strategy document? This would set out the strategic goals, the actions needed to achieve them, and describe the process of preparing it. It is not a legal requirement in Ukraine. However, there are good arguments for doing so (pros),
especially as a strategy document can be a valuable communication too, as well as
some things to consider (cons), as there are potential drawbacks:
Pros

Cons

•

•

•

Preparing a strategy document
creates discipline. It encourages

time and resources, not just the AH

the AH authority to be thorough

authority’s managers, but also those

and think through all the issues.

of citizens and businesses.

Preparing a document properly
builds consensus, ownership
and pride.

•

Preparing a plan properly takes

A written plan can be a unifying

•

It is too easy to see the plan as the end,

•

Once published, documents start

force — stating the vision, mission
and goals gives clarity to everyone
inside and outside the AH about the
institution’s purpose and direction.

rather than the means to an end.

to become dated. The real-world
is dynamic.

•

Preparing a plan creates expectations
that it will be fulfilled — which is also
a pro!
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Putting the vision into action
As the saying goes: vision without action is just dreaming, action without vision is
a nightmare.
However well it is conceived, a municipal strategy is only meaningful, if it is also implemented. The vision, mission, values and goals provide the strategic management
framework for taking tough decisions and making trade-offs. Some of these choices happen within sectors, such as education, social services, or economic development. Tetievska AH provides a classic example: having to close village schools because there are simply not enough pupils to justify keeping them open, given the
impact on the budget. But they also occur across sectors, which is about priorities.

02

03

Typically, the AH leadership prioritises, either explicitly or implicitly, in the budgeting
process, both in planning expenditure and re-assigning resources during budget execution. The AH budget is the main vehicle for delivering these strategic goals, which
must be financed by securing income sources (including external funding from central government & international sources). Hence, the budget should be planned and
executed around priorities and needs, including investments in infrastructure that
will achieve a return. In this light, there is an advantage to formulating a strategic
framework as the foundation for medium-term budgeting.

↪ 03
Municipal finance

The most important asset of every AH authority is its people. U-LEAD’s aforementioned survey of 652 AHs from the 2015–2017 cohort shows that the “average” AH
authority believes they currently have a staff shortage of around 20%. It takes time
to identify and fill new positions, so a clear idea of what the AH leadership needs
now, and expects to need in the medium term in numbers, positions, skills and other
attributes, is essential to running an effective institution and is a matter of workforce
planning, which must be factored into the budget’s preparation.

↪ 02
Managing human
resources
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The relationship between these three factors is set out in the diagram below:
Strategic priorities (based on AH’s mandate, vision and goals)
Examples: Ensuring primary health care centres are walking distance from patients;
providing high quality drinking water to all residents; helping increase
employment by X jobs by 2022
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12
Competency-based workforce planning

Medium-term budgeting
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The following case study illustrates how Bilyayevska AH authority in Odesa oblast
was able to meet its citizens’ needs and advance the AH development much more
effectively through a more strategic approach to budget planning.

Case study:
Harmonising budget planning with strategy
in Bilyayevska AH (Odesa oblast)
Bilyayevska AH, with a population of just under 14 000, decided to do things differently when preparing their budget for 2018. In previous years, the disconnect between budget planning and strategic goals meant that the lion’s share of the AH’s
revenues was spent on financing measures that did not meet the socio-economic
priorities and interests of citizens. Thanks to the joint initiative of the Head of Bilyayevska AH and the Odesa Regional Centre, the AH has pioneered a comprehensive system that directly links strategic, socio-economic and budget planning in
a way that engages the whole community.
A methodology was developed with expert support from the Odesa Regional Cent
re, which complies with the Budget Code of Ukraine and is consistent with the objectives of the next stage of fiscal decentralisation in Ukraine, as stipulated by the
Cabinet of Ministers’ Resolution “On Approving the Strategy for Reforming the Public
Finance Management System for 2017–2020”.
As a starting point, the Head of AH formed a working group to provide organisational
support, including not only professional specialists, but also representatives of citizens and businesses.
Over 100 representatives of the AH were invited to two strategic sessions, where
the main priorities for the AH were discussed and confirmed. With the active participation of AH executives, employees of budget institutions, starostas, businesspeople, civic activists and other community members, the AH defined the following five
strategic goals:
1. Improve the investment climate, business development and tourism;
2. Improve the environment and living conditions;
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3. Improve AH management, strengthening cohesion and mutual
assistance in the community;
4. Improve the quality of education, strengthening the cultural,
spiritual and physical development of its inhabitants; and
5. Improve the social climate in the community.
These five goals were further broken down into sub-goals and translated into concrete measures. The strategy is placed on the Bilyayevska AH website.
After the strategy’s approval, experts of the Odesa Regional Centre together with
specialists of Bilyayevska AH, conducted an “inventory” and analysis of existing local
targeted programmes, regarding their consistency with these strategic objectives, as
well as national legislation and regulations in their fields.
When forming the budget of the Bilyayevska AH in 2018, only those positions that directly contributed to achieving the strategic priorities of the community were taken
into account. This applied both to planned budget expenditures from own revenues
and funds received due to delegated budgetary powers. In practice, this meant that
the budget requests from department heads of the LSG were only approved if they
contributed to achieving the performance indicators linked to the strategic goals.
Thanks to this practice, budget expenditures are now processed systematically and
transparently. Monitoring is carried out by means of periodic public reports on the
fulfilment of the strategy’s objectives and the implementation of the local targeted
programmes, meaning that citizens and businesses can track progress.
This has many benefits. With the greater focus on socio-economic development,
both the urban and rural areas of the AH have become increasingly more attractive
for investors.
While entrepreneurs appreciate the openness and reliability of the new approach to
strategic planning and budgeting, citizens feel valued, as they have been directly involved in defining strategic priorities from the very start, and could directly influence
which initiatives the AH would finance. In this way, the whole planning process has
also helped to raising the financial literacy of AH community members.
Moreover, the open dialogue and exchange has contributed to strengthening the
community spirit in Bilyayevska AH, so that the whole AH is working towards achieving their development goals.
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Source: U-LEAD Odesa Regional Centre for local self-government development
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The execution of strategic goals is not just a matter of spending the AH authority’s
revenues. Operationally, the AH leadership can potentially draw upon six instruments,
some of which will be more familiar than others, as shown in the diagram below.
Using regulatory powers (by-laws)
and rules to influence citizens’
and businesses’ behaviour

Partnership working with
other municipalities (AHs)

Using own resources
(staff, equipment etc) to build infrastructure
and provide services directly

Co-production with
citizens and businesses

Implementing
AH strategies

Using public procurement (purchasing
services, works and supplies) to stimulate
growth & innovation

Giving grants and other financial transfers
(e.g. welfare payments)

Beyond the rather limited opportunities for using the AH council’s regulatory powers
to influence the decisions that people and businesses take, AH leaders face a strategic choice regarding their instruments, which can be summarised in four scenarios:
Make

Buy

Share

Assign

Each of these scenarios has its merits, depending on the sector and the circumstances, and its pros and cons:

•

Make means, in effect, doing it yourself. In reality, this “selection” is often
pre-determined in many sectors and situations. Most of the budget
will typically be directed towards employing and equipping staff, who then
provide services in the AH, both internal (e.g. book-keeping, personnel,
procurement, PR, etc.) and external (e.g. providing permits, teaching
children, delivering healthcare, facilitating development etc.).

•

Buy means outsourcing the provision of services to private enterprises
or NGOs. Again, this could be internal services (e.g. IT support, asset
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maintenance) or external (e.g. social services). This typically happens
through procurement, with direct budgetary impact, but can also include
public-private partnerships which are more complicated arrangements.
This option might be pursued when it is clear that the AH authority has
insufficient internal capacity, wishes to bring external expertise or resources
on board, and / or decides that the activity is not a priority to “make” in‑house,
but still wants or needs to offer the service. Procurement is usually seen
as purely a process, from tendering to contracting, but it can can also be
used creatively to encourage bidders to develop innovative solutions to the
community’s needs, as well as support employment outside the AH authority.

•

Assign essentially means the rayon state administration or another
executive body (e.g. SESU in emergency services) performs the function
on the AH authority’s behalf. This is often the default for smaller AHs, which
lack sufficient scale to “make” or “buy”.

•

Share could mean partnership-working with neighbouring hromadas or
co-production with local citizens and businesses.

An example of how these options can be applied in practice is the provision of methodological support to AH schools, where “assign” takes the form of this support is
being organised through the teachers themselves.

02

03

04

05

↪ 06
Education

07

Partnership working with two or more AHs results from a decision to recognise
a mutual interest in cooperating for a common purpose, by pooling knowledge, expertise, authority and / or resources, to:

•

Promote a larger territory to attract investment or tourism;

•

Share costs, for example to develop a common service or purchase
expensive, specialist equipment for shared use;

•

Tackle problems that cross municipal boundaries (e.g. environmental
protection); or

•

Achieve economies of scale (e.g. to build a sub-regional
waste management centre).

This might take various legal forms, including a simple memorandum of understanding, the signing of a more formal cooperation agreement or other contractual relationship, or the establishment of a jointly-owned municipal enterprise.
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↪ 08
Citizens’ security
and safety
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“During the last decades, the trend has been to transfer responsibilities to the local
tier of government... Sometimes the tasks are too much for one municipality alone,
because they raise costs and risks. Municipalities see inter-municipal cooperation as
an efficient and sustainable solution to improve the effectiveness, quality and completeness of their service delivery and municipal administration.” VNGI, the international arm of the Dutch local government association, Guide to Successful IMC.
By 2019, LSGBs have already concluded more than 380 inter-municipal cooperation
agreements.6 The “Together” programme of the “UA: Pershyi” TV channel features
concrete examples of cooperation in the hromadas of Poltava, Ternopil and Sumy
oblasts. Moreover, the case study below shows how four AH authorities in Poltava
oblast joined forces to improve healthcare services to their citizens by entering an
inter-municipal cooperation agreement.

Case study:
Joint effort for better healthcare services
(Poltava oblast)
In 2016, the Heads of four AHs in Kremenchuk rayon concluded an inter-municipal
cooperation agreement to create the Pryshyb Centre for Primary Medical and Sanitarian Assistance Provision that would effectively coordinate work and processes
in all outpatient clinics in Pryshybska, Omelnytska, Pishchanska and Nedoharkivska
AHs. While previous procurement was often delayed and the AH authorities had to
wait for decisions at the rayon level, the new centre improved the coordination and
procurement of medical equipment and infrastructure for outpatient clinics in all
four AHs. Furthermore, the response time to provide for primary medical and sani
tarian assistance was reduced three-fold. To gain public support for this initiative,
the Heads of the AHs organised public hearings in each AH to consult with the resi
dents about the need and benefit to create the joint medical centre. The initiative
was supported by the Poltava OSA.
Source: U-LEAD with Europe Programme

6

https://decentralization.gov.ua/news/10979.
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The trend towards co-responsibility was explored as a form of stakeholder engagement. Co-production can be seen as an alternative form of outsourcing, by involving
civil society directly in the implementation of public policies from which they benefit.
As an approach, it offers resources, innovation, transparency and sustainability, and
enables the administration to focus on the features that are valued most highly by
service users. The defining characteristics of co-production are as follows:

•

Citizens’ involvement is voluntary.

•

They are capable to contribute — they have assets, not just needs.

•

The working relationship is collaborative (“doing things with people”), not
passive or paternalistic (“doing things to them”).

•

They are involved in the decision-making process.

•

The aim is achieving better services and outcomes.

The example of Lanchinska AH shows the benefits of co-production for building
bridges, both physically and figuratively.

Case study:
Building bridges in Lanchinska AH
(Ivano-Frankivsk oblast)
Restoration of road and other transport infrastructure is one of the most urgent issues facing most local self-governments. The co-construction of a bridge over the
Slobushnitsy river to connect both parts of the Lanchinska AH (population over
11 000) is a unique example of cooperation between local authorities and residents.
Besides improving a key transport link, the new bridge also contributed to a number of other strategic goals in the fields of safety, education and economy. The good
practice of the co-production project in Lanchinska AH has encouraged other communities to initiative joint projects to achieve public goals together.
In the past, only a small pedestrian bridge allowed residents of the Lanchinska AH to
cross the Slobushnitsy river to reach the other side of the AH. Since the river is very
narrow, vehicles would simply drive through the river, even though the cars were
halfway deep in the water. However, in spring and during long rainy periods, the river
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would rise to the extent that even ambulances could not reach the other side of the
AH, which brought about the isolation of the AH residents living in the most remote
locations.
Due to these difficult circumstances, it became evident many years ago that a bigger bridge was needed. To finally build the bridge, despite limited recourses, the AH
authorities and residents decided in July 2018 to unite their efforts to jointly construct a bridge for road traffic to connect both parts of the AH. The AH administration procured the materials and signed an agreement with residents, who constructed the bridge themselves. Every day during the summer, five or six local residents
worked at the construction site. “We took up this matter, because we really needed
this bridge. We initiated its construction — we do everything by our own strength. The
AH authority met with us and helped with the materials”, said one local resident.
The total costs had been estimated at UAH 169,000 (around EUR 6,000), but thanks
to the collaboration between the AH and the residents, the final expenses amounted
to just UAH 68,000 (around EUR 2,500).
The co-production of the bridge, which became an important strategic infrastructure
project for the AH, yielded major results contributing to AH strategic goals across
multiple sectors: ambulance and fire brigades could finally get to the other part of
the village quickly; children now have the possibility to access educational institutions by transport; the economic potential of the AH was enhanced; and the overall
transport system of Lanchinska AH substantially improved.
Source: U-LEAD Ivano-Frankivsk Regional Centre for local self-government development

The concept of co-responsibility can make politicians nervous, as it implies a loss of
decision-making power. What this must be weighed against is the increased buy-in,
which makes it harder to “blame the mayor” if you’re part of the process.

Readiness to show flexibility
It is impossible to imagine the future with perfect foresight. Circumstances change
all the time. “Strategy is a creative throw of the dice, a bold and hopefully encouraging glance into the future”.7

7

Capacity WORKS, GIZ GmbH.
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Hence, it is essential to be “clear about goals — and flexible about the means to
achieve them”.8 AH leaders might need to adjust operational objectives and activities, if a change of direction is needed to reach the desired destination, or even to
review and revise the strategic goals themselves if they are overtaken by events.
The willingness and ability to adopt and adapt strategies is essential for AH authorities. This represents “a process of experiment and discovery. Successes and failures, and the expansion of knowledge, lead to the reassessment of objectives and
goals and the actions that result.”9 This mindset is encapsulated in GIZ’s “strategy
loop” approach.10
Strategy loop

05
Devise
options

Decide on
an option

3

Devise
options

2
Analyse
current
situation

1
Elaborate 4
5
the strategy

03

04

To re-analyse the environment, re-assess the strategy,
and gain a new perspective, it is necessary to step out
of the daily operations now and then to get
into a strategic mindset.

Decide on
an option

02

3
Elaborate
the strategy

Integrate
strategy into
operations

4

06

2
5

1

Analyse
current
situation

Integrate
strategy into
operations

Strategy implementation / daily operations

The “strategy loop” also enables Heads of AH to improve the performance of the AH
authority. Like any public institution, an AH authority is judged and held accountable
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Hamel & Pralahad, Harvard Business Review.

9

J. Kay (2010), Obliquity: Why Our Goals Are Best Achieved Indirectly.
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10 Ibid. illustration taken from Capacity WORKS, GIZ GmbH.
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through the ballot box by whether it is able to attain better results for citizens — both
now and for future generations — such as securing higher living standards, greater
security, and / or a better quality of life.

01

Clearly, there are many steps between the AH authority’s best intentions and the
actual benefits felt by the public. The AH authority experiences daily struggles to
overcome operational challenges, which can put at risk the pursuit of higher objectives and desired outcomes. Hence, the “strategy loop” process allows the AH
leadership to:

↪ 04
Communication
and engaging
with citizens and
decision-makers

•

Take stock of progress at a moment in time;

•

Check where and how things stand; and

•

Make modifications if necessary, which might be minor
or major, depending on the findings.

These periodic reviews can be most effective when they are executed in partnership
with citizens and businesses, so that the process is transparent and the adjustments
are “co-owned” by them. This should become easier if the AH authority is already involved in a continual dialogue with stakeholders. The public is likely to be more understanding and supportive if previous commitments cannot be met due to financial
pressures, external events or other reasons, if they are regularly “kept in the loop”.
The aforementioned example of “My Borne 2030” highlights the importance of adaptability: this medium-sized municipality and its key partners made a mechanism
to review progress every year and to adjust the municipal strategy to suit the new
conditions as they emerge.
To conduct strategy loop reviews, which both re-assess the environment and evaluate performance, the AH authority needs both to return to the situation analysis
(“where are we now?”) and to access information on its own influence on the environment (“are we delivering positive change through our activities?”). For the AH leadership, this involves putting in place a sound monitoring system to test whether the AH
authority’s initiatives are contributing to the achievement of its vision. This means:

•

Developing performance indicators: What is important for each
area (e.g. education, administrative services, economic development)?

•

Identifying sources of information for each indicator: What will provide the
evidence of performance? What are the baseline values of each indicator, and
what would be the “ideal” performance, so the AH authority can track progress?
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•

Ensuring there is a mechanism to present performance information:
How will the AH authority collect and report this information? Who will do it?
Will it require surveys or other techniques to find out the baseline value and
current position? Do you have the resources to gather this information?
How often will this (need to) happen?

Performance measures that correspond to your strategic and operational goals can
play a valuable role in telling the AH leaders, staff and stakeholders how well things
are going and what needs to be done differently. But this can only happen if:

•

The performance indicators are relevant. It is important to avoid focusing
only on things you are easy to quantify (number of patients per doctor
in primary health care, number of certificates achieved by pupils). Quality
is harder to measure, but is usually more meaningful.

•

The review looks beyond the “raw facts” and tries to understand the reasons
for performance. As the name suggests, indicators “indicate” the direction
you are going, but they always need context and explanation.

•

This analysis is used to learn lessons, not just to “sell” the AH authority if
things are going well, or conversely to indulge in a “blame game” if things are
now. The point is to strive for continuous improvement (“how do we put
things right and make them better”).

In this respect, it is better to choose a performance measure that tells you something useful, and track it (e.g. what % of our citizens say they are happy with administrative services in the ASC), then to set artificial targets that then become the end
in themselves, rather than the means to improvement, and often distort behaviour
(e.g. we achieved our 60% satisfaction, we don’t have to try any harder).
The benefit of monitoring is that it allows management to take evidence-based decisions: strategic judgements are grounded in robust data and solid analysis, rather
than gut feelings or spontaneous observations.
The example overleaf of the Mikhail-Kotsubynska AH illustrates well how an AH leadership succeeded in adjusting its overall strategy when challenges arose, and how
important it was to bring its residents on board too.
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Case study:
Strategy review and adaptation
in Mikhail-Kotsubynska AH (Chernihiv oblast)
Despite having a development strategy in place, the situation in the Mikhail-Kotsubynska AH looked rather dim in 2018. After amalgamation, AH citizens felt like
they still belonged to separate village councils rather than to one united community.
There was a clear lack of common identity and social cohesion, and communication
between the AH authority and its citizens was rather poor.
When these described challenges were realised, the AH council initiated a review
process of the strategy in place. At the same time, they successfully applied to become participants in the DESPRO School of Local Self-Government. Thanks to this
assistance, the AH leadership conducted a SWOT analysis and came to a deeper
realisation that they would have to bring citizens on board. Together with active inhabitants, they focused on the aspect of social cohesion and studied the underlying
problems in the hromada. As a concrete outcome, the AH authority, with the support of the U-LEAD Chernihiv Regional Centre for local self-government development, initiated a process of adapting their existing strategy and supplementing the
strategic goals with an objective on the promotion of civic activity and social cohesion. Moreover, the AH authority improved its communication with citizens, putting
a much stronger focus on regular exchange and dialogue formats. To monitor the
level of social cohesion, performance indicators were introduced through regular
opinion polls and the number of submitted appeals to local self-government bodies.
To date, community identity is much stronger in Mikhail-Kotsubynska AH, citizens
feel engaged in defining the strategic priorities of the community. Moreover, MikhailKotsubynska AH became the winners of the DESPRO School of Local Self-Government in 2018, being rewarded with the introduction of a geoinformation system for
community assets accounting. These successes motivated three other village councils to join the AH in June 2019.
Source: U-LEAD Chernihiv Regional Centre for local self-government development
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Concluding thoughts
Strategic management is a systematic process of envisaging and working towards
a better future for the AH. It is about exploring — and then deciding — the right way
to go, and then channelling the energy, resources and time of everyone in the AH authority on making the same journey, and being focused but flexible about the best
way to travel. In a VUCA world, strategies can never be static and will have to adjust
to new realities over time. The AH leadership needs to be attentive to developments
inside and outside the AH, including regulations and resources, that might require
a strategic re-orientation. By gaining the support of citizens and enterprises, strategic management gives legitimacy to the AH authority’s decisions.
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Managing Human Resources
03

Why is managing human resources important

04

to AH authorities?

05

The core, and basis for success, of every organisation is its staff. While every AH
authority owns land, property and equipment, its most important assets are its
“human resources” — its people. They are the “ambassadors” of the AH, interacting
daily with citizens and businesses, and representing its values. In the back-office,
they are the “cogs” that keep the machinery going in the AH authority’s engine room.
Together, they enable AH leaders to achieve their goals and ambitions.

06

07

Through Ukraine’s ambitious territorial reforms, AH authorities have acquired a wide
set of devolved responsibilities in the process of decentralisation, as well as considerable resources for execution of their own and devolved functions. To meet the expectations created by this range of new powers and functions, AH authorities need
to rely on competent officials that are “suitably empowered and highly motivated …
flexible and collaborative and providing services in a cost-efficient manner”, in the
words of the OECD.1
The starting point for human resources management (HRM) is the AH authority’s
overarching strategy, which should drive its HRM policy and, in turn, its activities.
Given the importance of staff to success, HRM is essential to ensure the organisation performs effectively and to avoid reputational risks from errors, unethical behaviour and irregularities.

1

Organisation for Economic Co-operation and Development (2007), Review of Human Resources
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HRM is a central function of every public body, especially AH authorities, as they
operate in the front-line of public services. Public administrations will always need
to find the best ways to recruit, encourage, retain, improve and advance their employees, tapping into the potential of every individual official irrespective of gender,
age, ethnicity or background — especially when faced by competition from enterprises and opportunities abroad. Meeting this challenge is essential to ensuring an
effective, efficient and smoothly-run AH authority that delivers high-quality and citizen-oriented public services.
HRM is about finding answers to key questions, such as:

•

How many staff will I need to deal with all the responsibilities
the AH authority faces?

•

Do I have the right mix of staff — do we have too many in some areas
and / or too few in other areas, where we need specialist expertise?

•

How do I attract and select applicants with the abilities and attributes we need?

•

Are we getting the most out of all of our staff? Are we using all the talents in
the workkforce and community? How do I motivate and develop staff?

•

Do the staff have the right technical skills and knowledge for
the challenges we face?

•

Do they have the personal attributes and attitudes we need
(communication, self-motivation, etc.)?

•

How do I deal with an ageing workforce?

•

What is the gender mix? How many employees (men and women)
are there who can take paternity or maternity leave?

•

How do I avoid losing the contributions and knowledge of staff
when people leave?

AH authorities are also governed by the legal framework for managing local officials — and it is still evolving. Until recently, the 2001 Law “On Service in Local
Self-Government Bodies” left AH authorities with a lot of discretion in interpreting its
provisions. New legislation on service in local self-government is currently progressing through the Verkhovna Rada, which aims to elevate the importance of HRM policy in the functioning of local self-government, modernise and professionalise public
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service, and oblige AH leaders to establish new systems and procedures which ensure merit-based and competence-based approach to selection, promotion and professional development.
Moreover, a new national training strategy and system for public officials (including
elected local councillors) has already been adopted by the Cabinet of Ministers of
Ukraine (CMU) in December 2017, with far-reaching consequences for AHs, which
is currently being put into operation under the leadership of the National Agency of
Ukraine on Civil Service. Other national rules, such as legislation to prevent discrimination and corruption, are also highly relevant to the integrity of AHs and citizens’
trust.

03

What do you need to know?

04

Traditionally, the approach to organising service in local self-government has centred
on “personnel management”, which is about the administrative procedures required
to employ staff (recruiting and paying them) and manage them (developing job descriptions, concluding contracts, devising disciplinary rules and proceedings, arranging training courses, etc.). Personnel management looks at the workforce from
a purely operational perspective.

05

Modern “human resources management” takes a strategic perspective, which recognises that the people in your organisation are resources that enable you to achieve
the organisation’s goals. HRM still relies on the administrative functions of personnel
management to employ and manage staff, but it also considers how management
decisions shape the performance of the workforce in ways that are both planned
and unexpected.
The modern HRM system can be conceptualised as nine elements (see overleaf),
which are shaped by the organisation’s values (mainly from the AH leadership), policies and procedures.
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Four elements comprise the traditional tasks of “personnel management”, namely:

•

Job analysis;

•

Recruiting staff;

•

Remunerating and rewarding staff; and

•

Providing training and enabling professional / personal development.
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Organisational values and HRM policies & procedures
(e.g. codes of conduct, integrity, equal opportunities)

01
Job analysis
02

Job profiles and job
descriptions

Recruiting staff
Attraction, applications
and selection

Renumeration
and reward
Pay, allowances,
entitlements and bonuses

Competency-based

Knowledge

approach

management

Strategic workforce
planning

Performance culture

and organisation

Motivating staff, 'learning
organisation'

Employee training,

Workplace environment

development
and progression

Working conditions
and organisational culture

Traditional personnel management

These are the functions that are typically governed by laws and regulations. Heads
of AHs have specialists who deal with these various processes. But there are also
“strategic” aspects to even these four elements — each one has a wider context, in
terms of how it affects organisational performance and helps you to achieve the AH
authority’s goals, as they are about getting the right people in place and getting the
best out of them.
The other five elements complete the picture, enabling AH leaders to take a comprehensive approach to managing human resources successfully through:

•

A competency-based approach;

•

Knowledge management;

•

Strategic workforce planning and organisation; and

•

Creating a performance culture, which includes

•

The workplace environment.
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Competency-based approach
Public administrations across Europe and beyond are increasingly moving to a competency-based approach to HRM. The mix of “hard” / professional and “soft” / personal skills are seen as increasingly essential in a modern workplace, especially in
a service environment.
As a signatory to the Council of Europe’s European Charter of Local Self-Government,
Ukraine has committed to Article 6, which provides that “local authorities shall be
able to determine their own internal administrative structures in order to adapt them
to local needs and ensure effective management” and “the conditions of service of
local government employees shall be such as to permit the recruitment of high-quality staff on the basis of merit and competence; to this end adequate training opportunities, remuneration and career prospects shall be provided”.
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Competencies are the technical skills and knowledge needed for a specific position, plus the abilities and attributes (attitudes and behaviours) to fulfil the functions effectively. These include so-called “soft” skills, such as self-motivation, problem-solving, results-orientation, conflict-resolution, customer focus, the capacity to
communicate, the willingness to work with others, the ability to negotiate, leadership, adaptability, resilience etc.

Here, it is necessary to distinguish the terms “competency” and “competence”.
While they seem to be synonyms, there is a difference: “competence” (which can be
defined as the “capability to do something”) is a much broader concept and results
from the acquisition and accumulation of individual “competencies”.
Competency management means ensuring that you have the staff with the right
combination of abilities and attitudes in place, so that the organisation can perform
all of its functions to a high standard and fulfil its strategic and operational goals. It
has a profound effect on many of the elements in the HRM overview, but especially
recruitment, performance management, and learning & development.
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Strategic workforce planning and (re)organisation
As staff come and go, and the obligations and opportunities facing AHs change over
time, it is also important to engage in strategic workforce planning, organisation
and restructuring,2 which is about predicting and acting on personnel requirements.

01

02

Workforce planning is a structured and systematic process that brings together
strategic planning and human resources management, to enable organisations to
better achieve their goals and priorities, by having the right people with the right
skills and competencies in the right place at the right time. It covers the size, composition, deployment, skills and knowledge of the workforce, and includes all managed
movement into, around and out of the organisation — including recruitment, promotion, mobility, secondment, redeployment, attrition and retention.3
↩ 01
Strategic
management

The starting point for workforce planning, and HRM generally, is organisational strategy and specifically the AH authority’s mandate, vision and mission — what must
and can the AH authority do, according to the law, and how does it want to do it?
The AH’s objectives determine the operations and activities to achieve them, which
in turn dictate the number and type of staff that is needed.

↪ 03
Municipal finance

Strategic workforce planning must always go hand-in-hand with financial management. In the words of the World Bank, “budgeting is the process of allocating scarce
resources across unlimited demands”.4 Available income sets the upper boundary
on what the AH authority can allocate to its staff in salaries, allowances and bonuses to carry out the municipality’s functions and activities.
After deciding the scope (strategic direction, priorities and needs, and planning time
horizon, e.g. 3–5 years), the process of workforce planning involves: modelling the
current “supply” / workforce; projecting future demand based on anticipated changes both internally (e.g. administrative simplification) and externally (e.g. further decentralisation of services) that will affect workload and required competences; performing a “gap analysis” of any shortages (e.g. skills) or surpluses (e.g. too many

2

Restructuring might happen, for example, in the case of the AH authority being assigned new
responsibilities under the law (e.g. creating a Human Resources Division), or creating new units
to process existing responsibilities.

3

Source: European Commission (2017), Quality of Public Administration, A Toolbox for Practitioners.

4

The World Bank, Municipal Finances: A Handbook for Local Governments, 2014.
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staff in one area, not enough in another); and then preparing, implementing and
evaluating the strategic response, taking account of available and projected finances. This comprehensive assessment of existing resources and foreseeable needs is
closely linked to the operational planning of matching desired results with intended
activities. It should also consider feedback by citizens and / or employees, for example, indicating poor service delivery or a lack of capacity in individual departments.
The outcome of the personnel plan might be a realisation that more staff is needed, and hence a recruitment drive should be organised. It might equally conclude
that the AH authority is over-staffed in some areas, and hence reductions are necessary, either through “natural wastage” (not replacing people when they resign or
retire) or compulsory redundancies. Before deciding on any staff increases or cuts,
the assessment should take into account if there is a possibility to redeploy available resources through the introduction of an internal mobility strategy. Whether
there is a change in staffing or not, strategic planning might lead to reorganisation in
the AH authority — creating, merging and / or disbanding units, and reassigning staff.
These types of decisions should be consulted with the affected workers, especially when they affect their job content, location, working hours or other conditions of
employment.
Related to succession planning is knowledge management. When people leave,
they take their expertise and experience with them. How do you ensure that as much
of this know-how is retained, as “institutional memory” that can be harvested, and
to provide stability and continuity?
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Knowledge management is a set of processes to record, disseminate, share and develop the collective knowledge of the organisation’s employees, retain “institutional
memory” that can suffer with staff turnover, redundancy and retirement, and promote inter-generational learning.
Organisations in other European countries use many diverse learning tools, some of
which might be time consuming for the employees, and hence relevant conditions
should be created to make the tools effective. Many officials, especially older, more
experienced and senior staff, welcome the opportunity to share their know-how with
newer and younger staff, when it is a recognition of their value — the wisdom they
have gained and the contribution they are making. They just need a platform which
allows them to display their knowledge. These tools also contribute to the “learning
organisation”, such as the following example from Belgium.
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Case study:
Knowledge management in Belgium’s
Ministry of Finance (MoF)
Knowledge development is important for all MoF employees and is strongly encouraged by the extremely wide range of programmes offered by the Academy and the
Training Institute of the Federal Government. Knowledge management takes the following forms:

•

Network & peer learning: Learning networks offer a form of informal learning
in which practical know-how is transferred and have been organised in the MoF
since 2014. People come together who are working within the same field or
theme and exchange knowledge and experiences with each other, discussing
bottlenecks and issues from practice. This provides new ideas and contacts,
easy circulation of experience and possible problem solutions. Members
of a Learning Network can also use an electronic platform (Sharepoint) to
collaborate remotely and share interesting documents.

•

Learning networks for knowledge managers: In 2015, there were 305 workers
from various administrations and staff services registered in one of the
12 active learning networks, such as the HRM Learning Network on Leadership
(124 members), the Legal Learning Network on Litigation (12) and the VAT
Control Learning Network (8).

•

“Harmonisation meetings”: In these meetings, team leaders belonging to
the same unit share their views with respect to which appraisal they would
give to their employees, on the basis of the achievement of their performance,
development and team goals. An important aspect of learning networks is the
motivation and enthusiasm of the participants, because the learning networks
implicitly assume some form of reciprocity.

•

Senior-junior knowledge transfer: This modality tackles head-on the problem
of internal and external mobility and the ageing of the organisation. Since April
2012, the Academy has been organising workshops for senior and junior staff
within the MoF’s various manuals, to set out methodological guides, tools and
techniques to place their knowledge into a seamless, structured and systematic
footing. For now, this initiative focuses on the key functions and critical and rare
knowledge within the organisation.

Managing Human Resources

•

Self-evaluation of knowledge within teams: Since September 2012, the
Academy has supported team leaders and their employees in evaluating the
policy knowledge within their teams, to identify strengths and weaknesses, to
formulate the potential for a more efficient operation of the team, and finally to
implement action plans. To aid this, an electronic survey was developed by the
Personnel & Organisation ministry called “managing knowledge in your team”.

•

Mentoring: Mentoring is a form of guidance from a more experienced person
(mentor) to a less experienced person (the mentee). The mentor explains,
provides practical tips and feedback, and supports the mentee in his or
her learning process. Mentoring focuses mainly on learning “on-the-job”.
In professional life, mentoring is often used to allow the smooth integration
of a new employee in his or her new role.

•

Roadshow, training and e-learning: An awareness campaign in 2016 planned
to draw attention to knowledge management, and emphasise and demonstrate
its importance for the MoF. In addition, knowledge management training would
be organised for a select group of employees with the intention of creating
knowledge management experts, along with e-learning about knowledge
management to be available to all staff.

Source: Based on inspiring example in European Commission (2017), Quality of Public
Administration, A Toolbox for Practitioners.
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Staff recruitment

09

Job analysis involves collecting relevant information about existing or planned activities to determine the duties and functions that should be assigned to the position,
and the competence profile of the person expected to perform them. This assessment usually forms the basis for developing:

10

•

Job profiles: These are overview documents for the purposes of recruitment,
setting out the job title, position within the organisational chart, functions, and
expected qualifications, characteristics and experience (for example, it could
be used to develop a portrait of an ideal official, which is then reflected in the
vacancy announcement); and
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Job descriptions: These are more detailed documents with legal status
for the purpose of HR management (giving direction to the employer and
employee), based on the job profile but with further elaboration of roles and
responsibilities, lines of accountability and reporting, etc. Such a job description
is a useful tool in the process of recruiting candidates to fill vacancies when
drafting job announcements.

What is critical in recruiting candidates is fairness and transparency in the hiring
system, to promote mutual trust between managers and staff (both new and existing). In practice, there are three linked components in the recruitment process:
↪ 04
Communication
and engaging
with citizens and
decision-makers

•

Attracting interest, which is mainly about promoting opportunities in the
organisation and advertising specific positions, but is also about the “signals”
that the AH authority sends out about the organisation as a stimulating and
comfortable place to work and to develop, personally and professionally.

•

Application, which requires the candidate to submit the legally defined package
of documents (including application template or curriculum vitae), in line with
the advertised procedure for the vacant position; and

•

Selection, which involves the HRM Service reviewing all applications
systematically using established criteria, in line with the principles of equal
treatment, integrity, transparency and anti-discrimination, and choosing the
most suitable candidate that fits the job profile, through open competition
procedure, including an interview and / or other assessment process.

The application submission and selection procedures are arranged by HRM specialists, under the coordination of the AH authority’s management.
It is important to avoid any kind of discrimination when drafting the job announcements, e.g. requirements regarding gender, age, marital and / or parental status, as
well as physical appearance.
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Case study:
Attracting young professionals to careers
in local government in Canada
The municipal community of the Canadian province, Nova Scotia, was confronted
with the pressing need to attract younger workers. A comprehensive analysis projected that, within the next decade in Nova Scotia, there would be less than one person to replace every two people who retire. To successfully recruit the next generation of municipal government managers, the municipalities of this region took joint
action.
It was decided to form partnerships with universities to ensure that students get
opportunities that both get them interested in local government and equip them
for careers in this area. Furthermore, these partnerships were supposed to ensure
that study programmes of universities and colleges would be responsive to municipal needs. The municipal community thus established a cooperation with Dalhousie
University to get students involve in local government initiatives.
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The cooperation included the following actions:

•

Designing and offering a minimum of two courses in local government
each year;

•

Promoting municipal content in courses in public administration;

•

Creating a minimum of ﬁve local government internship and project
opportunities for students;

•

Providing scholarships for municipal track students; and

•

Providing support through municipal community participation in the annual
student conference and regular stakeholder meetings as well as assisting
students in ﬁnding career opportunities in local government.

Dalhousie’s Master of Public Administration (MPA) programme now offers a practicum course where students undertake a research project on behalf of a government department or agency, and three municipal projects were included, focusing
on municipal utility rate structures, commercial property taxation, and alternative
service delivery. A municipal curriculum research assistant was hired, and two initial
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research projects were identified through meetings with the municipal partners — 
one on governance structures and strategies for smaller towns and rural areas, and
another on the use of community circles in transportation planning.
The initiative has been successful in generating student interest. In the first year of
implementation in 2009, five students of the of MPA programme participated in municipal internships, and three of the MPA programme’s May 2009 graduates have
secured positions in local government, several other graduates were competing for
municipal management jobs.
Source: Mark Gilbert, Attracting Young Professionals to Careers in Local Government,
Governance Finance Review, 2009.

There is a risk that recruitment is seen as a dull and technical process, and most of
all, a passive one: you advertise the vacant position and wait for applications to arrive. While this process must be followed, in line with legislation and the AH authority’s procedures (and its HRM policies on integrity & equal treatment), the strategic
question is how best to secure interest from the types of candidates you want working in your AH authority. In the case of senior staff especially, including school principals and chief doctors, this might mean relocating from another area.
At the stage of stimulating the interest, it is important to understand the perspective
of the applicant who might look for a job in the AH authority. This “applicant’s perspective” allows you to understand three key aspects.

•

Image — what a candidate knows (or you think he or she knows) about your AH,
both positive and negative aspects;

•

Expectations — except for the salary, what they expect from a job in your AH.
In some cases, it’s just about the money, but this is rare. People also want to
know about working hours and conditions, the nature of the work, job security
and prospects for the future. For young people, they want to learn and develop.
For older people, they want to have more control over their working life. All age
groups want responsibility and stimulating work.

•

Offer — except for the salary, what you can offer to the employees to meet their
expectations.
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Prospective employees might not know more about the AH authority than is written
down in the advertisement and application pack, but it is equally likely that its reputation as a place to work will be widely known. These perceptions can be right or
wrong. Working in a municipality might be seen as “boring, bureaucratic desk-work,
following procedures and passing paper around”. Equally, it can be seen as a chance
to contribute to something “fresh and growing”, as the AH takes on new powers
and duties, and to take part in interesting projects. This understanding is part of the
“psychological contract” between employer and employee, which is based on expectations on both sides.
The candidate’s decision will also be influenced by the terms and conditions of employment, which includes working hours, work location, entitlements (e.g. right to
paid extended leave for childcare, study, medical aftercare, etc.), and other factors,
some of which are determined by legislation and government orders, such as opportunities for training, professional development and career progression, etc.

The “psychological contract” is an informal one, sometimes described as the “understanding” between employer and employee about their obligations to each other,
as an implicit and essential agreement which enables the job to be done. While the
formal employment contract, ideally in written form, defines the legal rights and responsibilities of both parties, it cannot anticipate every daily interaction or regulate
human relations. At its most basic level, the psychological contract can be as simple as “you do your job well, I don’t intervene”, but it typically also brings in qualities such as respect and trust. In this way, it can also be affected negatively by conflicting beliefs and values, poor communication leading to misunderstandings, and
mismatched ambitions.

Across society, the psychological contract in the workplace has changed over time,
also as the nature of work and technology has evolved, including the rise of the service sector. These days, people often work longer hours in offices and are expected
to show more initiative and flexibility, compared with the past, but on the other side
of the equation, tasks are typically more diverse and less repetitive. What matters
most to people — and motivates them in their work on a daily basis — tends to change
as they get older, but studies show that a key factor among all age groups is stimulating work and job satisfaction.

65

03

04

05

06

07

08

09

10

11

12

+

66

↪

01

02

A 2015 study for the Latvian State Chancellery, funded by the European Union and
including an EU-wide review of existing studies, found that the most attractive aspects of public administrations as employers include: the work is interesting and
responsible; jobs and remuneration are stable and sustainable; and the social guarantees are long-term. What puts people off joining public employers is: uncompetitive remuneration; hierarchical work structures; and the negative image of public
administration. Positive relationships in the workplace — “management style characterised by respect, trust, openness and honesty, pleasant colleagues and support
of colleagues in problem situations at work” — have become important characteristics of jobs during the last few decades, for the younger generations.5

It is interesting to reflect on the study that was conducted in Germany in the mid2000s regarding people’s expectations of work (see diagram right).6 The results are
still relevant today in many European countries and can be easily applied to the
Ukrainian context. The results show that all age groups prize an “interesting job”
highest, and want to be “well paid” next, while job security is slightly less important
to the over 50s compared with the 31–50 age range, and less so for the under 30s.
Unsurprisingly, the youngest prioritise the possibility to learn, which is least significant to the oldest age group, while independence at work is the other way round.

Performance culture
Workforce planning and (re)organisation implicitly links capacity to performance.
This is not a linear relationship, whether applied to organisations or individuals. Investing in capacity-building, through for example training and development, does
not necessarily produce a proportionate return in the form of better results, such as
higher quality of service delivery. To do so, the whole management system should
be geared towards getting the best out of staff.

5

Baltic Institute of Social Sciences & Organisation Development Academy (2015),
The Study on the Future Role and Development of the Public Administration.

6

Source: M. von Cranach, H-D. Schneider, E. Ulrich, R. Winkler (Hrsg.), (2004):
Ältere Menschen im Unternehmen.
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Ranking

Up to 30 years

31–50 years

1

Interesting job

2

Good pay

3

Good working atmosphere

Over 50 years

Secure job

4

Possible to learn new things

5

Secure job

6

Much variety

Much independence

Good working atmosphere

7

Requirements and skills match

Possible to learn new things

Much variety

8

Much independence

Much variety

Good working hours

9
10

Secure job

Much independence
03

Requirements and skills match

Good working hours
Good career prospects

Good physical conditions

04

05

Good physical conditions
Possible to learn new things

07

“As with any organisation, good public sector performance rests with its staff: their
capacities and skills, as well as the ability of the leadership to motivate staff to do
their best in achieving organisational objectives.” Organisation of Economic Cooperation and Development (OECD), Performance and Leadership.
This requires organisations to actively develop a performance culture. The first
step is to be clear about what performance means — the desired results they wish
to achieve — and to reflect those organisational objectives in how they manage their
staff, including setting objectives at the level of units and giving direction to individual employees. To improve performance, it is important to consider the strong interplay with managing competencies:
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“When competencies are better managed, staff perform better. When performance
is better managed, competencies are better utilised”. Council of Europe, Centre of
Expertise for Local Government Reform, Toolkit on Modern and Effective Human
Resources Management.
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Staff motivation is pivotal to accomplishing the manifold tasks facing AH authorities
and carrying out the new responsibilities under the reform agenda, including public
administration and decentralisation reform. Getting the best out of people looks at
different questions including among others: How can I tap into the potential of my
staff? How can I use staff appraisals as a tool for advancement? How can I stimulate loyalty? Remuneration that reflects performance, including bonuses within the
limits set by the law, can motivate employees to some extent to (continue to) work
in an institution — as long as the reward system is fair and seen to be fair.
International research shows that intrinsic factors are the most influential on individuals’ performance — which is why finding the right people with the right competences is critical, including attitudes and behaviours, while at the same time recognising that diversity is essential: not just recruiting “replicas” of the existing staff.
However, the content of the job being offered is only one factor in a potential employee’s decision to apply for a position, and whether to accept it, if selected. Also
important is the remuneration and reward package, including:
1. Salary range (minimum and maximum);
2. Pay progression, if promoted;
3. Any allowances (e.g. discretionary one-off payments for holidays
and material support to solve social and household issues, for example
university fees, house reconstruction, medical treatment, etc.), providing
separate categories of employees with the social vacations and potential
bonuses (e.g. for performance of the tasks of high importance), which
is constrained both by the regulations governing service in local
self-government and by the limits of the AH’s budget.
At this point, it should be stressed that, while everyone in the workplace contributes
and is responsible to create a friendly and productive work environment, this starts
from the top — the management style and culture. The Head of AH as the leader
has the tools at his / her disposal to achieve a satisfied and motivated staff. These
include:

•

A positive management style;

•

Involving staff in decision-making processes;

•

Ensuring fairness through equal opportunities and equal treatment for all;
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•

Promotion and salary increases based on merit;

•

Regular feedback;

•

Enabling staff members to develop and grow their set of skills.

Performance management should be more than a formal assessment system:
it should be an integral part of a high-performance culture. The following four elements can help organisations that are trying to build and sustain a high-performance
culture:
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Element 1: Motivate change

•

•

Assessing the current culture. This is an important first step in building
a high-performance culture, its aim is to assess where the organisation
currently stands. Does the organisation already have a culture that values
excellence, strives for success, seeks feedback, and embraces continuous
learning and development?
Shift the mindset to performance management. Practice shows that
successful organisational change depends on management commitment.
The stronger the commitment, the greater the potential for success.

Element 2: Lay the foundations

•

•

•

04

05

06

07

Scale back burdensome demands. By focusing on completing forms and steps
within prescribed time frames, conventional management processes can
detract from effective behaviour. This can be combatted by evaluating each
step of the organisation’s formal processes with an eye towards the results that
they produce, eliminating unnecessary steps, activities and requirements.

08

Introduce the concept of performance management. Employees and
managers need to be able and motivated to engage in effective performance
management. While this approach might be a new one for the employees,
awareness-raising activities are necessary to integrate it to the working life
of the staff. These can then be followed by a solid strategy to ensure behaviour
change, such as internal workshops, web-based training, etc.

10

Putting the right people into managerial positions. The aim should be ensuring
that managers are in place with the potential or skills to perform effectively.
Often, people are promoted into managerial positions because of their technical
competence, even though the job of a manager is not to perform technical work.
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Step 3: Sustain behaviour

•

Provide tools and resources to drive behaviour. The next crucial step is to
incorporate features that build and reinforce productive behaviours e.g.
building trust, learning strategies for communication, etc. into everyday
activities of employees.

Step 4: Monitor and improve

•

Hold leaders accountable for continuous improvement. Employee surveys
are useful for collecting feedback about the extent to which they believe
that their managers are providing them with growth opportunities on the job,
setting expectations that make performance requirements clear and providing
effective feedback that helps them develop. Providing the results of these
surveys to managers drives accountability and helps guide adjustments
to behaviour.

While building all four elements of the high-performance culture, the following three
actions can guide managers in their everyday work to reach the desired improvements in performance:

•

Communicate vision and objectives. Managers need to be able to describe
how the work of each employee relates to the overall mission. Employees who
understand the big picture and deliver work that meets expectations can
operate more independently and effectively, freeing managers to grow the
group, implement strategy or take on higher level responsibilities.

•

Provide ongoing expectations and feedback. Most work situations evolve
and change over time, some significantly. Therefore, effective performance
management behaviour requires setting ongoing expectations and near-term
goals as situations change. Poor attitudes toward performance reviews have
led to calls for improvements that will better motivate and develop employees.
To be effective, feedback needs to be provided regularly when it makes sense
to do so, not only once or twice a year during formal reviews.

•

Develop staff as a “learning organisation”. Development should be ongoing and
in real time as learning opportunities arise, not restricted to one or two formal
sit-down discussions yearly. The most beneficial approach to development is
for managers and employees to continually look for opportunities that will help
enhance skills, so employees can contribute more fully.

A key ingredient of organisational culture is performance feedback.
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This is typically delivered through formal staff appraisals that are scheduled on
a regular basis (usually once a year, sometimes once a semester or once a quarter),
in which the employee is interviewed by their line manager / supervisor regarding
their performance in the previous period. This is normally structured around a template, which sets out the previously-agreed goals and activities for the period, what
was expected from them (including behaviours, under the competency-based approach) and any training or development that should have taken place to strengthen their competencies and address weaknesses. The interview usually leads to setting new goals, and activities including training and development for the following
period.
AH leaders should ensure that the HRM officers and the AH authority’s managers exercise care in implementing performance assessment, as it can both motivate and
demotivate:

✓ The advantage of annual appraisals is they create dedicated time for the staff

member and his or her manager to take stock of progress to date and to have
a positive discussion, with the focus firmly fixed on the future. Staff assessment
can be an opportunity to assess the extent to which individual officials are
helping to achieve the organisation’s objectives, recognise their contributions,
and pinpoint gaps in their competencies that can be plugged through
personalised programmes, and thereby increase the AH authority’s capacities
and improve the quality of its services.

❌ However, appraisals also involve risks, such as subjectivity, bias (including

favouritism), competition creating divisions among staff (undermining
teamwork), and discouraging initiative and innovation, as employees limit
themselves to pre-determined tasks and quantitative targets rather than
raising their work quality. Studies show that public servants can often perceive
performance assessment as unfair and inequitable, especially in the context of
grading systems that form the basis for decisions about promotion and pay.

Performance feedback should not be just a formal and regularised process, but also
an informal and ongoing process, as management best practice, in the context of
a competency-based approach. That is why the most relevant approach to performance assessment is continual dialogue from the line manager to motivate the staff
member and improve his or her performance by:

•

Assessing how the individual is contributing to the organisation’s objectives
(cascaded to individual units);
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•

Highlighting strengths and advising them when they are ready for promotion;

•

Pinpointing weaknesses and identifying gaps in their competencies; and

•

Using this assessment to identify needs for professional training.

This way the specific employee receives the information about the results of his / her
performance constantly and he / she has the opportunity to correct the work to execute the tasks assigned to the AH authority in the most efficient way.

Employee training, development and progression
While the appraisal process might lead to a pay increase, either permanent or oneoff, it should lead to employee training, development and the possibility of career
development. As with job profiles and recruitment decisions, training needs analysis under the competency-based approach is not just a matter of the technical skills
and knowledge required for effective fulfilment of assigned tasks and functions, it
should also consider “soft” skills, such as leadership, teamwork, conflict resolution,
etc.
Personal development is about opportunities to learn beyond the boundaries of traditional classroom or modern online training. The 70/20/10 theory of learning states
that 70% takes place in the workplace, 20% through exchanges with colleagues,
and just 10% through formal training. Together, training and professional development should help employees to keep up with changing requirements in their jobs,
and prepare them for the future in their work and careers. As personal capacities
are strengthened and feed hopefully into better on-the-job performance, this should
open up promotion opportunities.
The information mentioned above is closely connected with the creation of “learning organisation”, in other words, the organisation that is constantly learning itself
(taking on board lessons from experience) and which supports and promotes the
training of its staff.

Working conditions and organisational culture
The ability to attract, motivate and retain staff is also about the workplace environment, which is shaped by the organisational culture, including the management
“style” of the AH authority, its HRM policies and procedures, the nature of employer-employee relations, openness of the employer and ability of employee representatives to conclude staff collective agreements at the local level, etc.
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Working conditions should not only be harmonious, but also healthy and safe, which
means ensuring employees’ welfare in the workplace, which implies the prevention
of work-related injuries and illnesses. Practices include:

•

Coordinating first aid training and the provision of first aid to employees;

•

Providing advice to employees and the employer in matters of occupational
health and safety;

•

Keeping records of injuries and health issues at the workplace;

03

•

Establishing administrative procedures that encourage employees to report
unsafe conditions and unsafe practices to their supervisors without fear of
being disciplined;

04

Helping reduce costs associated with losses due to absenteeism injuries,
workers’ compensation, disability, and health care

05

•

Health and safety should not be merely considered as a matter of compliance with
legal responsibilities and the duty of care to the employee. In fact, it is increasingly
viewed as a strategy for retaining talent, preventing lost time (due to staff absences),
cost reduction (recruiting temporary or permanent replacement staff) and keeping
productivity high. Solutions for reducing job-related stress, and thereby preventing
burnouts or other stress-related illnesses, will not only ensure the staff’s ability to
work but ultimately increase work satisfaction substantially. It shows the organisation’s interest in the well-being of their employee, which arguably fosters cohesion,
loyalty, and teamwork. Health and safety are thus not just a “nice to have” or an “optional extra”, but an essential part of the HRM strategy.
HRM policies should always be underpinned by the organisation’s principles and
values, both those prescribed by law and those that reflect the AH authority’s role
in the community and how it wishes to be seen by citizens and other stakeholders.
In many public organisations across Europe, these principles and values are set out
in a “code of ethics” or “code of conduct”, which describes how officials should act
and behave, both in their internal relationships and their dealings with elected officials and the public. A voluntary European Code of Conduct was adopted by the directors-general responsible for public administration in the EU Member States and
EU institutions, under the auspices of the European Public Administration Network
(EUPAN), including core values and rules on how to apply them.
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Case study:
European Code of Conduct
The European Code of Conduct comprises six core values:

02

•
•
•
•
•
•

Principle of the rule of law;
Impartiality / objectivity;
Reliability / transparency;
Duty of care;
Courtesy, and willingness to help in a respectful manner;
Professionalism / accountability

It also outlines specific standards of conduct for specific issues as derivatives or
more detailed specifications of the core values, regarding: handling information,
confidentiality, and freedom of speech; use of public resources, equipment and
property; purchasing and contracting, etc. For implementing, promoting and stimulating the integrity values and standards, it describes provisions to foster the culture
that assists in promoting better standards of integrity within the organisation, covering: recruitment, training, mobility, communication and leadership. Finally, it sets
out guidelines for methods and procedures that civil servants can use when they encounter situations in which integrity play a role, including confidential integrity counsellor, reporting procedure for integrity breaches, and sanctions.
Source: European Commission (2017), Quality of Public Administration, A Toolbox for
Practitioners. For further information: https://ec.europa.eu/digital-single-market/en/news/
quality-public-administration-toolbox-practitioners

Ethical behaviour is an essential ingredient for establishing relationships between
managers and their staff that is based on mutual trust and respect.
As the key competence, integrity is recognised as the set of principles and values
that regulates behaviour both at the individual and institutional levels to ensure that
the AH authority serves the public interests and not the private or political ones.
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“It is necessary to create a merit-based recruitment and career development system
that is not vulnerable to political processes in order to have strong public authorities
both locally and nationally”. Council of Europe, Toolkit on Modern and Effective Human Resources Management.

“Conﬂict of interest arises from a situation in which the public ofﬁcial has a private interest which is such as to inﬂuence, or appear to inﬂuence, the impartial and objective performance of his or her ofﬁcial duties. The public ofﬁcial’s private interest includes any advantage to himself or herself, to his or her family, close relatives, friends
and persons or organisations with whom he or she has or has had business or political relations. It includes also any liability, whether ﬁnancial or civil, relating thereto”.
Recommendation on codes of conduct for public ofﬁcials adopted by the Committee
of Ministers of the Council of Europe on 11 May 2000
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To make the integrity policy comprehensive in LSG bodies, a useful method could be
action plan which will be described below.

06

Diversity and equal opportunities

07

To enhance citizens’ feeling of recognition and representation in public institutions,
municipalities should reflect diversity in their staff with regards to gender, age, ethnicity, religion, socio-economic stratum, sexual orientation etc., which can also have
a strong impact on the institution’s responsiveness towards the various needs of
different citizens in municipalities. The drafting of a diversity management plan can
be an instrument to tackle the issue in a proactive manner. By diagnosing in-house
and external diversity, unequal representation of specific groups can be identified
and addressed in the workforce planning, by ensuring the municipality reaches out
to under-represented groups. Communication plays a considerable role in awareness-raising. It shows the institution’s support for diversity and disapproval of any
form of discrimination and its determination to proactively consider the aspect of diversity in the recruitment process. This should be accompanied by internal awareness-raising activities concerning direct or indirect discrimination, combatting stereotypes, and the importance and benefits of ensuring diversity at the workplace and
in state institutions in particular.
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Case study:
Managing diversity in the United Kingdom
The United Kingdom witnessed the emergence of actions implemented in the civil service intended to combat discrimination in the public service, based on equality of opportunity and equal treatment since the 1970s. Initiatives have also been
launched to boost representation of target groups using number-based objective
policies, very similar to actual quotas. The incorporation of diversity takes the form
of respect for differences.
In 2004, the government drew up a 10‑point action plan intended to increase the
presence of the target groups (disabled people, persons of foreign origin and women) at different levels of the administration. Figure-based targets were set. In the
framework of this action plan, all ministries and agencies were required to appoint
a diversity champion. A network was set up, and its members were required to meet
to take part in a plenary training session each quarter. The diversity champions were
all established managers, members of the management committee of their organisation. The diversity champions network were entrusted with three main duties:

•

To optimise and share the lessons learned in each ministry or agency by
instilling best practices and ensuring that they are implemented in the most
effective way possible;

•

To support the champions in their role as diversity leaders in the administrative
offices, helping them to keep initiatives up to the mark or by seeking support
from another champion in the network;

•

To encourage culture- and behaviour-based change in support of diversity
within the organisations.

Source: Federal Public Service (2010), Personnel and Organisation, Diversity and HR:
Belgian and international good practices.
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What are the opportunities and challenges
for AH authorities?
People are the most valuable and effective asset of any organisation, including AH
administrations. Their talents, knowledge, wisdom obtained with experience, and
the creativity to apply their skills, contribute to a successful AH authority.
The legislative environment for managing human resources at the local level, as
it evolves, is introducing several innovations that will directly affect AH authorities,
and which will need to be interpreted by AH leaders in the context of their organisations and available resources. These changes, which emphasise and elevate the importance of people management at the local level, should trigger AHs to think about
how to approach HRM, both strategically and operationally.
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Relevant laws & conceptual frameworks

•

Law of Ukraine “On Local Self-Government”

•

Law of Ukraine “On Service in Local Self-Government Bodies”

•

Law of Ukraine “On Prevention of Corruption”

•

Concept on Reforming Professional Training System of Civil Servants,
Heads of Local State Administrations, their First Deputies and Deputies,
Local Self-Government Officials and Local Councillors
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•

Action Plan to Concept on Reforming Professional Training System
of Civil Servants, Heads of Local State Administrations, their First Deputies
and Deputies, Local Self-Government Officials and Local Councillors

09

•

Law of Ukraine “On Principles of Prevention and Combating
Discrimination in Ukraine”

10

Looking forward, the draft Law of Ukraine “On Service in Local Self-Government
Bodies” (registration no. 1223) sets out the key parameters of modern HRM, based
on the principles and values of integrity, professionalism, objectivity, and fair treatment. These include:
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•

Equal access to LSGB service, solely on the basis of professional competence;

•

Transparent entry to LSGB service based on open competition procedure;

•

De-politicisation of LSGB service;

•

A new model of labour compensation that minimises the subjectivity
of the manager;

•

Introduction of an effective mechanism to prevent corruption;

•

Professional training of local self-government officials;

•

The separation of service positions in LSGBs into elected officials,
appointed officials and employees.

The draft Law introduces new approaches to the professionalisation of the service in
LSGBs that stands as a separate institute. The draft Law also consolidates the seven
categories of position in LSGBs into just three.
New categories of LSGB positions under Draft Law on Service in LSGBs
Category

1st

2nd

3rd

Position

•
•
•
•

Head of executive body of village, settlement, city, city rayon council;

•
•

Head of unit of village, settlement, city, city rayon council and their deputies;

•
•

Heads of units of executive body of rayon and oblast councils, their deputies;

•

All remaining positions in local self-government bodies.

Head of executive body of rayon and oblast council;
Head of secretariat of Kyiv city council;
Heads of units and departments and other executive bodies of village,
settlement, city, city rayon council, their deputies.

Head of units (within departments) of village, settlement, city, city rayon
councils, their deputies;
Heads of units of secretariat of Kyiv city council, their deputies.
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According to the draft Law “On Service in Local Self-Government Bodies”, as new
functions are assigned to the AH, the structure of the executive committee should
be revised and either new positions might be created or the current ones will need
to be reviewed and revised.
The draft Law acknowledges there is an urgent need to strengthen HRM at the local
level. In this light, the legal innovation is to introduce the position of Head of Service in every LSGB, who will have overall responsibility for personnel management.
The introduction of this highest position within the service of local self-government7
is intended to ensure de-politicisation of service, by guaranteeing the continuity of
employment among appointed officials if there is a change of elected officials. According to the draft Law, the Head of Service will be responsible for performing the
following functions:

03
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•

Organising competitions to occupy vacant positions of local officials;

•

Appointing and dismissing local officials of the 2nd and 3rd categories;

•

Organising the professional training and development of the local officials,
including employees;

06

•

Organising the annual performance appraisal of the local officials
of the 2nd and 3rd categories;

07

•

Making decisions regarding the promotion (including new rank / category)
of local officials;

•

Making decisions in disciplinary proceedings.

The AH also has the option of creating a Human Resources Division or appointing
a Human Resources Officer to support the Head of Service and ensure implementation of HRM policy in the municipality. In fact, the message should also be sent
throughout the AH that every manager in the municipality is an “HR manager”, responsible for the welfare and development of the staff below them. This is a duty
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Except for LSGBs with a staff complement (including unfilled positions) of fewer than 20 officials,
where the functions of the Head of the Service will be performed by the relevant Head of the
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village, settlement or city council.
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that goes beyond what is written in any law and is about motivating and retaining
staff, making the best use of their talents while acknowledging and addressing their
weaknesses, and achieving a high-performing organisation. Establishing this management culture, throughout the institution, creates a good image and reputation
that goes beyond the walls of the AH.
The draft Law introduces the new approach of professionalisation of the service in
LSGBs and differentiates between elected positions (elected directly or approved by
relevant local council) and appointed positions.
In order to implement the strategic approach to HRM, Head of AH (and Head of Service in AH according to the draft Law) and a respective unit or official have to take
into account the following elements:

•

Introducing competency-based recruitment, their assessment
and professional development;

•

Workforce planning to meet the needs of AH authority for qualified staff,
based on the competency approach;

•

Retaining “institutional memory” to prevent the knowledge loss;

•

Introducing new system of professional development for LSG officials;

•

Maintaining high standards of behaviour;

•

Principles of equal treatment and equal opportunities for employees.

Introducing the competency-based approach in AH authorities
The draft Law also introduces the concept of competence, which is defined as the capability of a person to apply — within the framework of responsibilities stipulated by
a job description — special knowledge, abilities, and skills, express respective moral
and professional qualities for good performance of set objectives and responsibili
ties, learning, professional and personal development. Thus, the competency approach is emphasised in the new legislation.
At the same time, the current legislation — in particular, the Action Plan to implement Concept on Reforming Professional Training System for Civil Servants, Head
of Local State Administrations, their First Deputies and Deputies, Local Self-Government Officials and Local Councillors, which was adopted by the Cabinet of Ministers
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of Ukraine (CMU) — also follows the competency-based approach. The Action Plan
stipulates that the competencies of the public officials should be unified in the “sector competency frameworks”, which will provide the basis for defining professional
standards in the service in LSG bodies.
Even without an official competency framework, the idea of competencies is very
valuable for AHs. The ability of any official to do their job requires more than just
technical skills and professional knowledge. It also requires personal qualities that
can be identified, recognised and developed. These personal competencies concern
how we want people who work in public administrations to perform. Across Europe,
almost every public organisation now uses competencies (rather than the narrower
concept of skills and knowledge) as the basis for managing human resources.
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Competency management influences many elements of the HRM system, as follows:

•

In recruitment, competencies are used in job profiles
and job descriptions. In selecting suitable candidates, the person
has to match with the required competencies.

•

It has an impact on performance management. While assessing
the person, not only her or his personal work objectives are taken into
account, but also the demonstration of competencies through observable
behaviour, e.g. teamwork, integrity, effective communication, time
management, etc.

•

In learning and development, it has an impact on training needs
analysis and the organisation of training and development activities
to strengthen officials’ competencies and enhance individual
and institutional performance.

In Annex 2, you will find examples of the competency frameworks and competency
systems in municipalities across the UK, that can be adapted and applied to Ukraini
an realities.
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Workforce planning and management
To increase the efficiency, the process should start with the workforce planning.
This is the complex process that consists of five stages:
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Define the scope
Set out the main parameters — strategic priorities, operational needs and
planning time horizon (typically in line with the medium-term budgeting).

02

2

Map the current workforce
According to key characteristics (e.g. age, gender, diversity, full-time /
part-time, permanent / temporary, turnover rates & projected retirement
dates) and competencies.

3

Forecast future demand
Estimate optimum workforce (numbers and mix) based on main parameters
(see 1), projected workload, and contingencies under different scenarios.

4

Perform gap analysis
Compare current workforce with expected / desired levels
and identify shortfalls and surpluses in different areas.

5
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Formulate response
Depending on whether surpluses or shortages.

Step 1 is where you set out your strategic priorities, leading to operational needs
(action planning). Although the context for AHs appears to be constantly evolving,
it is necessary to plan workforce levels in the medium-term, as it takes time to recruit staff and most employment contracts are not temporary and short-term. AHs
will also be aware of which staff members are nearing pension age, and hence can
plan for their retirement and replacement. So, one year is too short to make strategic decisions; 10 years is too long, as there are too many unknown and unknowable
factors, 3–5 years about right. It also needs to link to the medium-term budgeting
(MTB) timeframe. Hence, strategic workforce planning tends to follow a 3–5‑year
time horizon.
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Steps 2 and 3 can be done at the same time. At step 2, you make a detailed profile
of your current workforce and at step 3, you foresee future needs and hence what
type of workforce will be needed in 3–5 years, in terms of numbers, positions and
competences. In both cases, the following characteristics should be taken into account: age, gender, diversity, full-time / part-time, permanent / temporary, turnover
rates and projected retirement dates.
Step 3 should also involve developing scenarios for unpredictable / different situations, given that AHs are very dynamic environments. It is also important to think
about the impact of IT on job requirements: will it affect the number of jobs if tasks
are automated, and also the skills requirements?
Based on steps 2 and 3, step 4 involves performing analysis of the gap between
current workforce and future needs. Some important points to remember:
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04

•

Even with scenarios and contingencies, the future is uncertain. Make
a strategic plan, but be willing to be flexible. It can be adjusted if circumstances
change — permanent evolution.

05

•

Workforce planning can make staff nervous. It is important to be transparent
and communicate with them about the process and outcome.

06

And finally, step 5 is the formulation of the response depending on whether the projection shows surpluses or shortages of staff in specific units and positions. As well
as the usual options (e.g. recruitment, training and development, non-replacement
of leavers, restructuring, and redeployment of staff), the AH authority should consider two other instruments that can build flexibility into HRM going forward:

•

•

Enhanced mobility: Staff members, especially young and more junior grades,
are encouraged and enabled to change positions in the AH authority regularly
(e.g. every 2–3 years), in order to gain experience of different aspects of its
work. This helps to build a broader set of competencies and keep them
flexible and motivated.
Succession planning: This is a process of anticipating future leavers,
particularly those that are nearing retirement or who have signalled their
intention to move to a different challenge, and putting in place a plan for their
replacement. It is typically applied to management positions at all levels,
where the succession plan is to identify and “groom” potential leaders,
with mentoring, coaching and other forms of personal development, to get
them ready to “step up” when the vacancy arises. The promotion is still subject
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to open competition, but the candidates are better prepared to fill the position.
It is important to keep an open mind about potential leaders, rather than
favouring the longest serving or most experienced officials.
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Succession planning is also a mechanism for knowledge management, as it enables
the organisation to react effectively to challenges and unexpected circumstances,
such as the sudden departure of a key employee.

Retaining “institutional memory” in AH authorities
As staff come and go in every organisation, and some employees depart for better
opportunities or due to life circumstances, there is a risk of the loss of knowledge to
the institution, especially when older, more senior and more experienced staff leave.
Most organisations, both public and private, rely on their senior staff for “institutional
memory”. Hence, many are becoming more interested in knowledge management
as a concept. There are two forms of knowledge:

•

Explicit: Organisational knowledge that can be easily expressed (verbally or in
writing) and transferred, such as relating to laws, rules and procedures.

•

Tacit / implicit: Individual know-how in the minds of staff — a mix of practical
on-the-job experience and their previous education, training and work history.
This is difficult to write down, making it less transmittable by nature.

The management of explicit knowledge can be documented as a way of ensuring
consistency and enabling “handover” to others. All the functions that are performed
by the AH authority are divided into separate processes and parts of the processes
are described. It should be very clear in the process descriptions which elements
are closely interlinked and which employees of which units should work together
while performing the specific task, by addressing the questions on the right. After
executing this exercise, the AH Head can be confident that, even if the employee
who is responsible for a certain function leaves the AH administration, the next candidate should be able to perform the task in the same order, and draft documents in
accordance with the templates and with the same quality.
Of course, the reality is that employees are not robots; the tasks of the AH authority often require initiative, interpretation and interaction with other employees, administrations and members of the public. Even in the application of clear rules and
procedures, there will be specific cases and circumstances, sometimes unique,
that require implicit knowledge that often comes from past experience in similar
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What is the process?

Why is it performed?

Who performs it?

What are the key steps?

How is it linked to the other processes?

conditions. Although such knowledge is difficult to formalise, it is possible to capture
and share through training and development of the staff. Well-designed management
systems can also seek to gather, disseminate and develop the collective knowledge
of the organisation staff. Four tools can be considered, which are drawn from reallife experience in EU public administrations:

•

•

•

Network and peer learning are informal mechanisms that can be applied
within an AH administration and across several AHs, if this can be organised.
Officials who work in the same field come together and exchange experiences
with each other, discussing bottlenecks and other issues from practice. This
provides new ideas and contacts, and possibly solutions to problems.
Mentoring is a well-established technique, which pairs a more experienced
official with a less experienced one. This can involve the transfer of specific
knowledge and skills, but is not about qualifications, as it also involves
guidance on how to approach different situations, how to use judgement
and act appropriately.
Senior-junior knowledge transfer is also known as “inter-generational
exchange”. It can be seen as a form of mentoring, but with two differences.
First, it tends to be a more formal relationship, as the senior and junior
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colleagues are typically working within the same unit (not necessarily the case
with mentoring). Second, the transfer takes place in both directions: the older / 
senior official brings the hard-earned experience, the newer / younger official
brings fresh ideas, and they find solutions together.
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•

E-learning is a form of employee training and development, but has a particular
advantage over traditional “classroom” learning where it is based on durable
libraries of online resources.

Introducing a new system of professional training for LSGB officials
Knowledge management is closely connected to the professional training and development of the AH employees. As of now, these issues are stipulated by the
legislation.
On 6 February 2019, the Cabinet of Ministers of Ukraine approved the Resolution No.
106 on Professional Training for Civil Servants, Heads of Local State Administrations,
their First Deputies and Deputies, Local Self-Government Officials and Local Councillors. Resolution 106 has kick-started new approaches to the organisation of professional training in state authorities and local self-government bodies, so that local
officials can enhance their professional competencies on a continual basis, while
the AH authority will have an opportunity to become a truly “learning organisation”.
CMU Resolution 106 stipulates the following forms in which the official can improve
his / her competency:

•

Formal training: Masters’ level education in the field
of 281 “Public management and administration”;

•

Non-formal / advanced training: Obtaining new and / or improving current
competencies within the professional activities or the field of training;

•

Internship: Obtaining practical experience on performing the tasks
and duties within the professional activities or the field of training; and

•

Informal / self-education: This can be performed, inter alia, by taking part
in the conferences, workshops, trainings, master-classes, practicums, etc.

One of the main novelties is to link professional training and development to granting points (credits) under the European Credit Transfer and Accumulation System
(ECTS). Thus, it creates the conditions for unification of the training results over time
and across public organisations.
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The advanced training programmes are further divided into:

•

General: These cover issues that apply widely to local self-government,
(e.g. corruption prevention, amendments to the legislation on local
self-government, European and Euro-Atlantic integration, equal rights
and opportunities for men and women); and

•

Special: These are focused on specific aspects of local self-government
body activities, as identified by the LSGB itself, meaning that the content of
the special programmes can be tailor-made for AH authorities.

The frequency of the professional training for local self-government officials is set
at not less than once per three years and it is obligatory for those officials who are
appointed for the first time. Furthermore, training for local councillors, elected or approved by the respective council for elected position, should take place not less than
once within their exercise of powers.
The main challenge that AHs are facing is funding the professional training of their
employees. The new legislation recommends that local self-government bodies allocate expenditure for professional training of not less than 2% of the payroll. It is
already the case that AH authorities can select the training providers freely and pay
for their services independently.

Maintaining high standards of behaviour
Professional ethics of employees should always be the core of the AH authority’s
values. Ethical behaviour helps to increase citizens’ overall trust in public institutions. This is why every civil servant and local self-government official in Ukraine
must take an oath on first employment to perform their duties thoroughly, and serve
the institution and the citizens, and is expected to familiarise himself or herself with
the rules for ethical behaviour.
Every employee has to comply with the ethical principles and integrity while carrying out their activities. This affects the reputation of the public official, as well as the
reputation of the organisation — the generally-accepted perception, assessment of
the public official’s behaviour and satisfaction with the services of the LSG body in
general.
To put these principles and values into practice, codes of conduct are often accompanied by HRM measures to implement and enforce them.
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Potential HRM policies to promote
ethical values and behaviour
•

Integrity risk assessments that identify sensitive and vulnerable positions;

•

Competency frameworks with ethics as an integral feature;

•

Recruitment practices that screen candidates for ethical behaviour;

•

Performance appraisals that consider not only technical and team factors,
but also the track record against ethical standards;

•

Integrity and dilemma training for all staff;

•

Ongoing professional development and career management that rewards ethics,
including improvements in systems to prevent and control corruption;

•

Unambiguous limits on acceptance of gifts in employment terms and
conditions;

•

Restrictions in employment terms and conditions on the ancillary activities
and outside interests of staff (for example, providing advice on grant
applications when the official is also a grant evaluator) and the accumulation
of various positions which may present conflicts of interest (such as policymaker and regulator);

•

Restrictive covenants in employment contracts regarding future private
sector jobs in related fields where they might be able to take advantage of
privileged public information for personal gain, such as obliging the official
to seek position from the public body or to observe a “cooling-off” period
(such as 6 or 12 months);

•

Confidential helplines and other mechanisms to enable staff to raise concerns,
especially if they cannot communicate directly with their immediate line
manager or supervisor;

•

Effective disciplinary policies, in the event of wrong-doing.

Source: EU’s “Quality of Public Administration — A Toolbox for Practitioners” (op. cit.)

Managing Human Resources

89

Regarding the principle of integrity, its implementation in the organisation can be
supported with the following methods:

•

Appointing an integrity officer to oversee and coordinate all actions to promote
integrity;

•

Developing and promoting a code of conduct for all management and staff;

•

Mapping integrity risks and making plans to address high probability / impact
risks;

•

Providing guidelines to staff on applying the code of conduct and the risk
management plan;

•

Providing integrity and dilemma training for all the employees;

•

Installing confidential helplines to allow the staff to raise concerns; and

•

Integrating integrity management into all HRM policies — recruitment,
professional development and career management that rewards ethical
behaviour.

03

04

05

06

Ensuring equal treatment and equal opportunities for employees
It is in every AH leader’s interests to make best use of all the talents in the workforce
and wider society. It is self-evident that discrimination is not only illegal, it is self-defeating. Favouritism in employment undermines the image of the AH administration,
puts off prospective recruits, and can even deter business activity and investment.
Fair and transparent recruitment and promotion, equal treatment of candidates and
employees, a diverse workforce, and the absence of prejudice in the workplace, all
contribute to motivated staff at all levels, as well as being legal imperatives.

07

08

09

The Law of Ukraine “On Equal Rights and Opportunities of Men and Women” stipulates the following requirements:

10

1. (Respecting the) principle of equal opportunities for men and women
on combining professional duties and family responsibilities

11

2. Appointment of a responsible person (coordinator) on equal rights of men
and women, and the prevention and fight against violence by gender who:

•

Analyses the status of gender equality and take measures to form
a gender‑sensitive culture;

12
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•

Conducts awareness-raising campaigns and reception of the citizens;

•

Cooperates with the NGOs and international organisations, and summarises the
information on the monitoring of the status of gender equality; and

•

Training on gender issues.

3. Appointment to the service in LSG bodies should be based on the principle of
equal representation of genders.
Despite legal requirements, the level of representation of women in LSG management still remains very low, as demonstrated by the ratios below.

Local councils

•
•

Male

15%

18%

Female

Oblast councils

82%

Heads of AHs

16%

85%

84%

To implement the diversity policy in the organisation, the AH leadership should consider developing concrete action plans covering:

•

Gender equality and balance;

•

Creating a conducive environment for people with disabilities to work in LSG
service;

•

Dealing with an ageing workforce;

•

Providing opportunities for internally displaced persons (IDPs)

•

Ensuring non-discrimination against ethnic minorities.
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Concluding thoughts
Overall, human resources management constitutes a core component of any AH authority’s activities, which is particularly challenging in a constantly changing environment, especially as the reform process continues to roll out. It is thus important to
adopt and apply a strategic approach — raising awareness of its importance across
the AH authority, and recognising that achieving its strategic objectives is conditional
on managing human resources effectively, within the constraints of sound financial
management. The ultimate goal and outcome of these endeavours will be improvements in service delivery and the quality of life of the local population. This, in turn,
will boost public trust.
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03
Municipal Finance
Why is municipal finance important to AH authorities?

04

Money is the lifeblood of the AH authority. Managing municipal finance — the income
that it receives, the choices how to spend it, and the way it is spent — is critical to
its success. Without a managed approach to making the most of municipal finances, Heads of AHs can fail to fulfil their legal obligations and / or fall short of achieving
their ambitions.
The AH authority’s income dictates the quality and quantity of services it can provide to its citizens. Moreover, the AH budget determines how much the authority can
afford for staffing, not just in ensuring it has the numbers to meet its needs, but in
terms of seniority and skills, salaries and allowances, and bonuses to reward staff.
Finance is also the key factor in many of the major decisions that Heads of AHs face.

05

↩ 02
Managing human
resources

07

•

The funding formula for the “New Ukrainian School” determines whether the
AH authority can afford to use its own resources to maintain its existing school
network, opt for smaller or larger class sizes and keep rural schools open.

↪ 06
Education

•

While salary costs in primary health care facilities are covered by the
contracts with the NHSU, the AH authority can attract qualified medical
staff and pay for special programmes such as public health campaigns
and free vaccinations from its own resources.

↪ 07
Healthcare

The amount of available funding will determine how AH authorities face
up to the fresh challenge of providing a comprehensive package of social
services from 2020 onwards.

↪ 11
Social cohesion

Depending on its priorities, the AH authority might propose to invest
in rehabilitating its roads, opening more cultural facilities, establishing
an administrative service centre or citizen’s security centre, and / or
providing incubator units for start-up businesses.

↪ 10
Spatial
planning and
infrastructure
development

•
•
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Strategic
management

Ultimately, managing municipal finances is about making choices: how (best) to
spend every hryvnia received. In this sense, it is a strategic matter, inextricably
linked to the vision for the future of the AH, both as a place and as an organisation
(the AH administration). Financial management is about turning ambitions into reali
ty — taking the “dreams” and making them real.

What do you need to know?
The framework has four dimensions to managing municipal finances, shown in the
diagram below:

Municipal revenue

Budget execution

Managing municipal finance

Budget planning

Financial control and audit

•

Budget planning: This is the first step in public finance management — 
determining how resources are going to be used in the upcoming period.
The budget is always prepared according to an agreed timetable
and rules which are stipulated by law.

•

Municipal revenue: All budgets are prepared with assumptions about
projected income, to ensure that the AH authority does not get into deficit,
but also maximises its potential impact by spending available resources.
Once the financial year starts, however, the AH authority also has
a strong incentive to maximise its revenue collection and to identify
additional sources wherever possible.

•

Budget execution: Once the budget is approved, attention switches
to its execution, which again is governed by clear rules regarding decisionmaking (including public procurement) and payment processes.

•

Financial control and audit: These functions are often under-estimated
or over-looked by local authorities but are essential to ensure that
public money is spent lawfully, ethically and effectively.
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Given that public money is at stake, the management of municipal finances is gover
ned by a strict legal framework.
Key laws and codes for municipal finance management

•

The Budget Code of Ukraine

•

The Law “On the State Budget of Ukraine” (updated annually)

•

The Tax Code of Ukraine

•

The Law of Ukraine “On the Main Principles of Public Financial Control in Ukraine”

•

The Law of Ukraine “On Public Procurement”

•

The Law of Ukraine “On Accounting and Financial Reporting in Ukraine”

04

05

Each of these laws and codes is underpinned by certain principles, but there are
three overarching ones that are always a helpful guide for both state authorities and
local self-government.
Principle

Explanation

Legality

Every item of expenditure must be legitimate. In other words, spending should be

06

07

both legally authorised and fully comply with all relevant laws (for example, envi
ronmental, fundamental rights, state aid, planning, etc.). Elected officials (or senior
managers) cannot instruct appointed officials (or more junior staff) to violate laws,

08

failing to comply with that, public servants also contribute to violation of law.
Propriety

Good governance is not just about legal compliance — this is the minimum require

09

ment. Public servants should act ethically, in the public interest, which translates
as “doing the right thing”. In this matter, the AH authority is governed by the general
rules of ethical behaviour of civil servants and officials of local self-government.
Value for

Ethical standards show the right path to take, but budget users also need guidelines

money

to ensure best use of made of finite public finances. Here, the aim is to extract
the biggest added value from the available funding. This entails striking the right

10

11

balance in pursuing policy objectives with public spending between achieving the
maximum results (benefits) and securing the lowest cost (both time and finance).

12

Source: Quality of Public Administration — A Toolbox for Practitioners (2017), adjusted for Ukrainian practice
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These principles are particularly pertinent to budget execution and financial control and audit, but should also be kept in mind during budget planning and revenue
management.

01

Budget planning
02

The budget is the ﬁnancial plan for the upcoming period (based on fiscal years, from
1 January to 31 December), which sets out the planned expenditure on operational and maintenance costs (known as “current spending”) and fixed assets1 such
as construction, vehicles and equipment (known as “capital spending”), based on
projected income (revenue). Prior to the decentralisation reform, the Ministry of Finance planned local earnings and expenditures on behalf of municipalities. Now, local self-governments have greater autonomy in their budget planning.

03

The main law regulating the budget process in Ukraine is the Budget Code, which is
amended annually.
For all public bodies, including AH authorities, budgets must be prepared on the basis of programme budgeting. This involves assigning resources to spending (both
current and capital) on targeted programmes, under which all the activities lead to
a common objective, which is expressed in the programme’s “passport” in terms
of its purpose and performance indicators. Hence, this is also known as “performance-based budgeting”, as it aims to allow the administration to track and control
spending by usage, relate resources to their results, and evaluate whether policy objectives have been met and value for money has been achieved. It should enable citizens, businesses and other interested parties to judge more easily how public money is being utilised and to hold government to account.2
↩ 01
Strategic
management

The main purpose of programme budgeting is to shift the emphasis from thinking
about inputs (e.g. salaries, heating, equipment, consumables, etc.) and focusing instead on outcomes — the results of the AH authority’s actions. So, as well as “how
much”, the bigger question becomes “how used”, which leads to others: why, where
and when. Of the three, “why” is clearly the most critical. As AH authorities have finite funds but potentially unlimited demands, they will always face competing calls
on their resources. The budgeting process is about choices: whether to spend on
1

Fixed assets have an expected use of more than 12 months, which sets them apart from
consumables, such as purchases of stationery (pens, paper, etc).

2

European Commission, “Quality of Public Administration — A Toolbox for Practitioners”, 2017.
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one need or another (programme X or Y or Z). This raises further “what” and “which”
questions: what will the community receive for the money it spends, what are the
alternative uses of the money, and which are the top priorities?
Thus, the AH authority has to consider not only compliance with legislation and procedures, and funds used in the execution of the budget, but also how effectively and
efficiently the funds are spent in achieving its ambitions and set goals, comparing
cost (inputs) but also value for money (results per input). Due to imperfections in
current methodologies and the continual shortage of funds to cover spending on priorities (as well as essential expenditures) in most local budgets, programme budgeting is not able to realise its full potential to improve the effectiveness of budget
management in most cases.
While budgeting choices are ultimately made by the leadership at the centre of the
AH authority, and proposed to the AH council for approval, the individual targeted
programmes are put together by the spending units. Only the budgetary institution
(of which the head is an authorised person and representative of this institution) can
be a “spending unit” and authorised to receive budgetary allocations and to carry
out budgetary expenditure. Other legal entities that have the status of budget recipients may also use the budget. Budget recipients include economic entities, public
entities or other entities that do not have the status of a budget institution, but are
authorised by the spending units to take appropriate measures and receive budget
funds for their implementation. The diagram below shows the relationship between
spending units and budget recipients.

04

05

06

07

08
Spending unit
(This can only be a budget institution, e.g. the executive body of AH council)

Expenses for the running
costs of the spending unit
(e.g. salaries, procurement)

Spending unit
of a lower level (I)
(e.g. education management body)

Budget recipients
(e.g. communal
enterprise)

09

10

11
Expenses for the running
costs of the spending unit (I)

Spending unit
of a lower level (II)

Budget recipients

12
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Traditionally, budgets have been planned on an annual basis. This has been convenient for governments, as it is more reliable to forecast likely revenues from taxation
and other income streams for one year ahead (and easier to manage and control),
compared with predicting several years, and to plan spending accordingly. However,
there are two main downsides with one-year planning, particularly in respect to the
uncertainty attached to future years:

•

The aspirations and goals of public authorities are not limited
to the next 12 months. In creating a vision for the future, AH leaders
will wish to look several years down the line, but annual budgeting
does not allow them to match their and their AH citizens’ dreams
with targeted programmes on the same timescale.

•

Many programmes and projects take more than one year to complete,
or at least, might start in one fiscal year and be completed in the next.
This is particularly relevant for infrastructure projects, but equally many
decentralisation reforms have multi-year ramifications (e.g. education,
healthcare, social services). AH authorities should be able to roll-out
the reform implementation over a relevant timescale, based on some
predictability of future resources being available.

03

To address the mismatch between strategic management and annual budget planning, public finance management in Ukraine is moving formally to medium-term
budgeting (MTB) from 2020, in accordance with the Law of Ukraine “On amendments to the Budget Code of Ukraine regarding the introduction of medium-term
budgetary planning”, which came into force on 11 January 2019.
Under MTB, AH authorities set out their goals and an action plan is defined for the
following three-year period and the amount of funds needed to achieve such goals
and plans is also defined. In any given year N, the AH authority will prepare the draft
budget for year N+1, and forecast budgets for N+2 and N+3, for approval. Hence,
2019 was the first year for which budgets prepared for 2020 also included forecasts for 2021 and 2022.The advantages of medium-term budget planning include:

•

Greater coherence of budget planning with strategic management;

•

Continuity and succession in the budgeting process;

•

Potential to increase efficiency in budget distribution and spending,
by making decisions on resource usage within a medium-term
budgeting framework (MTBF);
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•

Ability to plan and implement long-term social and economic
development projects;

•

Putting in place a structured framework for AH leaders to deliver
on their electoral promises, and enabling them better to resist calls
to spend limited resources on short-term “wins” that can be achieved
within one year (for example, when distributing excess budget above
planned revenues) and focus instead on medium-term gains from
investing in AH development;

•

Increased transparency and accountability, as citizens and enterprises
can see a fuller picture of the AH authority’s plans for generating and
spending income.

As MTB is a new concept in Ukraine, it is being introduced in a policy, legislative and
institutional environment that is still evolving, including methodologies that are still
being developed, administrative-territorial and decentralisation reforms that are still
being rolled out (and which are likely to affect the assignment of tasks to different
levels of government), and overlapping and “legacy” laws that need to be streamlined to ensure smooth implementation.
Hence, MTB is inevitably more challenging than annual budgeting, as more risks
come into play when looking ahead several years, given that societal and economic processes can be highly dynamic and turbulent, both in Ukraine and abroad. Furthermore, the lack of effective monitoring of performance indicators by spending
units (which also characterises programme budgeting in other countries) means it is
not possible to learn lessons from past performance and medium-term budgets are
prepared without well-formulated baseline values.
While the Budget Code is updated each year, the timetable for budget planning rarely changes (although the introduction of MTB has necessitated additional steps). This
places the onus on the AH authority to ensure its internal budget planning is closely aligned with the budget calendar, as there are only a few windows and a limited
timeframe to negotiate budget ceilings with central stakeholders.
The general timeline for the budget process as it applies to AH authorities (and other
LSGBs) comprises the following three phases and 10 main steps.
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Step

Action

Timing
Phase 1: Budget formation and approval

1

Preparation of the Budget Declaration by the

Before May 15th

Ministry of Finance, which defines the principles
of budgetary policy and indicators of the state

02

budget for the medium-term period, and is
the basis for drafting the State Budget of
Ukraine and local budget forecasts.

03

Approval of the Budget Declaration by the Cabinet

Not later than June 1st

of Ministers of Ukraine (CMU).
Consideration of the Budget Declaration by the

Not later than July 15th

Verkhovna Rada of Ukraine (VRU).
2

Review and approval by the AH executive body

Not later than September 1st

of the AH budget forecast, which is the planning
document that defines local budget indicators
for the medium term and is the basis for
drafting the AH budget.
Submission of the AH budget forecast by the AH

Within 5 days after approval

executive body to the AH council.
3

Approval by the CMU of the draft Law “On the State

Not later than September 15th

Budget of Ukraine” and submission to the VRU.
Adoption by the VRU of the Law “On the State

By December 1st

Budget of Ukraine” for the following year.
4

Organisation and holding of public hearings

October — November

and discussions on the AH budget.
5

Approval of the draft AH budget decision

November

by the executive body of the AH council.
Publication of the draft AH budget decision.

Not later than 20 working days
before the budget is considered
by the AH council

6

Approval of AH budget.

By December 25th (inclusive)
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Timing
Phase 2: Execution and reporting

7

Amending the local budget decision

During the budget period

(if and as required).
8

Submission by the AH executive body to the AH

Within two months after the end

council of quarterly and annual reports on AH

of the relevant budget period

budget execution.
Approval by the AH council of the annual budget

After reviewing the report by

execution report or other decisions on the matter.

the budget committee of the
relevant local council

04

Phase 3: Disclosure of budget information
9

10

Publication of the AH budget decision in

Not later than 10 days after its

newspapers designated by the AH council.

adoption

Publication of information on the execution

No later than March 1st of the

of the AH budget in newspapers designated

year following the year of the

by the AH councils.

report

Public presentation of information on

By March 20th of the year

the implementation of the AH budget.

following the reporting year

The AH budget must be adopted by December 25th (inclusive), regardless of the
adoption of the state budget. If the state budget is not adopted in time, the AH council must take account of the volume of intergovernmental transfers from the state
budget defined in the draft Law “On the State Budget” that was submitted by the
CMU to the VRU. After the adoption of the Law “On the State Budget”, AH councils
then have two weeks to amend the budget and bring the planned volume of intergovernmental transfers into line.
Spending and taxation can have very different impacts on women and men, due to
their different circumstances, needs and priorities. The proximity of local self-governments to people’s everyday lives means there is potential to respond more directly to
women’s and men’s needs when it comes to public policy and service delivery, in light
of the Law “On the principles of preventing and combating discrimination in Ukraine”
and the Law “On ensuring equal rights and opportunities for women and men”
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through gender budgeting, which is defined as a “gender-based assessment of
budgets incorporating a gender perspective at all levels of the budgetary process,
and restructuring revenues and expenditures in order to promote gender equality”
(Council of Europe, 2005).

01

This does not mean that, when you plan the budget, you have to try to divide spending in proportion to the number of men and women, but rather that the AH authority should analyse the real needs of every group (not only men and women, but also
young and elderly, people with disabilities, etc) to ensure that money is spent efficiently accordingly to needs. For example, when looking at heath spending, women
will benefit most from expenditure on breast cancer treatment, while the same is
true for men with tuberculosis treatment, because some diseases are more common
for some groups of people. There are five common elements to gender budgeting:

02

03

•

Analysing policies and hence budgets from a gender perspective,
which requires the collection of data which is disaggregated by gender;

•

Using the analysis to revise policies and reorient with a gender
perspective throughout the whole budget cycle;

•

Integrating gender equality objectives into targeted programmes;

•

Monitoring and evaluating performance against the key performance
indicators (KPIs) of targeted programmes, in order to ensure they
achieve gender-sensitive outcomes; and

•

Ensuring transparency of the budget process through participation
in the budget process (getting better feedback from citizens and
understanding their real needs).

The gender approach to budgeting aims to improve the quality of services for different groups (age, social, professional, etc.) of women and men, as it sets clear guidelines for the individual consumer and considers his or her individual characteristics. A gender-oriented approach makes it possible to increase the effectiveness of
spending on different groups of women and men in a resource-constrained environment, as it aims to address budgetary goals.
↪ 04
Communication
and engaging
with citizens and
decision-makers

In 2019, the Ministry on Finance of Ukraine provided methodological recommendations on applying a gender-based approach in the budget process.
Budget planning is the basis for managing the use of taxpayers’ money. While the
Head of an AH and the council represent the people, citizens can also have a direct
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say on budgeting decisions that affect their lives through participatory budgeting
(also known as co-budgeting), which engages citizens directly in determining how
to spend the municipal budget, either in its entirety or, more typically, a proportion,
such as 1%.

Case study:
Participatory budgeting as a tool for community activation
in Letychivska AH (Khmelnytskyi oblast)

04

Letychivska AH was established in August 2015 from one settlement and 44 villa
ges, with a population of 19,184 people (as at January 2019).

05

In Letychiv AH, the authorities decided to establish a constructive dialogue with the
public and involve them in the process of developing the AH budget, by proposing
and approving concrete projects that would improve quality of life in the community.

06

The total amount allocated to participatory budgeting in 2018 was UAH
550,000 (around EUR 20,000), which represented approximately 0.75% of the AH
budget. Residents of Letychivska AH could participate in the distribution of budget
funds through the creation of projects and / or voting for projects in the areas of
housing and communal services, education, health, culture, sports, social protection and environmental protection.
Overall, 35 projects were submitted for consideration, of which 24 projects were
approved to go forward to the public vote. The process of admission of projects to
voting took place on the basis of the Regulation on the Budget of Participation. In
particular, before admission of projects to voting, they were checked by specialised
departments of the AH authority, and then considered at an open meeting of the Participatory Budget Committee. During the information campaign, which was supported by the AH Council, each of the project authors was given a free poster template to
fill in, which were later distributed in different places around the AH to advertise their
projects. Voting took place from 7th to 20th August 2018 and could be done either
electronically (http://letychiv-otg.ci.org.ua) or in paper form at 22 designated points.
In the end, four winning projects were selected by the votes of 3,178 community
members (2,680 by paper and 498 electronically), accounting for almost 20% of the
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population aged 18 years and over. Three of the projects — arranging a leisure centre,
arranging a sports ground, and children’s TV studio “Gymnasium TV” — were implemented in rural areas that contain just 7% of the total AH population, showing that
by uniting and cooperating with the wider community, it is possible to raise funds to
makes dreams come true. The exercise has helped to build-up trust in local self-government, strengthen social cohesion, and increase faith that people can influence
the development of their settlements.
The programme of the participatory budget was adopted for 2018–2020, and it is
planned to increase the prize fund on the back of the initial success. The AH council is considering the possibility of distributing it separately for rural settlements and
the AH centre, in order to guarantee that part of the participatory budget flows to rural area where not so many people live.
Source: U-LEAD Khmelnytskyi Regional Centre for local self-government development

Municipal revenues
The ability of AH authorities to deliver high-quality services to their citizens and support the strengthening of the local economy relies, in large part, on their capacity
to maximise their income. The main sources for local self-government include taxes, fees, and charges (known as “own revenues”), and intergovernmental transfers
(including block grants and subventions that are earmarked for specific purposes,
and equalisation grants to reduce revenue disparities across municipalities). Nontax revenues (i.e. fees and charges) can include income from investments, property
and other assets, infrastructure, licenses and permits.

Transfers
and grants

OSRs

AH income

Other “own revenues”
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Own-source revenues (OSRs) refers to those local taxes, user charges and other
local revenues that local governments raise directly, as opposed to transfers and
grants received from higher government tiers. OSRs are important, as they are “the
funds that local governments control, can project, and can increase through local decisions, procedures, and actions” (World Bank). The ability to set local rates
provides predictability for municipal governments and gives them the flexibility to
change rates in response to different circumstances.
For example, there are two types of tax within the concept of “own revenues”:

•

•

Those taxes where the national government sets the basis for the tax
and the percentage rate, and regulates the sharing arrangements with
local governments, such as Personal Income Tax (PIT) — these are
usually referred to as “shared taxes”;
Those taxes where the AH authority is able to influence the amount
of tax revenue by having some direct control over the tax base and / or
the tax rate — these are OSRs.

Central-local transfers and shared taxes tend to dominate the revenues of local
self-government bodies (LSGBs) in Ukraine. Currently only the State Tax Service and its
structural units can administer taxes. If full responsibility was given to local self-government to administer and collect OSRs through changes in the legal framework, this
would have a direct impact on the level of income in AH budgets, increasing local autonomy, accountability and self-reliance, but would come with two main challenges:

•
•

LSGBs would face difficulties in accessing objective information about
local taxpayers and fees, their tax obligations, and hence in their ability
to control properly the collection of local taxes and fees.
An effective administration process for local taxes and fees incurs
additional costs of acquiring appropriate equipment, skilled personnel
and suitable software with information security requirements, etc.

Within the limits prescribed by the Tax Code of Ukraine, AH authorities can introduce
certain local taxes or fees on their territories and / or decide on their rates (see table
overleaf). In practice, the AH council can decide on fees for parking spots, tourism
fees, tax rates for a single tax for some groups of private entrepreneurs, as well as
certain parts of the property tax. Some taxes have to be introduced in all local authorities, such as single tax and property tax (specifically transport tax and land payment (taxes), except land tax on forest land).
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Potential “own revenues” for AHs (2019)

01

Own-source revenues

Shared taxes and fees

Single tax

•

02

•
•
•
•
•

Fee for parking spots

03

Property tax (including land tax,
real estate tax, and transport tax)

unitary enterprises and their associations,

•

•
•

Fee for depositing temporarily available
funds of the local budgets

•

activities and certificates, which are issued

•

•

to real estate and their encumbrances

•
•

Enterprise profit tax for
enterprises and financial

Rental fees for special use of
forests, water resources and
mineral resources of local
significance for extraction

Administrative fee for state registration
and public organisations, proprietary rights

imported fuel (13.44% of total

property (100% of total sum)

local executive bodies
of legal entities, individual entrepreneurs

Excise tax on produced or

institution in communal

by executive bodies of local councils and

•

of excisable goods by legal

sum) — until the end of 2019

Administrative fines and other penalties
Fees for the licenses for certain business

Excise tax from retail sale
entities (100% of total sum)

which is credited to the budget

•

(60% of total sum paid on
the territory of AH)

Tourism fee
Part of the net profit (income) of municipal

Personal income tax

(100% of total sum)

•

Rental fee for the use
of mineral resources for
the extraction of oil, natural

State duty

gas and gas condensate

Revenues from the sale of derelict property

(3% of total sum)

In practice, intergovernmental transfers (grants from higher levels of government) and shared taxes tend to dominate the financing of AH authorities in Ukraine.
Amongst tax revenues, the fiscal impact of the PIT on the AH budget is the highest
(its share varies from 30% to 70% of AH total tax revenues). Thus, the fight against
grey economy (and salaries in “envelopes”), improving tax compliance and administration, as well as increasing the number of business registrations in the AH, is crucial for the financial viability and sustainability of AH.
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Breakdown of taxes and fees in total sub-national taxes and fees
for first 6 months of 2019
Other 9%
Excise tax 5%
Single tax 12%

Real estate tax 2%
04

Land tax 12%

05

PIT 60%
06
Source: Data from State Treasury Service of Ukraine, execution of the budget (revenues)

Another potential contributor to AH resources comes from the profits generated by
municipal enterprises. Thus, their efficient management can have an important influence on local authorities’ financial resources, besides improving the quality of
service delivery.
Based on the norms of Ukrainian legislation, some AH authorities can also increase
their revenues through borrowing for capital investment — taking loans from domestic sources (e.g. commercial banks) and international financial institutions with
agreed terms of reimbursement, repayment and warranties. It should be noted that
not all AHs, but only the urban councils (also cities of oblast significance) have the
right to take loans in Ukraine. Rural and settlement AHs are currently excluded from
the borrowing system.
The overall coordination and control over local borrowing activities is performed by
the Ministry of Finance of Ukraine, and the legal mechanism for local borrowing is
stipulated in the Budget Code of Ukraine. In particular, article 2 provides definitions of state and local borrowing, article 16 deals with the procedure for their implementation and article 74 specifies the features. It is important to add that article
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18 stipulates that the Ministry of Finance keeps the register of local borrowings and
local warranties as an information system with open access.
Urban councils submit documents to the Ministry of Finance on the proposed scope
and terms of borrowing. After reviewing and verifying these documents, the Ministry
of Finance either agrees the volume and terms of the borrowing or provides a reasoned refusal. Nevertheless, the state is not responsible for the debt obligations of
urban councils, which retain the risk. The capacity to borrow is also regulated and
limited by the level of own revenues (as security on repayment). Naturally, both the
principal (amount borrowed) and interest must be repaid over time, which at commercial rates (or even the below-commercial rates offered by IFIs) can make them
a costly source of finance.

Budget execution
Effective budget execution is about governments’ responsibility for the stewardship
of taxpayers’ money. Spending decisions by the AH authority and council have a direct impact on businesses, citizens and non-governmental organisations as public
service users, but also on the local economy.
To ensure spending is tightly controlled and the budget is implemented in an orderly
and predictable manner, budget execution typically comprises six stages, in accordance with Article 46 of the Budget Code of Ukraine:

1

Establish budgetary allocations

2

Approve estimates

3

Take budget commitments

4

Receive goods, works and services

5

Implement payments in accordance with the budget commitments

6

Use goods, works and services for the execution
of tasks of budget programmes
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The budget allocation is the amount of money that can be directed by a spending unit
to finance the expenditure necessary for its operation and the fulfilment of its tasks
and functions. The establishment of budget allocations (stage 1) by spending units
is based on the indicators approved in the AH budget decision.
The estimate (stage 2) is a financial document that defines the amount of funds (the
amount of budgetary allocations) that can be used by a specific spending unit to
make payments in order to fulfil its functions and achieve the corresponding results.
The estimate specifies the distribution of funds to the relevant areas — remuneration
(salary), items, materials, equipment and supplies, food, payment for utilities and
energy, etc. Institutions can receive budget funds only if they have estimates that
have been approved by the spending unit. When spending units incur expenditure,
the State Treasury monitors the compliance of these expenditures with the indicators approved in the estimates.
On the basis of the approved estimates, the spending unit is able to take its budget
commitments (stage 3) and entering into contracts, purchasing services, supplies
and / or construction works, or performing other similar transactions that require
payment to be made in the future.
After the budget institution receives goods, works and / or services (stage 4), the
payment shall be made according to the budget commitments (stage 5) which were
taken while concluding relevant contracts. In order to pay for the goods, works or
services received, budgetary institutions submit documents to the State Treasury confirming the fact of budgetary commitments having been made and fulfilled
(agreements, invoices, acts of acceptance for works performed, etc.). The relevant
departments of the State Treasury check the submitted documents for their compliance with the requirements of the budget legislation and then pay according to the
corresponding budget commitments.
Finally, the budget institution makes use of the supplies, works and / or services to
fulfil the objectives of the budget’s targeted programmes (stage 6).
Throughout stages 1 to 5, all public officials in the AH authority and other budget
holders with powers to propose, commit, verify and / or authorise spending should
apply the three principles — legality, propriety and value for money — in their daily
work, to ensure public resources are used as effectively as possible.
In Ukraine, all municipal budgets are processed through the central treasury system. In accordance with the Budget Code of Ukraine, the State Treasury of Ukraine
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provides treasury services for budget funds on the basis of a single treasury account
opened with the National Bank of Ukraine.
The Treasury functions as a budgetary bank that opens accounts for local budgets, to which all types of revenue are credited, as well as accounts from which expenditures determined by the budget of the respective community are made. In this
regard, one of the main functions of the Treasury is to develop budgetary reports
on the execution of relevant local budgets and to provide these to local self-governments. In addition, as mentioned above, the Treasury performs the functions of
preliminary and real-time control during the processing of documents submitted by
budgetary institutions to pay for goods, works and services.
As all government bodies, AH authorities should pay attention to the correct exchange of information with the State Treasury, and the preparation and submission
of documents for funding, which can be prone to a human error.
As the six-stage process indicates, public procurement of goods, works, and services are crucial for budget execution, and can have a major impact on the economy,
particularly on the local business community. At the same time, the public sector’s
huge purchasing power is a potential source of conflicts of interest and corruption.
Various types of acts of corruption may exploit these vulnerabilities, such as embezzlement, undue influence in the need assessment and / or technical specification,
bribery of public officials involved in award processes, or fraud in bid evaluations,
invoices or contract obligations. As such, public procurement is subject to strict regulations and monitoring mechanisms to reduce the risks of unethical behaviour and
fraud, but also to guarantee competition through bidding procedures, which will ensure good value for money.
E-procurement is generally defined as “the use of electronic methods in every stage
of the purchasing process from identification of the requirement, tendering through
to payment and potentially contract management”.3 The Ukrainian e-procurement
system, “ProZorro”, was developed in collaboration between the government, businesses and civil society. By offering free access to all public purchasing data on all
tenders, the use of ProZorro enhances transparency and fairness in the bidding process. Furthermore, it reduces costs. In 2017, over one million bidding procedures
were conducted, with savings amounting to UAH 24.7 billion (approximately EUR
820 million).

3

Crown Agents Ltd, Harmonisation of Public Procurement System in Ukraine with EU Standards.
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According to The Law of Ukraine “On Public Procurement”, we can illustrate thresholds and procedures which are used for procurement by AH authorities4 as follows:
Thresholds

How to make a procurement

Up to UAH 3,000

Direct purchase without ProZorro

UAH 3,000 — UAH 50,000

Direct purchase
OR Procurement through Prozorro

UAH 50,000 — UAH 200,000

Procurement through Prozorro

(supplies, services);

OR Direct purchase and then publish

UAH 50,000 — UAH 1,500,000 (works)

report on concluded contract on ProZorro

UAH 200,000 — EUR 133,000

Open tender (e.g. with tender documents

(supplies, services);

in Ukrainian) OR concurrent dialogue5

UAH 1,500,000 — EUR 5,150,000 (works)

OR negotiation procedure6

From EUR 133,000 (supplies, services);

Open tender (e.g. with tender documents

from EUR 5.15 million (works)

in Ukrainian and English) OR concurrent
dialogue5 OR negotiation procedure6

The final aspect of budget execution is financial accounting and reporting, which is
a legal requirement for AH authorities.7 Accounting systems that provide complete,
timely, and accurate information concerning revenues, expenditures, assets, and liabilities represent a valuable management tool for decision-making, as well as ensuring accountability to taxpayers regarding the efficiency of the organisation’s financial

04

05

06

07

08

09
4

The table does not cover procurement by buyers that are engaged in activities in certain business
areas with monopsony conditions, governed by the Law of Ukraine “On Public Procurement”.

5

Concurrent dialogue could be applied if the AH authority is procuring services and it is not

10

possible to determine what exists on the market, and hence this procedure enables the AU
authority to determine the optimal characteristics, to meet its needs and to reach a decision.
6

Exceptionally, and only if documented evidences are available for one of the reasons listed
in part 2 of Article 35 of The Law of Ukraine “On Public Procurement”.

7

11

Law of Ukraine “On Accounting and Financial Reporting in Ukraine”

12

https://zakon.rada.gov.ua/laws/show/996-14.
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management and its financial position during and at the end of the financial year. Accounting thus also provides the basis for the drafting of the annual financial report,
which describes the AH authority’s financial health.

Financial control and audit
02

03

To be able to ensure that PFM systems fulfil the three principles of legality, propriety and value for money, AH authorities need an internal control system that is verified through internal and external audits, to ensure the prudent use of public funds.
The framework for internal control and internal audit is called public internal financial control (PIFC):

•

Internal control is the combination of steps, checks and procedures
that the AH authority puts in place to ensure that the administration has
managed its finances legally, efficiently and transparently, thereby
reducing the risks of fraud, misspending, theft and graft. These activities
are performed both before and during the disbursement of funds.

•

Internal audit seeks to assess whether the governance system of internal
controls has been well designed, identifies and manages the key risks to the
organisation, and performs this function as an assurance to managers.

The major difference is that internal control is an essential ingredient in the activities
of every employee that deals with money, while internal audit is a quasi-independent function within the AH authority, performed by designated staff, who reports directly to the Head of AH. Internal auditors should feel free to speak “truth to power”
and recommend changes in the internal control environment if they feel it exposes
the AH authority to high risk.
The functioning of the PIFC system is regulated by the norms of the Budget Code and
other regulatory acts.8 According to the Budget Code, the heads of spending units
are responsible for organising internal control and internal audit in their institutions.
Internal control is organised and implemented in the AH authority by developing
documents that are approved by the Head of AH and that define:

8

Resolution of the Cabinet of Ministers of Ukraine “On Approving the Fundamental Principles
of Exercising Internal Control by Budget Spending Units”; Resolution of Cabinet of Ministers
of Ukraine “Some Issues of Internal Audit and Establishment of Internal Audit Units”;
Order of the Ministry of Finance of Ukraine “On Approval of Internal Audit Standards”;
Order of the Ministry of Finance of Ukraine “On Approval of the Code of Ethics for Internal Audit”.
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•

Organisational structure;

•

Authority, responsibility and accountability of management and staff;

•

Responsibility for, and control over compliance with, the AH authority’s
legislation, budgetary discipline, and internal rules and procedures;

•

Activity planning; and

•

Ensuring that employees comply with the requirements of legislation
in the field of prevention and detection of corruption, rules of ethical
conduct, conflict of interest, etc.

Control measures include:

113

04

•

Delineation of duties between employees, in order to reduce the risk
of errors or unlawful acts and to detect such actions in a timely manner;

•

Control over employee access to tangible and intangible resources,
accounts, etc. and control over documentation;

•

Data protection, and safeguarding information and telecommunication systems;

•

Rules and requirements for conducting operations and controlling their legality;

•

Data checks in accounting systems on the compliance with reality;

07

•

Quality and quantity controls before making payments for works,
services and goods delivered;

08

•

Assessing the overall performance of the institution; and

•

Systematic assessment of the performance of each employee
of the institution to determine the quality of the tasks performed.

While internal audit fulfils a semi-independent function, external audit is fully independent and operates at three levels:

•

At the AH level, there is the option of employing (commercial) external auditors
to verify the accounts of the AH authority, reporting to the AH council.

•

At the level of the national government, the State Audit Service of Ukraine (SAS)
monitors AH authorities and other public bodies to verify that budget resources
have been used on their intended purposes, in line with specific requirements,
e.g. earmarked grants.
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At the level of the national parliament, the Accounting Chamber of Ukraine
(ACU) acts as the supreme audit institution, performing financial audits of
state revenues and expenditures on behalf of the Verkhovna Rada of Ukraine,
including any transfers to AH budgets and revenues from shared taxes (e.g.
PIT), and making recommendations that the audited entity needs to address.

More specifically, the purpose of SAS audits is to seek assurance (and require corrective action otherwise) that the AH authority is:

•

Using local budget funds efficiently and according to their intended purpose;

•

Seeking budget savings wherever possible, and spending units
are working efficiently;

•

Identifying needs accurately in budgetary funds in the process
of planning budget indicators;

•

Adhering to legislation at all stages of the budget process;

•

Compliant with legislation provisions on procurement; and

•

Performing accounting, as well as preparing financial
and budgetary reports, in accordance with established standards.

The ACU audits the use of local budget funds:

•

Transferred from the state budget in the form of grants and subventions; and

•

Covering government-delegated expenditures.

Financial audit is an independent assessment, resulting in an expert opinion on
whether an entity reported on its financial condition, results and the use of resources accurately and in accordance with the financial reporting framework.9 The financial audit evaluates and verifies the audited institution’s activities in terms of the legality and reliability of the financial and budgetary statements, compliance with the
legislation in transactions with budgetary funds, and correct accounting. Besides
ensuring that public finances are not wasted or subject to fraud and corruption, audit reports notably identify shortcomings and recommend measures to improve the

9

Financial Audit Guideline — Glossary of Terms. http://www.psc-intosai.org/data/files/19/25/E6/
CB/2EFF6510C0EA0E65CA5818A8/issai_1003_endorsement_version.pdf.
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management of public resources. They also provide the opportunity to the government to use public funds in the most effective way possible.

What are the opportunities and challenges
for AH authorities?
PFM is key to the financial viability and sustainability of AH authorities. Thanks to decentralisation, the opportunities and challenges facing Heads of AHs mirror the four
dimensions of PFM, namely, budget planning, municipal revenues, budget execution,
and financial control and audit.
The starting point for managing finances effectively is to ensure the AH authority
has the right organisational set-up. Preferably, it should have a separate department
as an executive branch that is devoted to all the issues pertaining to public finance.
Ideally, the head of the finance department should be a member of the executive
committee, as his or her input at this level can be decisive for the good operations
of the AH authority. Given MTB creates an added level of complexity in budget planning, the AH authority will need to build a sufficient level of expertise in its central
finance function and the sectoral spending units to formulate and evaluate targeted
programmes from a medium-term perspective, and ensure they have enough human capacity to do so.

↩ 02
Managing human
resources
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Case study:
Effective organisation of the budgeting process
in Dashivska AH (Vinnytsia oblast)
In order to effectively organise the budget process in the Dashivska AH authority,
a decision was made to create the Finance Department as an executive branch of
the AH Council. The Finance Department consists of four persons, namely, the head
of the department, two specialists and the chief accountant.
The creation of a separate legal entity allowed the Finance Department to complete the full PFM cycle — budget planning, execution, reporting and control. The
Finance Department continuously analyses the implementation of the income and
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expenditure parts of the budget, and provides proposals to budget administrators,
heads of institutions and starostas on increasing budget revenues and the rational
and efficient expenditure of budget funds.

01

In 2018, Dashivska AH received 9.6% own revenues more than expected and was
able to ensure the functioning of all its social facilities.

02

Source: U-LEAD Vinnytsia Regional Centre for local self-government development
03

Programme, gender and medium-term budgeting
In general, AH budgets must be approved in a fully balanced manner — the amount
of expenditure should correspond to the amount of revenue. In other words, the AH
authority should not spend more than it receives, in principle. However, when making changes to channel the “free balance” (surpluses / savings carried forward from
the previous year), the budget can be approved with a deficit. This opportunity can
be explained by the fact that the free balance is not a source of revenue and therefore cannot be reflected in the revenue lines of the budget, but it can be related to
expenditure items and such expenditures are reflected in the decision to amend
the budget after its approval. The Budget Code also does not exclude other circumstances where local budgets can be approved with a deficit or surplus (in particular,
this refers to the use of general funds10 for development expenditures, or in the case
of local debt repayment, and fulfilment of obligations on outstanding loans).
↩ 01
Strategic
management

Programme budgeting is a strategic tool for the Head of AH and executive committee to deﬁne the AH authority’s objectives as the basis for its spending decisions. It
also provides the Head of AH with a showcase of how he or she is delivering on the
promises made to citizens. Presenting the allocated funds as programmes could be

10 The state and local budgets in Ukraine are divided into two parts: general and special funds.
Through the general fund, funds are transferred for the performance of general functions by the
state and local self-government bodies (provision of educational and medical services, social
protection, defence, etc.). Special funds are also redistributed to the same spheres, but with one
significant difference — they have specific, well-defined sources of funding and areas of use. In
2019, road development is financed through 75% of excise duties on fuel and vehicles, import
duties on oil products and vehicles, and 100% of revenues from tolls for highways.
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more meaningful and easier to understand for the population than the usual lineitem overview of the budget. In this respect, budget planning should take account of
the following factors: 11
Factors

Description

Legal

The approach to budget planning is defined by the Budget Code

framework

and Law “On State Budget”, and Ministry of Finance instructions,
but also the Law “On Local Self-Government” and the entire portfolio
of sector legislation (education, healthcare, social services, etc) that
determine what the AH authority must and can do.

Situation

The starting point for programme budgeting is a sound understanding

analysis

of the baseline situation: where are you now. This assessment of the
context relies on robust financial and other data on the organisation
(staffing, assets, etc), local population (including trends), local

04

05

economy, state of infrastructure, etc, in order to gauge what needs
to be done for achieving strategic goals. This analysis should take
account of all relevant gender dimensions.
Projected

Data on the population and economy should allow you to forecast

income

the expected revenues from taxes, fees and charges, based on

06

07

past years’ trends, in order to build a picture of the available income
to spend on the AH authority’s obligations and opportunities.
Policy

Given the revenue forecasts, the executive committee can estimate

priorities

how much it can afford to spend on each of its operational and
development priorities, formulated as programmes.

Consultation

Throughout the process of assessing the situational context and

with

developing its policy priorities, the AH authority should maintain

stakeholders

a dialogue with its key partners in the community, especially
citizens and enterprises.

11 Other chapters provide more guidance on the legal framework, situation analysis, potential policy
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In line with the Ministry of Finance guidance, the AH authority’s approach to programme budgeting should accommodate gender budgeting. This necessitates that
the situation analysis should be based on data that is disaggregated by gender and
that the objective of achieving gender equality and the realisation of women’s rights
should be integrated into policy priorities and programmes, including the organisation and operation of the AH authority itself.
It is wrong, however, to assume that gender budgeting is only about the implications of budgets for women and men in general. In fact, it is a more sophisticated
technique for putting people first in budget management, by considering the consequences of taxation and spending for all sections of society (young-old, with-without disabilities, employed-unemployed, etc.) and identifying measures to make the
situation fairer and more representative. In this way, gender budgeting is tightly connected with efficient and effective spending of public money: Are resources distributed transparently and fear among different groups of citizens in AHs? For example,
women constitute 61% of museum visitors (39% are men) in Kyiv oblast, while families with children comprised just 16%.12 Gender budgeting allows AH authorities to:

•

Take on board citizens’ perspectives in the budget decision-making process;

•

Use resources more effectively;

•

Focus on changing priorities within the overall financial envelope, including
within specific sectors, rather than increasing spending;

•

Monitor expenditures and revenues in the light of gender aspects,
including compliance with the legal framework.

Comprehensive data is the basis for informed decision-making. AH authorities face
challenges from information shortages, which occur when they are not provided
with the necessary data by central and regional government, including the State Tax
Service (STS), as the basis for budget planning. Insufficient or inadequate data, as
well as failure to use proper techniques and instruments — such as, using historical
data together with forecasts received from the MoF to develop local revenue forecasts, taking account of fresh information about businesses opening, closing or moving that will have an effect on the budget revenue, and planning for changes in local
taxes and fees and their expected outcomes — when preparing estimates, can lead

12 Source: Gender Responsive Budgeting project in Ukraine.
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to false expectations, including over-optimistic revenue forecasts, and unexpected
expenditures. Realistic estimates consider all expenditures and revenues, and factor
in changes in the legislation or, for example, an approved tax rate increase. In order
to minimise risks and errors in the process of forming and executing the local budget,
it is advisable to formalise all procedures and steps as much as possible. One of the
tools that would regulate in detail all budgetary procedures could be the Budget
Regulation (the MoF approved the appropriate methodological recommendations).
Many AH authorities lack the necessary IT instruments to collect, analyse, and access data, which would easily allow the management to respond to financial variances and / or document them, and make better decisions for future financial
planning. Not all AH authorities use the software recommended by the Ministry of
Finance to support reporting to the Ministry and the Treasury. Furthermore, revenues are not directly linked to expenditures. Studies have shown that funds are often
not used for maintenance and infrastructure projects and are instead accumulated
in treasury and bank accounts.
The introduction of medium-term budgeting (MTB) to Ukraine is a recent innovation for all LSGBs, including AH authorities. This is intended to extend the planning
horizon for policy-making beyond the annual budgetary calendar, by taking a threeyear perspective instead of just focusing on the next 12 months. It is supposed to
improve the predictability of budgetary resources and enable more realistic policy planning. MTB is particularly beneficial for thinking about infrastructure investment and other programmes that require a multi-year approach, such as planning
the school network in line with birth rates and population movements.
In essence, the AH authority will be required to make projections of all revenues and
expenditures for the following three years. The first year will serve as the basis for
developing the concrete annual budget. This change was accompanied by:

•

Introduction of the Budget Declaration for the medium-term;

•

Introduction of the forecast of the local budget;

•

Update of the budget calendar;

•

Expansion of budgetary rules;

•

Coordination of strategic and budget planning.

The Ministry of Finance has provided methodological guidance on medium-term
budgeting to LSGBs.
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↩ 01
Strategic
management

One of the major challenges for AH authorities lies in the application of the medium-term and strategic approach to budget planning and execution. Where they exist,
strategic plans often tend to “sit on the shelf” rather than helping management to
formulate their spending priorities. Implementation of MTB brings additional urgency for the need for AH authorities to substantially improve their understanding and
practical application of the “budget cycle” and the concept of strategic budget planning with a longer time perspective than the traditional one year ahead.
At each step of the budget formation and approval process, summarised below
(from “what do you need to know” section), there are opportunities and challenges
for the Head of AH. Clearly, the Head will not become involved in the detailed preparation of the budget, but will wish to ensure inter alia that:

•

The budget reflects the AH’s priorities;

•

Relevant staff members in the finance department and spending
units perform their key tasks on time and especially before
the deadlines in the budget calendar;

•

The budget has been properly prepared, reviewed and consulted
before submission to the AH council for approval, so that it can be
explained in front of public hearings and the council meeting.

Six steps of AH budget formation and approval

1

State Budget Declaration

2

AH budget forecast

3

State budget law adoption

4

Public hearings on AH budget

5

Draft AH budget decision

6

AH budget approval
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✓ Following step 1, Heads of AHs should pay attention to the Budget

Declaration, which contains provisions on: the main forecast of the
macroeconomic indicators of Ukraine’s economic and social development;
the share of the projected annual volume of gross domestic product
redistributed through the consolidated budget of Ukraine; the size of the
minimum wage, the subsistence minimum and the level of its provision;
the relationship of the state budget with local budgets — including the
provisions and indicators required to compile local budget forecasts.
The indicators in the Budget Declaration directly affect the formation of
the AH authority’s budget, so it is important to understand the general
guidelines and priorities set out in this document

✓ The process of drawing up and reviewing the local budget forecast is

essential to ensure that the local budgeting process is properly organised.
During step 2, the Head of AH should task and oversee the finance staff
of the AH authority (e.g. finance department) with preparing the AH budget
forecast, together with the spending units, taking account of the priorities of
socio-economic development of the respective territory and the provisions
set out in the Budget Declaration. The Ministry of Finance defines the basic
principles for drawing up the local budget forecast (for example, Order of the
Ministry of Finance dated 29.03.2019 № 130 “On approval of Methodological
recommendations for drawing up local budgets for the medium term in 2019”).
The AH budget forecast should contain information on: the main economic
and social development indicators of the respective territory; indicators by
main types of income and general marginal expenditure of the local budget;
volume of capital investments; and other indicators needed to draft
a local budget decision.

✓ Following step 3, Heads of AH, the finance department and spending units

should be aware of the parameters in the Law “On the State Budget of Ukraine”
that directly influence the process of forming and implementing local budgets.
In particular, it defines the basic social standards (minimum wage and living
wage), the amount of intergovernmental transfers from the state budget
to local budgets, state programmes that will be implemented at the expense
of budget funds, etc. Please note, the budget law requires that, in the first
instance, the budget must ensure spending cover for the remuneration of
employees of budget institutions and payment for energy resources; these
essential items of expenditure take precedence over all other potential
priority items.
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✓ In line with the principles of accountability and transparency, Step 4 is very
important to build “ownership” among local citizens of the draft forecasts
in the framework of the medium-term budget, by communicating priorities
and engaging them in managing community funds as taxpayers as well as
residents.

✓ During step 5, the Head of AH must ensure that the draft local budget

decision is approved first by the executive committee before submitting to
the AH council. Also, according to the Law of Ukraine “On Access to Public
Information”, the draft budget must be announced no later than 20 working
days before the date of the session of the local council at which it will be
considered.

✓ Concerning step 6, the Heads of AH have to remember that all local budgets

must be approved by December 25, regardless of the timing of the approval
of the State Budget. If the Law “On the State Budget of Ukraine” is not adopted
by December 1, then the decision on the local budget takes into account
the amounts of intergovernmental transfers specified in the draft Law
“On the State Budget of Ukraine” for the planned budget period, as submitted
by the CMU to the VRU. After the adoption of the State Budget, all local councils
must amend their local budgets within two weeks and adjust the volumes of
intergovernmental transfers in accordance with the amounts stipulated
in the Law “On the State Budget of Ukraine”.

For Heads of AHs, this step-by-step approach to budget planning for the following
three years must be managed alongside the other aspects of PFM, namely budget
execution, quarterly reporting and financial control for the current year, and annual
reporting and financial audit for the previous year. Hence, PFM is a continual process
requiring parallel activities, as shown in the graphic overleaf.

For involving citizens in the budget process and getting idea about needs of citizens,
an AH authority can use the participatory budgeting approach. It is a mechanism for
involving public in the distribution of a part of the local budget. Participatory budgeting is an instrument of direct democracy, with the help of which citizens actively
participate in the distribution of a part of the community budget. This process takes
place through the development and submission by the residents of projects aimed
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to improve the quality of life in a settlement, and open voting for these projects by
all residents of the community.
The mechanism for the implementation of participatory budget projects is regulated by normative legal acts of local self-government bodies (decisions of the council,
orders of the mayor). The recommended criteria for participatory budget projects
are as follows:

•

There should be clear instructions on the amount of funds allocated for
participatory budget, and (if applicable) the expected number of projects
and minimum / maximum project size;

•

Projects should be in line with local strategies and programmes.

•

A clear communication approach should be developed on how to present
participatory budgeting to citizens, how to give them information on projects
and / or how to collect project proposals, and finally how to collect feedback
on project selection.

•

New assets acquired in the result of the project should be made public.

•

The project implementation period should be limited by the budget period.

•

There should be a regulated scheme setting out how and by whom
the winning projects will be implemented during the budget period.

•

The projects must be implemented within the territory of the AH.

As a Head of AH, working with participatory budgeting offers a unique opportunity
to communicate directly with citizens, and learn more about their problems and issues where the AH can help. This may also lead to ideas for longer term priorities for
the AH that may be outside the scope of the participatory budgeting project. While
implementing the participatory budget, you shall collect information for managerial
decisions, improve communication with people, spend money efficiently and deliver
most needed services to your AH.
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Parallel steps in the budget planning, execution,
reporting and disclosure process
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Maximising income

01

In order to avoid unexpected deficits, it is vital that AH authorities practice “integral budgeting” (including both revenues and expenditures) and prepare realistic
estimates.

02

The ability of AH authorities to determine and manage their OSR income levels depends on three main factors:
1. The ability to define the revenue base — in other words, which groups of citizens
or businesses are subject to the tax, service fee or user charge;

03

2. The ability to set the revenue rate, i.e. the percentage of tax levied, and the level
of fees and charges; and
3. The ability to collect the revenue, rather than rely on central institutions to collect on the AH authority’s behalf (e.g. State Tax Service).
There is also a fourth factor, which is the extent to which AH authorities use their
own assets (for example, buildings in their ownership) for service delivery or rent
them out to raise revenue, depending partly on operational needs and partly on best
value to the authority.
↪ 10
Spatial
planning and
infrastructure
development

Defining the revenue base requires more than a census of registered residents and
enterprises. It also involves ensuring you have a complete and up-to-date picture
of all the relevant activity in the AH: what is going on in your territory. The AH authority should conduct an inventory of all land and property. It is important to know
how much communal land you have, and who owns and / or rents private land plots
in your AH. It is a substantial challenge, but with this information, you can see the
potential of your AH, make the process of land tax payment more transparent, and
gain effective control over it; the same applies to property tax. Armed with this information, you can calculate expected revenues more accurately and make managerial
and spending decisions accordingly.
Currently, AH authorities have only limited scope to set revenue bases and rates, and
revenues from most of other sources are collected by other bodies. Nevertheless,
they can make better use of their revenue-raising potential. Ultimately, AH authorities
should aim in the long run to increase their revenues that they are free to dispose of.
In the interests of the AH, this is about striking the right balance between extracting
the largest revenue from the local economy and ensuring ability to pay. If the AH authority sets tax rates, user fees and service charges at the maximum level allowed
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under the law, it can hit citizens and businesses hard in the pocket. For enterprises,
this might act as a disincentive to stay in the AH, or encourage (or at least not discourage) the “grey” economy of undeclared activity and cash payments.
While AH authorities must work within the framework of the current Budget and Tax
Codes, which means they cannot set their own taxes, for example, they have the
opportunity to organise efficient cooperation with taxpayers. AH authorities have
to treat all taxpayers equally and fairly (businesses, private entrepreneurs, and citi
zens), respecting their rights while enforcing their responsibilities, and without favouring any individual over another. Cooperation is the best model. Of course, sometimes you will have some problems with unreasonable counterparts, but in general,
stable relations are better than confrontation.
As Head of AH, you can also engage with local businesses, with the aim to communicate, consult and — where necessary — convince about registering and paying tax
locally. At the same time the feedback will help you to better understand the still undiscovered potential of your AH. Business owners and managers highly appreciate
when the leadership of an AH authority is open and willing to help develop existing
enterprises in their AH, and ready to create a favourable environment for new investors, especially efficient tax administration that simplifies bureaucracy and delivers
high quality public services. This is a matter of impartiality — universal and transparent conditions for everyone willing to improve your AH.
At the same time, AH authorities can look for ways to stimulate tax payment by putting pressure on non-compliance, for example by:

•
•

Commissioning specialist land surveyors to prepare estimates
of expected property tax payments and sending the information
to the State Tax Service;
Making calls to local businesses to stimulate tax payments,
coordinating with the State Tax Service and the Fund of Social Insurance,
and visiting reported non-taxpayers to encourage compliance;

•

When issuing certificates (death, birth, marriage certificates etc),
checking that the information is in line with tax payments — 
conversations might help;

•

Taking information from the State Tax Service on the status of
payment of local taxes (land / real estate) and publishing information
on non-payment in the local newspapers and on Facebook.
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Case study:
Raising revenue in Mezhova AH (Dnipropetrovsk oblast)
Mezhova AH is located in the east of the Dnipropetrovsk oblast. The AH was established in October 2017, and united two settlement and five village councils. The population is 15,700 people. The budget of AH for 2019 is UAH 107.8 million, of which
UAH 48.5 million are transfers from other budgets. In the AH, there are six starosta
districts.
After the formation of the AH, the executive committee looked into how they could
increase revenue levels in the AH budget, as well as establishing a fair distribution
of expenditures across the starostas’ districts during budget planning. Funds for the
development of the starostas’ districts are distributed on the basis of proposals submitted by the starostas themselves, who shall hold discussions with representatives
of the public, determine which measures are priorities, control the use of funds, and
report at the end of the year to citizens on the use of received funds, which shall be
recorded in meeting minutes. Changes to allocations can be initiated during the fiscal year, if the budget is exceeded by at least 5%.
The Mezhova AH has more than 300 individual farmers engaged in independent
work on land plots (private land and land for personal farming). In accordance with
the Tax Code of Ukraine, individual farmers must independently calculate their income and submit a declaration for the previous year to the State Fiscal Service by
May 1st. Due to a loophole in the legislation, however, individual farmers tended to
declare marginal incomes, as a result of which the AH authority did not receive their
full personal income tax revenue. In addition, there were cases where individual
farmers deliberately did not sign official agreements for land rent, resulting in loses
of income tax.
The Mezhova AH authority conducted a series of informational events to bring the
reality of local budgets closer to the community. As a result of these meetings, the
situation with payment improved, but significant differences in the levels of income
declared by individual farmers in starostas’ districts remained.
This led to certain conflict situations among the council deputies. As a result, the AH
council decided to change the approach to allocating resources for capital expenditure among the starosta districts. To allocate funds, the AH authority determined
a rating for each starosta settlement based on its contribution to the AH budget, using only revenue from the previous year arising from the payment of taxes related
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to the use of agricultural land, which was the main source for the starosta district
budget. The PIT was excluded to avoid distorting the data, as the lion’s share was
generated in the Mezhova district.
Source: U-LEAD Dnipropetrovsk Regional Centre for local self-government development

AH authorities have other ways to increasing their income, including:

•

Providing eligible administrative services for which there is a service fee;

•

Holding auctions when selling or leasing land, in order to get better sales prices;

•

Using the ProZorro.Sales system for sales of municipal property — if such
sales are fully justified13 — in order to yield higher income.

If borrowing for investment is on the agenda, Heads of urban AHs should take into
consideration the regulation, restrictions and risks of debt finance. As well as the
approval process (see “what do you need to know”), the current rules specify that:

•

Expenditure on processing loans is paid at the expense of the general
fund of the AH budget. In other words, local debt is repaid at the expense
of development budget expenditures.

•

Currently, urban AH spending on borrowing cannot exceed 10% of the
general budget fund expenditures during any budget period for which
the repayment of local loans is planned.

•

Furthermore, the total amount of local debt at the end of the budget
period must not exceed 200% of the annual average estimated amount
of development budget revenues.
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13 Selling property brings a one-off injection of income to the AH authority, but the longer term
picture must also be taken into consideration. For example, if the premises are sold for productive
use, they might generate a stream of future income to the AH authority from corporate and

11

personal income tax, which would increase the positive benefits. However, this must be offset
against the loss of potential future rental income. Furthermore, if the sale happens when
the property market is weak, then the AH would lose money compared with a future sale.
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Hence, the opportunity costs must also be taken into account.
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According to the Ministry of Finance, the total amount of local borrowing for the
first six months of 2019 was EUR 12.5 million and UAH 749.0 million (equivalent to
approximately EUR 25 million), according to the currency in which the debt is denominated. From this, one may conclude that financing local budgets through taking
loans is not a very common practice among cities and urban AHs in Ukraine. These
loans are either not being taken or only in relatively small amounts.14 This can be
explained by several factors, in particular, the availability of alternative resources
for projects of regional socio-economic development that are transferred from the
state budget (and hence “granted” rather than loaned), and the limited resources
of local development budgets as the source of debt repayment. Moreover, the frequent changes in the budget and tax laws, and the low predictability of the exchange
rate in the medium and long-term, argues against borrowing to implement such projects. The exceptions are probably only the cities with over one million inhabitants
that have sufficient revenue base and growth of the economically active population,
where the risks are somewhat offset by the need to constantly invest in large-scale
infrastructure projects (transport, water, sewerage, etc).
As a general rule for LSGBs, getting into debt can only be justified when there is
a high confidence that the loan can be invested effectively to secure a return that
is equal (at least) to the cost of borrowing. This can happen, for example, if the AH
authority develops new infrastructure which is financed by tariffs or other charges
(e.g. water supply or heating system) and / or the use of the loan accelerates sustainable local development, so that the income stream to the AH authority (e.g. tax receipts) exceeds the net present value of the investment. Infrastructure development
through debt finance bring into consideration other factors, such as whether the AH
authority (or its municipal enterprises or PPP partners) is able to set sufficiently high
charges that are still affordable to local users (citizens and / or businesses), who will
collect this income and how compliance can be enforced. Ultimately, LSGBs exist to
serve the public, rather than to make a profit or take unnecessary risks, and hence
debt finance should be treated with caution.
The AH authority should also explore and exploit other sources of income, especially grants from domestic and international sources for specific purposes, usually awarded through competition. This includes, for example, the EU-financed
cross-border cooperation programmes.

14 For example, during the first quarter of 2019, only Mariupol City Council took an external loan,
worth EUR 12.5 million at 6.5% for 13 years.
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Getting full benefit from public procurement
Every year, AH authorities spend billions of hryvnias on purchasing supplies, services and construction works. It is essential, therefore that public procurement is
managed effectively to achieve cost savings and extract the most value out of the
AH authority’s finite budget. Too often, however, open e-procurement is considered
a mere duty by AH authorities and even seen as an administrative burden. Unfortunately, failure to take procurement rules sufficiently seriously leads to one-third of
tenders being classified as incorrect and hence not completed, which is an actual
waste of administrative resources.
For the AH authority, it is important to fully understand the purchasing regulations
and procedures, in accordance with the Law of Ukraine “On Public Procurement”,
and particularly how the ProZorro system works. This involves steps like planning
the procurement, defining its objective, quality requirements and evaluation criteria, communicating impartially with all bidders during any clarifications, accurate reporting of the results of the procurement process, and investing in staff knowledge
and skills.
Tender documentation should set out all the specifications and expectations regarding quality and delivery, as well as ways to resolve disputes, and penalties in case of
under-performance, irregularities and frauds etc. During procurement, it is essential to avoid irregularities in tender preparation and evaluation, as they raise the risk
of poor quality of supplies, services and / or works, or even that the tender will be
cancelled. The five most common irregularities during procurement15 are as follows:

•

A large, coherent procurement is split into smaller parts to carry out
below-threshold purchases. Sometimes, public authorities try to avoid open
tenders, or using ProZorro, by splitting a large procurement into several smaller
purchases that fall below the threshold, even though each one is dependent
on the others to make a “complete” purchase. At best, the AH authority
loses the chance to attract many suppliers who might be interested in
a larger tender, and hence receives fewer offers, leading to less competition
and worse value for money. At worst, the AH authority might be accused
of violating the law.

15 https://infobox.prozorro.org/articles/tipovi-pomilki-zamovnikiv-pro-yaki-varto-znati
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The tender documents include discriminatory requirements that favour
a particular bidder. Examples include technical specifications that contain
a written brand name (e.g. supplies tender mentions a specific make of car
or computer) or describes the characteristics in such a way that they are
only applicable to one product, enterprise or person. Tender documentation
should be clearly written and avoid ambiguity, but there should be at least two
different products, enterprise or individuals that could possibly meet those
requirements. Otherwise, this is likely to result in the tender being cancelled.

•

The winner is a bidder whose offer does not meet the requirements of
the tender documentation. For example, the tender committee might select
the cheapest bid, but this price has only been achieved by sacrificing quality.
The tender committee must carefully check the bids and turn down offers
that do not comply with all the tender requirements.

•

Errors lead to the wrong reason for rejection. It is only human to make
mistakes. These can be made more obvious, and corrected before it is too
late, if the exact reasons for rejecting the offer that do not comply with
the tender documentation are spelled out to the tenderer.

•

Failure to disclosure information on ProZorro. Sometimes tender
committees forget to publish their reports on the outcome of the tender
process in time or at all. This is easily rectified by complying with the
legislative requirements on this matter.
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AH authorities have a strong incentive to ensure they fully comply with the law on
public procurement. The State Audit Service of Ukraine (SAS), which is a monitoring
body for public procurement, can instigate inspections and audits to check compliance with the legislation. The management and staff of AH authorities need to be familiar with the legislative framework and its practical application to avoid becoming
subject to the charge of fraud.

Making best use of your budget
AH authorities can utilise the legal flexibility to ensure they spend their budgets as
fully as possible, by making in-year amendments to AH budgets in the following
circumstances:

•

If the revenue plan of the general fund of the local budget established for
the respective period (based on the results of the first quarter and subsequent
reporting periods) is exceeded by at least 5%; or
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•

If non-receipt of revenues of the general fund of the local budget planned
for the corresponding period (quarter) is more than 15%; or

•

If the redistribution of budgetary allocations between the main spending
units is needed or if the “free balance” is used.
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Heads of AH need good financial and performance information to manage limited
resources effectively, and to take key decisions about moving money across programme budgets during the year, as well as determining priorities for the next year’s
budget.
As the budget timetable showed (see “what do you need to know”), the executive
committee of the AH authority has to prepare quarterly and annual reports to the AH
council on budget execution. Only the annual report is subject to review and approval by the AH council, after being checked by the Budget Committee first. The budget
legislation does not define what happens if the AH council does not approve the report, and therefore, it is advisable to regulate this issue by reflecting the procedure
for reviewing and adopting the annual report in the AH council’s budget regulation.
According to the legal framework, information on the budget and the achievement of
budget indicators must be made public in the media, including the mandatory newspaper publication of the budget decision and the implementation of the local budget.
Hence, in reaching its budget decision, the AH council must decide on which newspaper it will be published, either the AH’s own or another newspaper that is distributed throughout the AH. The AH council may also publish any budget information on
its official website. The procedure and format of public information on the budget’s
implementation is not legally defined, and hence should also be set out in the Council budget regulation.
To avoid the allegation of mismanagement of public resources, AH authorities should
considerably strengthen their structured oversight, not only within the subvention
system but also within the budget process itself (both planning and execution), and
enhance their capacity to do so, systematically.
One of the main tasks in the budget execution process is to ensure the efficient use
of budgetary resources. The priority task of the Head of AH and management of
the AH authority is to build an internal control system, to form an optimal management structure, to organise interaction between all participants in the budget process and residents of AHs, as well as to communicate with business structures and
controlling bodies.

04

05

06

07

08

09

10

11

12

+

134

↪

01

02

03

There is currently no official, universally-agreed, robust and effective methodology for internal control and internal audit available for application at the local level in
Ukraine. Some of them may be developed for state level or large cities such as Kyiv,
for example, and thus would need to be adapted. AH authorities are strongly advised
to ask for assistance and guidance first from the Oblast State Administration, and if
not able to address their enquiry, then the Ministry of Finance. They might be able to
turn for help to donor projects.

Concluding thoughts
Thanks to the fiscal decentralisation reform in Ukraine, AH authorities now have
a clearer assignment of expenditure responsibilities, some new sources of own revenue, an effective inter-governmental fiscal transfer system, and a framework for
local borrowing. This is a solid foundation for an effective and capable AH authority.
For AH authorities to thrive, the challenge is to use their limited resources in the
most effective and efficient manner. This, of course, must be done within the current
legal framework in place in Ukraine. However, sound public finance management
should not be regarded as an isolated topic. The AH authority will only be successful in the long-term if budget preparation and execution are harmonised with strategic decision-making processes, if the executive bodies have the right people with
the right competences on board, and if participatory budgeting is supported by open
communication with the local people. This implies that administrative structures are
tailored to local needs and expectations, and that the AH authority seeks to gain the
trust of citizens and enterprises through engagement, accountability and transparency in their use of public money.
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Communication and
Engaging with Citizens
and Decision-Makers
Why is communication important to AH authorities?
05

Since 2014, Ukraine has been enjoying an ambitious wave of amalgamation, decentralisation and development reforms that have empowered local self-government
and especially citizens. Whether the amalgamated hromada (AH) brings together
two settlements or ten, every voluntary amalgamation only happens because local residents agree it is the right direction, by voting their approval.1 From the first
election onwards, every Head of AH and local councillor serves solely at the public’s
discretion. The people appoint their representatives and expect they will not disappoint them.
This democratic decision-making principle is central to the decentralisation process.
As a signatory to the European Charter of Local Self-Government, Ukraine is committed to subsidiarity: by default, decisions by public authorities should take place
as closely as possible to the citizen.
“Public responsibilities shall generally be exercised, in preference, by those authori
ties which are closest to the citizen. Allocation of responsibility to another authority should weigh up the extent and nature of the task and requirements of efficiency
and economy”. European Charter of Local Self-Government, Article 4.3.
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In accordance with the March 2015 Law of Ukraine “On Voluntary Amalgamation of Hromadas”.
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AH authorities benefit from extra powers, responsibilities and resources because
they operate at the local level, where people can most easily participate in policy
discussions that affect their lives — what is political is also personal. Thanks to their
proximity, AH authorities can better access the views and desires of their residents
than regional or national authorities. But these insights into people’s needs do not
appear instantaneously, they come from continual conversations.
Citizens are not the only group that the AH authority needs to engage. In democratic
societies, policies need to be communicated effectively, so that citizens, civil society
organisations and enterprises understand the decisions that affect them and ideally
agree with them, or at least have a chance to have their say. Hence, AH authorities
need to provide direction, explain their positions, and convince the community of the
effectiveness of their policy choices and implementation approaches. This holds especially true in times of social transformation and reform processes that often cause
feelings of insecurity across society, and can result in reluctance and opposition to
support the reform, or at least to be willing to deal with the reform agenda and its
objectives in a comprehensive way.
But communication is more than just persuasion. AH authorities should involve citi
zens and other stakeholders directly and extensively in decision-making processes — such as the use of public funds and land, the design and delivery of services,
the plans to invest in infrastructure and grow the economy — to act in a responsive
and accountable way, and to gain from their local knowledge and expertise. By inviting citizens and other partners to discuss and deal jointly with local public affairs, AH
authorities gain acceptance and trust, share ownership of the outcomes, and reduce
resistance. This enhances the legitimacy of AH decision-making.
AHs need also to engage effectively with other authorities, both at higher levels of
government (central, oblast and rayon) and the same level (other AHs), to influence
policy, access resources and coordinate activities, including inter-municipal coope
ration over key services. Every AH must be capable of making its voice heard, to re
present the interests of its community, and secure successful outcomes in negotiations and partnerships.
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What do you need to know?
Communication is as old as humanity. As a species, we have evolved ever more sophisticated ways to engage with each other — locally and globally — and now through
the extensive reach of the Internet. It is easy to assume then that communication
comes naturally and to take it for granted. The reality is that it takes conscious
thought and effort. It also takes many forms.
As a minimum, public authorities typically inform citizens and other stakeholders
about their plans, procedures, activities, entitlements and options, to ensure that
they can access available services and engage with the administration. Information
can be conveyed through many media, including press briefings, brochures, flyers, posters, reports, interviews, newspapers, radio and TV programmes, websites,
tweets, frequently asked questions (FAQs) and responses to inquiries. In each case,
the public administration should decide on the medium or media that will best put
across its message. Information should always be user-friendly:

•

It should be prepared carefully with the potential audience in mind.

•

It should use plain language that avoids — 
or at least explains — technical terms.

•

It should not assume knowledge that
the reader cannot be expected to have already.

•

Ideally, it should not present raw facts only,
but also explain the background and reasoning
behind the announcement.
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While information is a one-way street, the traffic goes both ways with communication. Information is about what is going out; communication adds what is coming in.
Dialogue gives voice to other parties and takes account of their interests. In the case
of AHs, this exchange has been happening since before the referenda. Every established AH is a testament to local leaders’ successful efforts to argue the benefits of
amalgamation, decentralisation and development. Communication is not a purely
open-ended process — start a conversation, see where it leads. It needs a structure.
From the AH’s perspective, what is required are clear, comprehensible and credible
messages that explain the essence of proposed policies, services and plans, and are
customised to take account of the key interests of stakeholders.
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Strategic communication is about:

•

Defining a communication goal;

•

Determining the target audience(s);

•

Designing messages and activities to achieve this goal
that are tailored to their needs and expectations;

•

Ensuring the coherence of arguments that correlate with each other,
but which might be expressed differently to different target groups.

In fact, strategic communications are present throughout the policy process — from
agenda setting, via policy formulation, policy legitimation, policy implementation,
policy evaluation to finally policy change. In all these phases, numerous stakehol
der groups are involved and are pursuing a wide range of interests: civil society (e.g.
citizens’ advocacy groups, trade unions or professional associations), individual citizens, political parties, the corporate sector, also administrative units at national and
subnational levels such as sectoral departments.
How can AH authorities get to know about stakeholders’ interests? Every interaction
with a citizen, business or another administration is an opportunity to communicate,
whether face-to-face, by letter or telephone, or online. Every time the AH authority
presents itself to the outside world, it generates responses that can be used to improve policies and services. This raises the question: how best to gather this feedback, and to ensure that the AH authority is able to learn from it? Different ways and
means can be used by local authorities to get insights of the interests, expectations,
needs and competence of the various stakeholder groups — the choice depends on
the situation faced by the AH. For instance, surveys can be developed, both online
and offline, focus groups can be set up, citizen panels can be created for qualitative
dialogue or complaints procedures established. In short, a lot of tools exist that all
have their pros and cons but can be easily adapted to the needs and requirements
of AHs in most cases.
Another key aspect of the interaction between local authorities and citizens is representation. Citizens are often represented by civil society organisations, whose
task is to bring many single voices together to make one effective voice, to make it
heard and advocate for specific interests and topics. Local business is usually repre
sented by a chamber of commerce that acts on behalf of the business network to
further the interests of businesses.
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Under the Ukrainian law on civil associations, civil society organisations (CSOs) are
defined as voluntary associations of individuals / or legal entities for the satisfaction
and protection of their legitimate public, especially economic, social, cultural, ecological and other interests. In general, civil society comprises the whole of the organised engagement of the citizens of a country: non-governmental organisations,
associations, various forms of initiatives and social movements (e.g. citizens’ advocacy groups, trade unions or professional associations). This includes all activities
that are not profit-oriented and independent from party-political interests. It is the
sphere within society that lies between the public and private sectors, a place where
a country’s committed citizens come together.
While strategic reform communications are about communicating political decisions
throughout the policy process in a transparent and comprehensive way, the concept
of citizen participation goes further, by opening up decision-making processes to
the involvement of different interests and social groups on an equitable and repre
sentative basis. This holds particularly true for disadvantaged or marginalised groups,
which often do not have an organised representation. While strategic communications are driven by the public authority and aim to present policy decisions and processes in a transparent and comprehensible way, citizen participation focuses on
actively involving civil society, citizens and other non-state actors in the decisionmaking process.
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As well as taking part in regular free and fair elections, citizen participation means
that all members of a society enjoy the opportunity to stand up for their own interests, rights and beliefs with the prospect of success.
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Citizen participation can improve the design and responsiveness of services and client satisfaction. It can create links between communities and service providers, and
across different communities, to improve social cohesion. It helps improve the quality of decision-making as well as the legitimacy and accountability of local governance institutions and partnerships; this builds trust in democratic institutions and
encourages civic participation.
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Ladder of citizen participation

DELEGATED POWER
Citizens receive the decision-making authority

01

over a particular project, particular funds,
COOPERATION

02

services or programmes.

Citizens and local authorities agree to share planning
and decision-making responsibilities through structures
CONSULTATION

03

such as joint policy boards and other mechanisms.

Local authorities invite citizens to express
their views and share their experience.

04

Participants as Subjects
Participants as Objects

INFORMATION
Local authorities inform citizens
about their decision making.

The interaction between AH authorities and citizens takes place with varying intensity, depending on the topic and the occasion. Participation of citizens in the political
process can mean that the local council informs the citizens, for example, on certain
reform processes. But it can also mean that the local council hands over decisionmaking power to the citizens, such as in the process of participatory budgeting. In
general, it is possible to differentiate between the following levels of participation,
from the most passive to the most active.
Each rung on the ladder has its own role in making civic participation real:

•

Information: Informing citizens of their rights, responsibilities, and options is considered the most important first step toward legitimate citizen participation. Also,
the AH authority needs to inform citizens about policy projects, reform processes, legislative procedures, etc. This information must be prepared in such a way
that it is understandable. Based on the information received, citizens should be
able to comprehend political processes and the reasoning for decisions taken and
hold decision-makers accountable. The most frequent tools used for such communication are news media such as websites, newspapers, radio programmes,
flyers, posters, and responses to inquiries.

Communication and Engaging with Citizens and Decision-Makers

•

Consultation: Public authorities invite stakeholder groups to express their views
and share their understanding and experience. A particular emphasis shall be
put on the poorest, most marginalised groups in society and bringing their voices
into policy processes. Consultations help decision-makers to take informed decisions. This does not mean, however, that all the feedback received must be reflected in the decisions that are eventually taken. Policy-makers should describe
in advance the plan to ensure that no one is left behind and then explain in the
basis for taking a certain decision. Typical tools of consultation are attitude surveys, neighbourhood meetings, and public hearings.

•

Cooperation / co-responsibility: This form of participation involves redistributing
the power to take decisions between governmental actors (e.g. AH authorities)
and non-governmental actors (citizens, or CSOs on their behalf). They agree to
share planning and decision-making responsibilities through structures such as
joint policy boards, planning committees, and mechanisms for resolving impasses. After the ground rules have been established, they are not subject to unilateral
change. Within the framework of cooperation, citizens can actively participate in
shaping the community and the service they receive. The process of negotiation
should take account of the perspectives, interests, knowledge and expertise of
all stakeholder groups, and once settled, should be accepted and supported by
all negotiation partners and the groups they represent.

•

Delegation: Negotiations between public administrations and citizens can also
result in the latter achieving the dominant decision-making authority over a particular plan or programme. State actors are then obliged — depending on the legal
situation — to implement the decisions taken by the citizens. Examples include
referendums and participatory budgeting.
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Case study:
Participatory budgeting in Poland’s Lublin
“Your City, You Decide” is a social participation umbrella programme of the City of
Lublin involving social partners such as NGOs, district councils and residents. The
first step was the implementation of the Self-Government Activity Programme (PAS)
in partnership with six other local governments to develop and implement a system
of public services monitoring. 80 meetings with residents were organised where
they decided on the disbursement of district funds. As a result, five districts continue
to execute public consultations and participatory allocation of the funds.
The next stage was the “Lublin Public Consultation Platform” — an application for
mobile devices integrated into the municipal website. The application was used in
the procedure of the Civic Budget 2015 as a tool to collect information on the procedure itself, on submitted projects and to vote on selected projects. The first edition of the Civic Budget was launched in 2014. The procedure was specified in the
course of public consultations. The initiative enjoyed great success: 337 applications were submitted and 30 selected for implementation. The inhabitants had PLN
10 million at their disposal. The financial envelope for implementation of the inhabi
tants’ ideas was doubled in the following year up to PLN 20 million.
In 2012, the Municipality of Lublin joined the partnership project with the canton
of Neuchâtel “Lublin 4 All. Participatory model of cultural diversity management”.
A management system and a social campaign promoting diversity in Lublin were
created and cooperation with other Polish local governments was established. Lub
lin has been a pioneer of integration efforts for years: in September 2014, the City
of Lublin received four prizes in the national competition “Open Cities”. Thanks to
cooperation with NGOs and institutions involved in integration of foreigners in Lublin, it was possible, among others, to invite refugees in Lublin to the first edition of
the civic budget.
As a continuation, the project “Communication for Integration: social networks for
diversity” (C4i,) was launched in June 2014, aiming at combating prejudice, rumours
and stereotypes concerning immigrants. It is co-financed by the European Union
and the Council of Europe. The Barcelona anti-rumour methodology has been implemented and communication tools have been built. If the rumours spread like a virus,
then “anti-rumours” can do the same, with the participation of citizens — AntiRumour
Agents. The project includes activities in the public space: Rumours Exchange Shop,

Communication and Engaging with Citizens and Decision-Makers

145

CaféDialog and football matches. Residents were involved in creative writing workshops, media workshops, stencil workshops promoting diversity and other activities.
In addition to the activities supporting individual citizens’ involvement, the Municipality of Lublin cooperates financially and non-financially with NGOs. Since 2012, it
has been assisting in the implementation of the projects funded by external funds
by organising a competition for own contributions. Thanks to this initiative, NGOs
have the opportunity to acquire the missing funds necessary to achieve their objectives as their projects rely on external funding. The Municipality of Lublin also funds
the briefing portal for local NGOs. Its operation is entrusted to NGOs in the form of
an open bid.
Source: European Public Sector Awards (EPSA) 2015,
nominee in “supra-local and local award” category, http://www.epsa2015.eu
05

It is not only public administrations that initiate participation. Most CSOs consi
der it their task to educate citizens and raise their awareness of political or socioeconomic issues, influence policy debates and act as a catalyst for change. They
fulfil an advocacy and watchdog function by demanding and providing information. They permanently remind public institutions of their accountability and claim
their participation rights. Digital media have made this process easier, for instance
through online petitions that encourage state actors to respond and act.
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What are the opportunities and challenges
for AH authorities?

01

From the moment it is established, every AH authority acquires new powers, adopts
structures and systems to fit its functions — and never stands still. Local self-govern
ment operates in a constantly evolving environment. Similarly, communication is
a continuous process and is especially critical in times of change for citizens and
stakeholders. AH authorities find themselves in the front-line of territorial and sectorial reforms, with extra responsibilities and resources in the fields of education, and
citizens’ safety and security, among others. Policies need popular support, otherwise opposition can quickly develop, as reforms can easily create insecurity.
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04

In this context, there is no legal obligation on AHs to communicate all their plans and
activities, but there is an incentive to engage with the public, especially for elected
officials who wish to continue in office.
The default position of any public administration is to act and communicate on an ad
hoc and events-driven basis. This carries the risk for AHs of always reacting to circumstances, providing inconsistent and possibly conflicting signals, being painted
in a bad light by hostile interests, enabling others to create their own “story” about
the AH’s intentions, and losing control of the argument. Instead, the AH should enter
any communication situation in a well-prepared, target-oriented way, being aware of
the messages they would like to send and the results they would like to see in a long
run. Certainly, this does not exclude the need to react to unforeseen events, but reacting based on messages discussed and defined beforehand, being aware of the
stakeholder groups that are supporting the AH or are opponents of the current development makes it easier to find the right words and the right tone in an unexpected situation.
Indeed, there are challenges and risks from not taking a strategic approach to communication that manages the messages that the AH wishes to convey, and anticipates potential negative reactions to emerging situations, including those where the
AH is not directly responsible. For example:
↪ 09
Economic
development

•

An important private employer is forced by circumstances or decisions elsewhere (head office) to reduce staff or to close. Citizens may ask: Could the AH
have done more to keep the company active or alive? What will the AH offer to
help people find jobs? Can a new employer be found? The AH’s leadership will
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wish to show they understand the plight of those members of public that are affected (including local suppliers and service providers that depend on the business for their income), and demonstrate they are taking steps to turn a “problem”
into a “prospect” for the local economy.

•

•

•

If patients are happy with the healthcare services in the community, the satisfaction will mainly be felt by the facilities themselves. However, if they find it difficult to get access to a good doctor, because of the location of the facility, transport links or even the quality of care, they will look to the AH authority to remedy
the situation. This is not just a matter of anticipating and taking policy action, but
also making sure that citizens are aware of the positive reforms that have happened already and continue to be rolled-out. (A similar story could be envisaged
with parents and schools).

↪ 06
Healthcare

Due to bad weather, a nearby river burst its banks and there is flooding of agricultural land and local homes. The public will expect a response from the responsible authorities at all levels. How does the AH authority ensure it reacts not only
with the appropriate assistance, but also that it is reaching out to affected farms
and families, providing information, listening to people’s concerns and channelling their feedback in the right directions? Does the AH have a crisis communication plan for such situations in place?

↪ 08
Citizens’ safety
& security

05

↪ 12
Rural
development

06

Through inter-municipal cooperation, the AH and its neighbouring local authorities secure finance to build a water treatment plant to supply high quality drinking
water to thousands of households. This is a positive news story. However, there
are also more controversial elements, which will become clear as the investment is made. The treatment plant will be situated close to a residential area — 
the construction will involve a lot of noise, dust and extra traffic, and putting the
pipes in the ground to each house means digging and disruption. The AH authorities need to engage in public consultation even before the application for funding
is made to ensure citizens’ support the decision. They need to lay out the plans
and timescales, explain the pros but also the cons, including the “costs” in the
short term and any longer-term consequences, as well as how the AH authority
will mitigate them. Transparency and honesty are key to avoiding a backlash and
generating goodwill beyond the initial announcement and excitement.

↪ 10
Spatial planning
& infrastructure
development

In this context, it is highly recommended to develop a communications strategy to
increase the effectiveness and impact of all the AH authority’s interventions relating to information, strategic communications and citizen participation. This should
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contain clearly-defined communications goals, messages and activity packages
for the different target audiences. Ideally, it should be prepared in parallel with the
overall AH strategy. The strategy should be based on SWOT analysis and stakeholder analysis (see Annex 1), since there are numerous social groups that local authori
ties need to take into account when looking for public support to foster community
development which is citizen-centred. For example:

01

02

•

They might be the inhabitants of the AH who would like to understand
how they can best share their ideas, suggestions and complaints.

•

They might be young people, who would love to stay
in the AH but would need to see real prospects of getting a job,
as well as attractive cultural and social offers;

•

They might be people with special needs whose needs should be
considered from the very start, for instance when setting up
new administrative service centres,

•

They might be local businesses that are interested
in expanding their activities.

03

04

In other words, local authorities must study in-depth the environment they are working in. Developing both a SWOT and a stakeholder analysis, which describes the various groups in terms of interests, influence and attitude, is a must. Based on these
insights, AH officials will be able to determine the objectives that they would need
or like to achieve — and to define which contribution can be made through pro-active communications, which can range from increasing the degree of information,
through raising the understanding and awareness, up to creating trust, credibility,
ownership, engagement and behaviour change.
↪ 08
Citizens’ security
and safety

Moreover, the analysis should also include risk assessment and management, in order to identify potential crisis situations that might occur and how to mitigate them
with a set of communication activities that can be applied in such situations. This
might be to determine who gets what information by whom, who represents the
AH to the media, who communicates with other authorities, where all information
comes together, etc.

↩ 02
Managing human
resources

Effective communications start at home. Before thinking about external relationships, it is worth looking at how internal communications are functioning in the
workplace. Do all employees feel an integral part of the team? What are you doing
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to keep morale and productivity high, and to maintain strong and enduring relations
within the workplace? Are you leading with impact in the council as well as the community? Effective communication is an often-overlooked instrument for motivating
staff, as well as sharing knowledge and experience. Typical tools include internal
newsletters, intranets, general assemblies, team meetings, regular jour fixes, and
Q&A sessions with management. One of the main aims should be to create “multipliers” — staff members who speak with “one voice” when dealing with citizens and
other stakeholders, rather than giving contradictory or confusing messages. Hence,
belonging to the senior management of an AH means to invest into effective team
and employee engagement, retain the employees and develop a responsive leadership style that allows to make better decisions based also on the expertise and
know-how of your team members.
Ideally, the communications strategy should cover both internal and external audiences in an integrated approach. The design and delivery of administrative services
is a prime example. AHs across Ukraine are opting to develop administrative service
centres (ASCs) as “one-stop shops” handling hundreds of different transactions under one roof, to improve substantially the user’s experience of dealing with the AH.
The message that the AH is sending to residents as the target audience is: we are
here to help you — at your convenience. The question for AH leaders is: are there
other areas where you can take a strategic approach to communications?

↪ 05
Administrative
services

As an illustration, the exercise on the next page presents some potential scenarios regarding a development opportunity for the AH. Looking at these different ways
of how an AH authority can act to attract investments, it becomes clear that the results will significantly differ. With no doubt, scenario 3 might produce some “quick
wins”, but is also more likely to lead to benefits in the long run. In this case, it is important to note that the communication strategy is an essential part of the overall
investment strategy, but it does not substitute for it. In fact, communicating the investment potential of an AH is aimed at (a) informing about fact and figures, (b) raising awareness about potential benefits, and (c) developing trust in the management
of the AH, being able to create consistently favourable conditions for doing business.

↪ 09
Economic
development

Well-designed strategic communications start with information to enhance transparency and might result in a sustainable change of social attitudes and individual behaviour of citizens living in an AH. For example, if the AH authority plans to introduce
a new household waste management system which moves from land-filling to recyc
ling, it will need to explain and encourage the separation of waste into different categories (plastics, metals, cardboard, glass, etc.), the re-use of plastic carrier bags, etc.

↪ 10
Spatial planning
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development
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01

Exercise in strategic communications:
Engaging with investors
Imagine the following scenario:

02

03

04

An investor looks for a potential hromada to build a plant for automotive spare parts.
He needs 20 ha of land, connected to 20 kW of electricity and not more than 300 meters away from the highway. There is an AH authority that wants to attract such an
investor. However, it does not have the desired land plot in ownership, but there is
a farmer in the AH that owns it.
How should the AH authority best communicate with the investor?
1. It informs the investor that unfortunately the AH authority does not possess the
requested land plot, but the investor might try to purchase it from a private owner
and points the investor towards the land registry.
2. As the AH authority does not own suitable land, it organises a business meeting
for the investor with local landowners and suggests the investor might want to
organise a tender for the plant location.
3. It works out an investment strategy and invites all private land owners to make
their contribution with potential land plots for construction of different purposes
or agriculture. Constant communication of investment opportunities towards different stakeholder groups contributes to higher investment interest.

The relevance of strategic communications has grown with digitalisation — the use
of online sources, such as social media (e.g. Facebook, Twitter, Instagram, Snapchat, etc). This allows citizens and policy makers to directly interact with each other, with all the risks that come along this way, such as fake news, trolls and bad
bots, which are used to deliberately disinform users, especially in social media networks, and filter bubbles, in which social media users are exposed only to information of like-minded people as a result of algorithms that choose content based on
the user’s previous online behaviour. These phenomena are amplified by still widespread media and digital illiteracy. Digitalisation has significantly changed the way
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we communicate. AH authorities need to take this development into account not
least if they do not want to leave behind the “digital natives”, the young generation.
In addition, social media offer platforms where people — more than ever — have the
opportunity to take an active part in influencing opinion.
When local authorities communicate, they might seek to achieve a broad variety of
objectives. A communication goal can be to increase the transparency of the way
they work in order to create trust; or it can be to inform the inhabitants of the AH
about upcoming changes for instance on new public services that will be offered by
the AH authority or to involve citizens, civil society and the corporate sector in the
discussion of how to best develop the community and jointly identify key problems
and solutions, or to attract investment. Depending on what the AH authority seeks to
achieve, a broad range of tools and techniques are available, set out below.

Campaigning
A campaign is a temporary action with a defined goal, which seeks to influence the
decision-making process within a specific group. Local authorities might decide to
run an image campaign to create a certain brand of their AH to highlight what they
have defined as their unique selling point or outstanding feature — for instance being a tourism hotspot or especially attractive for certain business and investments.
When running a campaign, a broad set of different instruments are used — media
relations, advertisement, direct contact for instance at tourism fairs, and / or hosting own events with high-ranking speakers and testimonial. All in all, a campaign is
a well-orchestrated interaction of communications instruments and a lot of people.
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Media relations
Establishing long-term media relations is an essential part of the information and
communication activities of an AH authority. The aim is to develop a regular, trustful
and effective contact with the media which is crucial for being heard by your target
audiences; to use the media as a catalyst for setting specific messages on certain
occasions and news that need to be disseminated. By regularly talking with editors
and providing them with background information for improving their understanding
of certain developments in the AH, the chances increase for fair and balanced opinion coverage. This means that not only press conferences, press releases and press
tours are part of the everyday work with the media, but also regular work meetings
with the media where developments are discussed and explained but not reported
on directly.
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Digital communications and social media
For informing the public about the reform progress, about changes in the AH and
shaping the public perceptions, local authorities need not only to embrace the traditional media and communication platforms but also the means of digital communications. In fact, social media have revolutionised the way we communicate. Dialogue
has replaced monologue, people communicate directly and unfiltered in real time;
be it one individual to many, many to many or many to one. Politicians do not need
the traditional media anymore to place messages but can use platforms such as
Twitter and Facebook to engage directly with the public. This, however, also means
that they must be responsive, i.e. willing and able to react on citizens’ comments and
to get into direct exchange. There are no fixed patterns of communication in the digital world, and this is spilling over into our lives between traditional gatekeeper media,
shielded governments and bureaucratic procedures. For AH communications, this
means above all developing a website that serves as their digital communication hub
to which all their social media activities are linked. It goes without saying that all digital communications go hand-in-hand with any offline activities.
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↩ 02
Managing human
resources

The explosion of social media usage also creates the challenge of ensuring employees do not misuse their personal accounts — where they are accessible to the
public — to undermine the AH (for example, by posting messages which are overtly
political or discriminatory), while still respecting their rights to freedom of expression. Public officials should be educated to understand that sometimes the boundaries between work-life and home-life can become blurred, and to exercise caution
(“think first”) when making statements that might create controversy or be potentially unlawful. For this, it can prove helpful to install a policy on the use of social media which is binding for all employees.

Engaging with citizens and civil society
There is an evident link between citizen participation and decentralisation to
strengthen local self-governance. It seeks to recognise local diversity by engaging
with the variety of people and groups within AHs and involving them in making decisions about local public affairs — improving services, enhancing democratic accountability and contributing to social justice.
In fact, there is no special law on public consultation currently in Ukraine. Each authority is requested to establish regulations for public consultations on its respective
level. However, there is a pledge that each and every country made in 2015 when approving 2030 Agenda for Sustainable Development and it is to “leave no one behind”.
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This commitment, central to the SDGs, also calls for local authorities — including
AHs — to make explicit and pro-active attempts to ensure people at risk of being left
behind are included from the start. For the AH authority, this means reaching out
to all social groups and making sure that vulnerable and often marginalised groups
are approached and included in decision-making, in order to reduce gender-specific discrimination, social stigmatisation and improve access to education and financial resources.
Generally, citizen participation in decision-making is regulated by the Law on “Access
to public information”. According to this law, a decision, act or regulation, which is
going to be approved, needs to be published on the website of the respective authority for public review.
But even without this law, local authorities in AHs can actively engage with citizens,
civil society organisations and the corporate sector for the benefit their community. It starts with pro-actively informing the inhabitants of the AH, both through offline and online media. Moreover, local authorities can initiate roundtables, townhall
meetings, and public hearings to get insights into the wishes, needs and ideas from
their community members. They can also encourage CSOs and the corporate sector to develop and establish dialogue platforms in which local authorities take part.
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Case study:
Citizen engagement as a strategic priority
of the development of Shyrokivska AH
(Zaporizhzhia oblast)
The Shyrokivska AH was created in October 2016, when it was decided to unite the
six village councils in the Zaporizhzhia region and altogether 28 settlements with
a total population of 13,983 citizens.
The local elections took place in April 2017. Since then, the Shyrokivska local council
initiated a series of activities aimed at uniting and activating the community. Indeed,
although the decentralisation reform provides a lot of new opportunities for community development, it requires the broad engagement of citizens in the development
process to harness the power of local self-governance.
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To start with, Shyrokivska AH created the special communal agency “Development
Agency” in 2017 which is tasked to develop and implement activities to attract investments, but also works in the areas of inter-municipal cooperation, inter-sectoral
cooperation, educational and cultural projects, infrastructure development projects,
public spaces, good governance, as well as community participation in regional and
national events.

Space HUB
Under the auspices of the Development Agency, several activities were implemented to provide space for citizen engagement. Amongst others, it was decided to redevelop the Shyrokivskiy culture house in order to provide open space which can
be used for public debates, as well as activities such as education programmes for
youth and adults. The premises were repaired at the expense of the local budget
whereas technical and material equipment, e.g. a laptop, a projector, sound equipment and furniture, were received with the support of Deutsche Gesellschaft für
Internationale Zusammenarbeit (GIZ). The name of the space — Space HUB — was
chosen based on the results of an online voting of hromada inhabitants. Nowadays,
various creative meetings, book clubs, master classes, and other educational and
cultural events are held. Responsible for hub work is a youth worker.

Public debates on development strategy
Once the Development Agency was established and the premises were created, it
was necessary to select a format for action to properly engage the community in
the discussion of the Shyrokivska development strategy. To this end, it was decided
to hold a series of public debates in the format of world café with the participation
of residents of all villages of the hromada. The format foresaw a 2‑hour moderated
meeting to which all residents were invited. Altogether, 6 meetings were held, and
each was attended by about 30‑50 people. The task for all participants was to outline the major needs of Shyrokivska AH in each of three areas — infrastructure, social
sphere and economic perspectives. The results of each meeting were published on
the website of Shyrokivska AH. During these meetings, key issues and ideas for a vision of the development were identified, which were later taken into account when
defining the operational goals and priorities of the hromada for the next five years.
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Street committees
Furthermore, in spring 2018, the first street committees were registered and started operating in the village of Zelenopilya. Their heads have the status of assistant
heads of the hromada, elected by the vote of street residents and approved by a procedure of official registration through the decisions of the village council. Thanks to
the street committees, the engagement of the hromada administration with local
residents has been accelerating, which is especially important for one of the larger
hromadas. Their activity ensures they promptly respond to the actual needs of the
inhabitants, to identify local initiatives and promote their implementation, as well
as to control the actions of communal structures. The successful experience of the
first street committees in Zelenopilya motivated other residents also to go for selforganisation. Since June 2018, street committees also work in the four other villa
ges — in total, there are currently 22 officially registered bodies of self-organisation
of the population. The Shyrokivska AH encourages their leaders to participate in
various training programmes, e.g. in the school of moderators for citizen budget.
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Citizen budget
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In order to engage the community not only in identifying the problems of local public concern, but also to address them, the Shyrokivska AH has introduced the citizen budget. The local council approved the regulation of how to conduct citizen
budget after discussing it with the inhabitants. Amongst others, it was agreed that
residents above 14 years are invited to submit project proposals. For the successful implementation of the citizen budget, a special training was held for the coordinating council and moderators. In addition, the experts of the Development Agency
presented the citizen budget at public events and initiated a so-called “Week of Ideas” — these were eight meetings in different villages of the AH, during which potential authors of projects received assistance in completing the application.
More information: https://shyroke.org.ua
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Concluding thoughts
By encouraging citizens to participate in community development, the local authorities of an AH create constructive relationships with civil society that are based on
transparency, trust and cooperation. This helps on the one hand to increase the legitimacy of political decisions, and on the other hand to strengthen the responsibility and ownership of AH citizens for the community’s well-being. Public services
and community projects also become more citizen-oriented and needs, as well as
interests — especially of marginalised groups — find their way onto the agenda of the
community. In the long run, this contributes to the sustainable development of the
AH and a better life for its citizens.
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Administrative Services
Why are administrative services important
to AH authorities?
When people think of the role of the AH authority in their community, their first
thoughts might be educating their children, organising care, collecting household waste or maintaining local roads. Asked which services are important to their
well-being, “administrative services” do not immediately come to mind. But these
are the services that affect citizens’ lives on a daily basis, and without which businesses cannot start-up and operate. They are all the interactions with AH authorities
or other government bodies at a local level that involve information and transactions
with the State — making enquiries, registering and re-registering, applying for licences and permits, obtaining certificates and documents, etc.
The quality of this service delivery, good or bad, can have a huge impact on local
people, affecting their perceptions of the AH authority’s performance. The ease with
which businesses interact with government at any level can affect their competitiveness, if valuable time and resources is tied up in dealing with bureaucracy, putting
profitability and jobs at risk. Studies have shown that most Ukrainians are not satisfied with administrative service provision by public authorities,1 as procedures are
seen as too complex, access is too difficult, queues are too long, and information is
not clear. The power that is vested in public authorities is too easy to abuse — even
by accident — by offering services that are not oriented towards the client’s needs
and interests, whether the client is a citizen-user or business-user.

1

Population’s assessment of Ukraine’s quality of administrative services
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Increasingly, people are demanding better quality services whether they are delivered by private companies or “public administrations” (state administrations or local self-government bodies). They are getting used more-and-more to meeting their
requirements electronically, on their mobile phones, notebooks or laptops, for maximum convenience. When you can order food, clothes and transport with the push
of a few buttons, you begin to wonder why you have to travel great distances and
wait in offices, sometimes for long periods, just to see a public official who might or
might not be able to help you. A growing number of people want to be online, not inline. They also want a personal service, tailored to suit their circumstances, not just
a robotic response.
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What do you need to know?
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From the point of view of the citizen or business owner / manager, their involvement
with the public administration can be a matter of choice or necessity. Every administrative service involves either something that:

•

People are obliged to do, such as registering a birth or paying tax;

•

People are entitled to have, such as receiving mandatory social welfare; or

•

People want, but it is only available at the authority’s discretion, such as
requesting an operating licence or a construction permit.

The nature of the relationship makes a difference to how citizens and businesses
perceive the public administration as a hindrance or a help, and what they expect
from it. Ultimately, however, each of these scenarios involves a service to the public
(even tax collection), and hence “service ethos” should apply in all cases.
Defining administrative services in Ukraine
The position of administrative services among the full portfolio of public services can
be explained in the following way:

•

Public services are all services for which the government has responsibility,
represented by state authorities and local self-government bodies, as well as
provided on their behalf by public and municipal institutions, enterprises and
non-governmental organisations;

Administrative Services

•

In this context, all public services can be respectively classified as either “state”
or “municipal” depending on whether the service providers are state executive
bodies or local self-government bodies (LSGBs);

•

Furthermore, these services can be divided into “administrative” (related to
government authorities and their formalised decisions) and “non-administrative”
(like pre-school education, healthcare, police, fire-fighting, etc).
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Often, policy-makers and opinion-formers speak about reducing the administrative
burden on citizens and businesses. Nobody likes unnecessary rules (“red tape”),
and indeed some regulations can be intrusive into people’s lives and affect the ability of enterprises to do business without any real value to the public, or where the
costs clearly and massively outweigh the benefits. In these cases, the legislation
and its planned implementation might have been: badly designed, based on insufficient information and understanding; elaborated too quickly, without being properly considered (subject to a rigorous impact assessment) and / or consulted with
those who will be affected by it or have an interest in its application; or promoted
and pushed by specific interest groups who will gain from the regulation while others will lose. In these cases, the regulation should be reviewed, improved, or if necessary, removed from the statute book.
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At the same time, many regulations are essential for the community, such as fire prevention, consumer protection (e.g. ensuring food is not dangerous to health, household goods meet certain minimum standards, and advertising is not misleading),
proper use of chemicals, safety for employees at work, etc. However, even the most
necessary and best prepared regulations should be designed for implementation
with both the administration and user in mind, to make them as easy and cheap to
apply as possible.
This is partly about how the regulation is prepared, as they set the framework for
their application and enforcement — determining what documents are required, what
checks are made, what follow-up is needed, etc. It also about how the rules are interpreted. Administrative service providers have choices about how information requests, inspections and other processes are applied — the way in which requests are
made, the number of steps and time taken, the checklists used, the procedures applied, whether forms are “user-friendly”, and the list of documents requested.
There are many ways to find out what works best for citizens and businesses in service delivery, based on their experiences and expectations, including how different
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groups have different requirements, for example according to gender, age, location,
physical and mental ability, Internet access and computer literacy. The options below can be used individually or combined together, as each has its pros and cons.

02

Method

Options

03

Asking service

•

04

views directly

users first-hand
to get their

Conducting surveys to ask citizens and businesses
about their perceptions and preferences, which can then
be quantified;

•

Setting up focus groups which enables researchers to have
a discussion with service users and gain more qualitative
insights;

05

•

Establishing citizen / business panels to have a dialogue with
the same group over time, to assess if and how their opinion
changes, quantitatively and qualitatively.

Using secondhand sources to
get users’ views
indirectly

Using thirdhand sources to
test the service
objectively

•

Asking front-line staff what feedback they receive from users;

•

Analysing comments and complaints from service users;

•

Contacting representative bodies (e.g. citizens groups,

•

Engaging “mystery shoppers” to evaluate the service

•

Mapping the “customer journey” to understand each step and

chambers of commerce, business associations) for their views.

independently;

the experiences of service users.

Direct and indirect contacts with citizens and businesses can be used to assess
customer satisfaction with the service, including before and after any changes are
made to strengthen them. These findings can be published and discussed at public
hearings, so that citizens can fully contribute to improving services and become engaged in the process.
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The methodologies for testing services objectively tend to be newer and less familiar to public administrations:

•

Mystery shopping is a well-established technique used by private service
providers that is increasingly transferring to the public sphere. It involves
training researchers and sending them to try out services by behaving as if
they were actual customers. They report back in detail on their observations
and experiences, using agreed criteria and measures, so that lessons can be
learned.

•

Customer journey mapping starts by recognising that citizens and businesses
often have to take a number of steps to receive an administrative service (e.g.
seeking information, completing an application, providing documents, having
a meeting, making a payment, gaining approval, etc). Typically, the service user
must “navigate” their way through the administrative system and find the right
path themselves, interacting with several government agencies as they proceed.
A customer journey map details precisely each step, describes the client’s
experiences along the way, and asks what are the emotional responses that
they provoke, addressing the questions: when exactly do users feel satisfied or
dissatisfied, and why?

The design of administrative services is increasingly tied to life events, which are
common and crucial moments or stages in the lives of citizens or the lifespan of
a business. Examples of life events include the following:

•
•

Citizens: starting a job; getting married or divorced; having a baby; moving
home; registering with a doctor; using healthcare; owning a car; reporting
a crime; and retiring from work.
Enterprises: starting the business; building, buying, renting or renovating
a property; hiring employees; paying tax and social security contributions;
importing and / or exporting; and liquidating the business.

Whether personal or corporate, life events almost always require multiple contacts
with public administrations (and sometimes private service providers too). Different
aspects of the life event service are often spread across individual units within one
public authority, or across several different institutions, depending on how functions have been assigned (e.g. to central government, oblast state administrations,
rayon state administrations and AHs). The technique of life event analysis involves
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understanding all the individual steps involved in achieving the desired outcome and
identifying all the institutions and their units or agencies that are involved along the
way. In this way, it can be the starting point for customer journey mapping. The idea
is not just to see the service performance of each individual organisation in isolation,
but instead to understand each life event as a whole, from the viewpoint of the citizen or business.
The life event approach is a way of arranging public services, so that they meet the
needs of citizens and businesses better. The question is: how you create the simplest and fastest route through the public administration, which will create the most
satisfying experience for the user, while ensuring that the public authority meets its
regulatory obligations? It leads ultimately to the idea of end-to-end service delivery,
whereby a request for service delivery with the administration is opened, processed
and delivered at the same point of entry for the user, even if many public bodies are
involved and there are a lot of back-office transactions across the administration before the life event is concluded.
Public administrations always have decisions to make about the organisation of services, the location of facilities, the delivery channels offered to users, the number
of staff that are recruited, trained and incentivised, and the IT and other resources
that are utilised. To provide the single point of entry, public administrations across
Europe have turned to the concept of a one-stop shop to bring many services “under one roof”. It can be both physical (an office or vehicle) or virtual (a website). Onestop shops have proven to be very popular across Europe, as the example of Cyprus
(right) shows, because they make life easier for service users. Sometimes they are
dedicated to specific sectors, such as taxation (as happens in Romania) or property
registration (in Portugal), but usually they are multi-purpose. In this way, one-stop
shops function in the same way that “general practitioners” or “polyclinics” operate
in healthcare — able to deal with each case individually, diagnose needs and provide many immediate “treatments”, and possibly refer to specialists when there are
complications.
One-stop shops are particularly valued in more remote, rural and hard-to-reach areas (e.g. mountainous territories), which are a long way from the administrative centre, such as the example of Reutte in western Austria.
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Case study:
Citizens Service Centres in Cyprus
The first Citizen Service Centre (CSC) opened in the capital, Nicosia, on 12th December 2005 in the Republic of Cyprus, which has a population of just under
800 000 people. This one-stop shop was followed by CSCs in six other locations
across the island, of which two serve rural communities. Acting as an alternative
channel for dealing with public agencies and organisations, the CSCs offer more
than 90 different services, such as issuing of birth certificates, identity cards, driving licenses, road tax licenses, social insurance contribution records, etc. The impact on citizens has been remarkable. Over an 11‑year period since the first one was
launched, the CSCs have provided 6.6 million services to citizens who have visited
them, equivalent to 3 000 services per day on average, while information was provided 2.3 million times over the telephone.
Source: European Commission (2017), Quality of Public Administration, A Toolbox for
Practitioners.
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Case study:

07

Bürgerbüro in the Tyrolean district of Reutte, Austria
The district of Reutte covers an area of 1250 km² with about 32000 inhabitants in
the north-west of the Tyrol, 2½ hours’ travel from the regional capital, Innsbruck.
Some of the district’s 37 municipalities are more than 60 kilometres away from the
administrative centre of Reutte. The Bezirkshauptmannschaft Reutte is the office
of the local administration and security board. Until 2007, there were separate offices for issuing passports, vehicle licenses and driving licenses, and these offices
were spread over three levels. If you needed a driving license, for example, you had
to go to the license office at level 2, where you received an invoice. You then had to
go to level 1 to pay the taxes and then go back to the level 2 office to file the application. After that, you had to wait for one or two days before receiving the license. The
building was not easily accessible for people with disabilities and there were no lifts.
Since the administration was going to move into a new building, there was also an
opportunity to tackle changes in the administrative organisation.
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The “Bürgerbüro” (Citizens’ Office) opened in 2007 in the new Bezirkshauptmannschaft Reutte, with brightly lit and transparent rooms, quite near to the main entrance of the office. Three offices had to be closed and 20 employees had a new
type of work to deal with. The team in the “Bürgerbüro” works open hours and does
a lot of job-sharing. Everyone in the team is able to carry out all duties. The staff organises their own holiday replacement, makes a weekly plan of which hours everybody will work and shares a collective guidance in their group. The new office is now
open for the citizens from 07:30 until 16:00 with no break at midday. The “Bürgerbüro” now also collects the taxes, so that everyone really gets what he or she needs
all in one place.
Source: European Commission (2017), Quality of Public Administration, A Toolbox for
Practitioners.
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The front-office relationship with citizens and businesses should not be passive, but
rather based on active communication. To make the most of the one-stop shop,
users need to know what administrations can do for them, using language that can
be easily understood, ideally within the context of personal or corporate life events,
and through media that reach all sections of the community.
The creation of a one-stop shop relieves citizens and businesses of the burden of
dealing individually with the many faces of government, which can be measured in
both time and money. However, this transformation affects the public administ
ration itself. One-stop shops can only be effective, if they are well planned and
managed. This is not simply a matter of constructing or refurbishing an office in an
easy-to-access location, identifying and training staff to be the interface with the
customer, and promoting the new concept to the public. It also requires changes
“behind the scenes” in the “back offices” of the administration.
In parallel with improving the outward-facing aspect, administration’s need to
streamline their internal operations to get the full benefit of better service delivery,
especially through one-stop shops. This means simplifying processes in both the
“front office” and “back office” within the wider context of regulatory reform, as the
diagram from the European Commission Toolbox (right) shows.
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Regulatory reform
Fewer, smarter rules — abolish, avoid & simplify

Front office

Back office

(user interface)

(internal coordination)

•

Reduce information requests

•

Offer delivery channel(s) in line
with user preferences, including
one-stop shops

Rationalise institutional structures

•

Ensure each unit in overall

to meet front-office needs

structure has clear mandate and
reporting lines

•

Simplify forms

•

Use reader-friendly language

•

Limit requests for supporting

•

Reduce number of inspections

•

•

documents

(use risk assessment)
Employ sufficient, competent and
motivated staff to serve users

•

Aling processes with front-office
functions and regulatory
obligations

•

Ensure interoperability across

•

Employ sufficient, competent

systems
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and motivated staff to deliver
processes
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Streamlining & simplifying processes to deliver better customer services
Use customer information & feedback, life event analysis,

10

customer journey mapping, etc.
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The case of Austria below shows the value of research and analysis in highlighting
the scale of the burden on citizens and bringing together suitable partners to design
solutions to mitigate the problem.

02

Case study:
03

Administrative burden reduction in Austria

04

In April 2009, Austria’s Council of Ministers decided on a comprehensive programme
to reduce administrative burdens for citizens and improve the quality of governmental services. The aims were two-fold:

05

•

Cut time and costs spent on information obligations — reducing official channels
by using e-Government solutions, enhancing intra-governmental cooperation,
and providing one-stop-shop solutions; and

•

Improve service quality — making questionnaires and forms more
comprehensible and easier to access, providing information in a barrier-free
way, and developing interactive procedures.

The 100 most burdensome activities were identified through quantitative and qualitative research. After around 4,000 interviews were conducted by opinion pollsters,
it was calculated that the information obligations on citizens involved 22 million requests, solicitations, petitions and declarations per year, equivalent to 32.3 million
hours for all Austrian citizens. This consists of 4 million hours for obtaining information, 18.8 million hours for processing and 9.5 million hours in travelling to the
local authority. As well as the time burden, it was costing citizens €113 million in
out-of-pocket-expenses (making copies, travel fares, etc.).
Workshops were organised with the ministry’s legal experts, civil servants and
stakeholders to discuss potential solutions. About 140 simplification measures were
planned — such as setting up an electronic register for the civil status of citizens, and
the introduction of the “mobile citizen card” in administrative procedures — amounting to a time reduction for citizens of 12.7 million hours.
Source: European Commission (2017), Quality of Public Administration,
A Toolbox for Practitioners.

Administrative Services

167

The example of Hungary’s Government Windows below illustrates some of the potential pitfalls if governments try to take short-cuts and focus too quickly on the front-office interaction, without giving full attention at the outset to the back-office consequences, something which the administration has subsequently sought to rectify.

Case study:
Government Windows, Hungary 2
“Government Windows” (Kormányablak) are Hungary’s one-stop shops for citizens
and businesses, introduced as part of the wave of public administration reforms
from 2010 onwards. Until this time, almost every municipality and every agency had
its own service point, more than 2000 in total. Client services had become unsustainable, operating in a fragmented and inefficient manner, including unsynchronised opening hours, non-standardised service quality, and dissimilar operating and
management systems. Citizens had difficulties to orientate themselves in this diverse bureaucratic system.
The Government wished to coordinate public administration better, make administrative services more customer-oriented, simplify procedures, dismantle administrative barriers that were hindering business, and achieve cost savings by reducing
fragmentation, duplication and overlaps, among other things. For service users, the
aim was to have one-stop shops with standardised service levels, extended and unified opening hours (from 8.00 to 20.00), staffed by civil servants with the same level of qualification. Service delivery points should be located within a short distance
from citizens, cutting time and cost by providing a single point of contact with the
public administration.
The broader context was territorial administrative reform under the 2011 Law on Local Self-Governments that came fully into effect from 1 January 2013. Immediately
below the central level are 19 counties (plus Budapest, which has both county and
city status), which absorbed the de-concentrated field offices of national ministries

2

A much fuller version of this case study, in English, is provided in chapter 5 of the European
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and agencies into centrally-directed County Government Offices, along with the administrative tasks of the Document and Registration Office, which is tasked with issuing various personal documents and licenses. At the next level of districts (175 +
23 under Budapest), District Administrative Offices took over most of the centrally
defined administrative tasks previously delegated to the municipalities.
In the first phase of the overall project, the County Government Offices provided
the host for the Government Windows, each of which acts as an entry point to public services, with a uniform appearance, standardised equipment, a user-friendly atmosphere and comfortable reception, along with family-friendly features, such as
children’s playrooms. They provide access to the central eGovernment platform and
help clients to fill in electronic forms (such as the declaration of entrepreneurial
activity). They provide customers with information concerning the process and the
deadlines of the administrative procedures (mostly the social and healthcare matters), on the rights and the duties of the clients, and help clients fill in the necessary
forms. The clients’ requests and attached documents are received and forwarded
by the Government Window officers to the relevant back offices deciding the case.
A small proportion of the complete administrative cases can be fully completed onthe-spot (e.g. modifying records in official registries).
To help the Government Window officers with administrative processes and case
management, there is a knowledge centre providing information on how the administrative procedure should be managed and what types of steps should be taken
(what types of documents are required from the clients, which organisation should
receive them, etc).
The first 29 Government Windows were launched in January 2011 in Budapest and
Pest County, covering 30 types of administrative procedures. As the roll-out gathered momentum over the following years, the offer included arm’s length and outsourced customer service points, such as post offices, and mobile one-stop shops
on the district and municipal levels. By 2015, the Government Windows were offering 633 services in more than 240 service points. The goal was to cover 2 500 procedures across 300 service points. To make systems more comprehensible to citizens, the Government Windows are organised around life events, which trigger
people’s need for services. A 2013 survey found that the most popular uses were
car registration (19%) and issuing ID cards (16%). Just 6% of requests were outside
the scope of services on offer.
Unfortunately, the emphasis in these initial phases was entirely on the front office — 
providing easy off-the-street access to citizens, so that they can bring their “life
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event” problems straight to the administration. Without action to simplify administration and strengthen interoperability (with the front office and across back offices),
this is likely to create bottlenecks and stresses elsewhere in the system. Processes
are unlikely to become quicker and more efficient, but rather the opposite, as an effective front office creates a higher caseload for the back offices, leading to dissatisfied clients and over-worked officials.
Furthermore, no consultation took place with most of the affected organisations or
societal stakeholders. In the initial phase, only parent ministries represented the
agencies. The agencies themselves became directly involved in the process only after all decisions had already been taken. Later on, during the implementation phase
(early 2012), the Government was not open to the suggestions of agency heads and
declined to take exposed problems into account. There was also no evidence of any
attempt at consulting other stakeholders. The result was overly ambitious plans in
the initial phase (initiating 2500 types of procedures) with objectives far from reality
(due to the lack of interoperability), mistrust due to lack of collaboration, and strong
resistance from sectorial agencies.
However, the Government has since launched a programme of administrative simplification to cut back on bureaucratic burdens, which should reduce costs and the
time taken by administrative processes.
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Increasingly, public administrations are using e-Government to bring administrative services to citizens and businesses through the Internet. ICT has now assumed
a transformative role in public service design and delivery. At the most basic level
of e-Services, this involves putting useful information online, such as opening hours
of public facilities, citizens’ rights and entitlements to services. The next stage is to
enable service users to communicate with the administration, interrogate information sources (such as real-time availability of public transport), ask questions, make
comments and complaints etc. This leads logically to transactions: enabling citizens,
businesses and public authorities to access and use public services online, for example in submitting applications, registering births or business start-ups, or making
payments. This is the first step in creating virtual one-stop shops, as digital delivery
channels alongside the physical or mobile one-stop shops.
The big leap forward in the quality of the user’s experience comes from the seamless integration of services across several administrations, so that the connections
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between the various “back offices” becomes effectively invisible to the citizen. This
puts the onus on the administration to deliver the right package of information and
accessibility, rather than on the user to find it.
A key concept in streamlining service delivery is interoperability: the ability of systems to work together, within or across organisational boundaries, in order to exchange, interpret, use and re-use information. This is especially important in the
context of e-Government, as data transfer plays an essential role in putting administrative services online.
Along with “base registries” — reliable sources of information (e.g. personal, corporate, vehicle and license data), held legally by public administrations and made available for re-use, subject to security and privacy measures — interoperability can enable governments to implement the “once only” principle. As the name suggests,
citizens and businesses should not have to provide public authorities with the same
basic information (e.g. address, ID number) over and over again; after it has been
registered by one authority, it will not be requested by another. To achieve this, all
the relevant authorities must cooperate, act to store and share this data securely,
and put the user first, saving them time.
The “automation” of administrative services by putting them online has huge advantages for citizens and businesses. Apart from being able to access services at a time,
place and pace that suits the user, e-Services both increase transparency and reduce discretion in decision-making, which can be a source of corruption (seeking
or accepting bribes to influence the outcome). These advantages are only available,
however, if the citizen has a computer or mobile phone, a good Internet connection,
and the ability and willingness to use them. Alternative channels, such as face-toface and telephone, will always be necessary alongside digital delivery to ensure
nobody is left behind. The key principle is that clients should be free to choose
the platform for service delivery (face-to-face, telephone or online) that suits their
circumstances and preferences, especially as Internet coverage and usage is not
universal.
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What are the opportunities and challenges
for AH authorities?
To improve the quality of citizens’ and businesses’ interactions with public administrations, Parliament adopted the Law of Ukraine “On Administrative Services” in
2012, based on key principles, including equality before the law, impartiality, openness, transparency, efficiency and timeliness. The Law realised several demands on
behalf of citizens and businesses, namely: the availability of information on administrative service provision; the rational minimisation of the number of documents and
procedural actions that are required to receive these services, and the protection of
personal data security.
The Law also defined the scope of “administrative services” — what they cover and
what they do not. Basic administrative services can include:

•

Registration, and removal from registration, of place of residence;

•

Civil registration;

•

Accessing social administrative services (state benefits and housing subsidies);

•

State registration of real property titles;

•

State registration of legal entities and individual entrepreneurs;

•

Declarations and permits in construction;

•

Passport issues;

•

Registration of transport and issuing driving licenses;

•

Land issues (e.g. allocation of ownership or use of land plots, as well as
registration of land plots)

Subsequently, secondary legislation was passed by the Cabinet of Ministers (CMU)
to elaborate further on the 2012 Law and to enable public bodies to implement it
effectively, listed overleaf.
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CMU resolutions to implement the 2012 Law

•

“On Approval of the Procedure for the Administration of the Unified State
Administration of Administrative Services Portal”, dated 3 January 2013, No. 13

•

“On Approval of the Procedure for Maintaining the Register
of Administrative Services”, dated 30 January 2013, No. 57

•

“On Approval of Requirements for the Preparation of a Technological Card
for Administrative Services”, dated 30 January 2013, No. 44

•

“On Approval of the Model Provision on the Centre for the Provision
of Administrative Services”, dated 20 February 2013, No. 118

•

“On Approval of the Model Regulations of the Administrative Services
Provision Centre”, dated 1 August 2013, No. 588.

•

Also, the List of administrative services of executive authorities provided
through the ASCs, approved by the Cabinet of Ministers of Ukraine
from May 16, 2014, No. 523 (as amended by the Decree of the Cabinet
of Ministers of Ukraine dated October 11, 2017, No. 782).
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Before the adoption of the Law of Ukraine “On Administrative Services”, administrative service providers offered very limited visiting hours. This has improved, and yet
citizens and businesses across Ukraine still face many typical problems in accessing
administrative services today:

•

Administrative services are characterised by complicated procedures and
long timescales, which also create the conditions for corruption to occur
(bribery or extortion to “simplify” and speed up the process).

•

Government authorities provide insufficient information, including
through their websites.

•

There are too many interfaces, due to the “spread of government authorities”,
so a person needs to visit different public administrations even in the case
of one life event.

•

There is a lack of communication between government authorities, so citizens
and businesses become the “couriers” of information between them.
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Citizens are confronted by long queues in many government authorities,
so their time is wasted — which is not just inefficient, but inconvenient too.

•

A lot of government buildings are still not user-oriented, especially
for people with disabilities.

•

Simple queue management techniques are not used to ensure equal
and consistent servicing of citizens. “Self-organisation” leads to conflicts
between visitors and staff.
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The good news is that the system of administrative services in Ukraine is being transformed in three ways:

•

First, national government is engaged in deregulation (removal of excessive
“services”), administrative simplification (review of some service provision
procedures), and digitalisation (shifting to e-Services).

•

Second, the national government has embarked on decentralisation of
powers to deliver administrative services, transferring responsibilities from
state executive bodies to local self-government bodies (LSGBs) to enhance
interaction between service users and providers, and to integrate services
within hromadas.
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Third, sub-national governments, including AH authorities, are being encoura
ged to invest in the creation of Administrative Service Centres (ASCs) and to
integrate the most important services into these ASCs.3 Even with digitalisation,
most services cannot be delivered online (like issuing a passport), and, even
within the next 10 years physical receipt of services are likely to remain popular
among citizens for communicating and interacting with the state.
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The creation of ASCs embodies the concept of grouping and integrating the most essential services for citizens and business in one location. But from the point of view
of decentralisation, the creation of ASCs also means bringing services closer to the
citizen, including business owners and managers.
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Among other things, the 2012 Law obliged cities of oblast significance (COS) and rayon state
administrations (RSAs) to create ASCs that would function as a “single window” or one-stop
shop for citizens and businesses. Other cities (of rayon significance), as well as settlements and
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villages, have the right to create ASCs.
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Nevertheless, the legislative base alone is not enough. To establish an ASC requires
proper understanding of the concept of ASC, careful planning, managerial commitment, the identification or acquisition of suitable facilities, and ongoing commitment
of financial resources to run and maintain the ASC. Moreover, the quality of ASCs
across Ukraine is variable. Even where ASCs are up-and-running, they can often still
upgrade the service they offer.
Among the abovementioned by-laws, CMU Resolution No. 523 was vitally important
to introduce the most popular services into the list delivered by ASCs. At that time,
the services most demanded by the citizens and business fell within the competence of state executive bodies, including passport issues, registration of real property titles, business registration, and land registration, so it was the first step towards integrating these services within the ASCs. During 2017, this list of services
was complemented with a new group of services: civil registration, social administrative services, registration of vehicles and issuing driver’s licenses.

Case study:
ASC in Kochubeivska AH (Kherson oblast)
Kochubeivska AH was the first amalgamated hromada in Kherson oblast and was
established in July 2015 through the voluntary merger of four rural councils. It has
a population of 3,368 residents and there is 40 km distance between Kochubeivka village and the rayon centre. Kochubeivska AH joined the initial phase of U-LEAD
with Europe’s support to establishing ASCs in January 2017.
Before the ASC was established in Kochubeivka village, residents had been disadvantaged in terms of convenient, accessible and quality services for many reasons,
including the need to visit multiple agencies and sites with a wide geographic spread,
remoteness, inadequate road conditions, and the lack of a bus service. Previously,
the village council office was providing the bare minimum of services.
The joint work between the AH authority and U-LEAD with Europe included elaborating all the necessary institutional documentation to roll out an ASC. It started
with drafting an ordinance of the village mayor that was enacted on 1 February 2017.
A working group was set up and included the mayor, deputy mayor, heads of units,
specialists and local council members.
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Kochubeivska AH council adopted decisions approving the regulation and rules of
procedure for the ASC, working hours, and the list of administrative services with
8 core groups: place of residence registration, welfare-related services (assignment
of government assistance, housing subsidies, etc.), civil registration, passport services; property registration, business registration, pension-related administrative
services, and local services (land, housing, etc.). The council also gave official approval of information and technological service cards.
At the same time the necessary documentation was being drafted, building work was
taking place on the ASC premises. The total renovated space was 140.45 square
metres, of which the ASC took up 78 square metres. as a result, the ASC can offer
barrier-free access for people with disabilities and has modern furniture and office
equipment for five workplaces and one self-service workstation for visitors. There is
also a public reception office, archive office and children’s play area. Kochubeivska
AH council invested in purchase of passport equipment.
Staff of the ASC and the AH authority, as well as the starostas, received training
through tailored capacity-building workshops designed by the U-LEAD with Europe
programme, which allowed them to improve considerably the quality of service
provision.
The newly-established, modern ASC opened its doors in Kochubeivka village on
20 March 2018 and now delivers about 150 types of administrative services to AH
residents. Today, it provides the full range of social services mandated by the Ministry of Social Policy. It has also signed cooperation agreements with Beryslav Joint
Department of Pension Fund and Vysokopillia Rayon Employment Centre. The ASC is
operating successfully, having provided 3,799 services within six months. The most
frequent requests are filed for social services, place of residence registration, and
notary services. In this way, Kochubeivska AH has become one of the examples of
how to set up an ASC in a small hromada through an effective partnership with an
international technical assistance programme.
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Source: “How to Establish an effective ASC in an AH”
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What was more important was the functional decentralisation started in Ukraine,
including the transfer of powers to LSGBs to provide some groups of administrative services. In particular, laws were passed in 2015 that delegated powers to all
LSGBs to register the place of residence, and optionally for AH authorities in registering real estate, legal entities and individual entrepreneurs. This allowed LSGBs to
bring these services closer to the users, shorten their delivery terms, and facilitate
their integration with other services in the ASCs.
The establishment of an ASC involves several standard steps, which typically take
9–12 months in total.4

04

05

Road map:
10 steps to establishing an ASC in the AH
1. Ensure that the ASC is needed and there is readiness to establish it
The AH should be institutionally and financially capable. Management understands
and supports the idea of establishing an ASC or using inter-municipal cooperation to
create an access point for services.

2. Form a working group to establish or upgrade the ASC (1–2 weeks)
The list of working group participants should be approved by the Head of AH. Who
should be involved?

•

AH leadership (Head and / or Deputy Head);

•

Representatives of the entities providing administrative services;

•

Deputies of the AH council;

4

For more information, see “How to Establish an effective ASC in an AH” manual, developed
by the experts of the U-LEAD with Europe Programme on improving the quality of providing
administrative services for the population.
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•

Representatives of NGOs, activists, gender experts, IDPs, and people
with disabilities;

•

Specialists in construction and repair works, and public finance.
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3. Define the ASC model
The alternatives are an ASC in one location (e.g. AH centre); ASCs in several locations; or joint ASC with the rayon state administration (RSA).
There are two possible approaches to establishing a joint ASC with a rayon. First, the
rayon ASC continues to operate, but both ASCs provide administrative services in
the same premises. Second, the rayon ASC is closed down and, based on the agreed
decision, all administrative services for residents of the AH and the rayon are provided through the AH authority’s ASC. The coordination between AH authority and RSA
typically takes 2–3 months.
If necessary, the ASC could include territorial units, remote workstations, mobile
ASC offices / workplaces, and / or “field administrators”.

06

4. Develop the concept of establishing or upgrading an ASC (1–2 months)

07

The document should contain the following elements:

•

Current state of administrative services provision and its shortcomings;

•

Proposed model of administrative services provision (including ASC);

•

ASC’s organisational and legal form and territorial structure (taking care of the
territorial accessibility of services);

•

Groups of services that the AH authority plans to provide through the ASC;

•

Main stages of establishing the ASC; and

•

Expected results.

Key factors in determining the ASC model are the population size (approximately one
employee per 1,000–2,000 residents in smaller AHs) and geography (the main ASC
in the AH administrative centre and additional access points within 5–10 kilometres).
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5. Select premises, repair, reconstruct and arrange the ASC (6–9 months)
The principles for arranging the premises should include a barrier-free environment
with accessibility and convenience for staff and visitors, people with disabilities,
elderly people, and visitors with small children, and a non-cabinet system (open
space).
6. Agree the list of services available in the ASC (1–2 months)

03

The AH authority should ensure that the provision of essential administrative services is integrated into the ASC, namely:

04

•

Registering places of residence, business, and real estate;

•

Providing information from the State Land Cadastre (SLC);

•

Passport services;

•

Notarial acts;

•

Social services;

•

Pension fund services;

•

Civil registration services.

05

7. Determine the organisational and legal status of the ASC (up to 1 month)
An ASC can operate in one of two organisational and legal forms:

•

separate executive body (structural unit) of the AH council;

•

or permanent working body.

It is important to ensure the organisational unity of the front office and the back office; their work should be organised and supervised by one manager.
Other necessary steps to establish an ASC institutionally, include preparing and
approving the ASC statute and ASC rules of procedure, preparing and approving informational and technological service cards. Duration of preparatory work:
2–4 months.
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8. Form the ASC staff (1½–2 months)
The main criteria for selection of ASC personnel are:

•

Employing specialists that understand the administrative services;

•

Ability to communicate positively with visitors, and in particular using nondiscriminatory language and educated in gender issues;

•

Complying with the law’s requirements regarding qualifications; and

•

Completed professional development and ready for continuous expansion of
their competence.

9. Organise the provision of related services in the ASC
Paid, accompanying services may only be provided by business entities that are
involved in the ASC through competition. The key for the ASC is the possibility to
pay for paid administrative services via the bank (branch), payment terminal or
POS-terminals.

06

10. Use the test period

07

Before the official opening, the ASC should operate in test mode for 2–4 weeks to
debug business processes.
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One of the biggest challenges is establishing cooperation with different state executive bodies when forming the list of ASC services that are the most important for
citizens and businesses. In particular, this requires the AH authority forming the ASC
to establish relationships with:

•

Labour and Social Protection Department of the Rayon State Administration
(RSA);

•

State Migration Service sub-divisions for passport services provision;

•

StateGeoCadastre sub-divisions for land registration services and / or receiving
data from the State Land Cadastre;

•

Pension Fund of Ukraine for pension services; etc.

At the same time, the AH authority has the advantage of integrating civil registration
services that are already within the competence of LSGBs.
AH authorities face six main opportunities and challenges when offering administrative services, both face-to-face through ASCs and “virtually” through electronic
services:

•

Understanding the needs and expectations of service users (citizens
and businesses) from the outset, and their level of satisfaction as it evolves
over time;

•

Developing an ASC model that suits the AH’s circumstances;

•

Choosing location(s) for the ASC, and ensuring that the premises
and its facilities are designed to be user-friendly;

•

Integrating e-Government into the ASC, and more broadly, e-Services
into the AH;

•

Installing and developing an ASC team with all the necessary competencies;

•

Raising awareness among citizens about the ASCs and engaging them
in its use and development.

AHs can also learn lessons from the ASCs formed in the cities of oblast significance
(COS), where they have been obligatory since 1 January 2014, which are referenced
below.
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Understanding service users’ needs, expectations
and satisfaction levels
As the starting point for establishing the ASC, the AH authority should use surveys
or other methods to understand fully the needs and expectations of local citizens
and businesses, which can also provide a reference point to assess their satisfaction
with administrative services as they are rolled out and adjust delivery accordingly.

↩ 01
Strategic
management

From the outset, AH residents should be involved in the development and implementation of a “common vision” for the ASC. It is advisable to set up an open working group to design a model of administrative services provision in the AH, consisting
of local councillors, and representatives of both citizens and businesses. The AH authority should prepare a proposed “joint vision” (concept / programme of reforming
administrative services) which can be presented, discussed, amended and agreed
during public hearings. If creation of an ASC necessitates construction or renovation
works to develop tailor-made premises, which will incur expenditure from the AH
budget, such an agreed vision should be seen as a pre-condition.

↩ 04
Communication
and engaging
with citizens and
decision-makers

Once the ASC is up and running, the emphasis shifts to analysing services provision
and receiving feedback from service users, as a mechanism for quality management
and continuous improvement.

06

The main mechanism for receiving feedback is user surveys, and comments and
complaints procedures, namely:

07

•

Continuous surveys of service users — for example, after each interaction with
the ASC, the visitor is asked to give his / her feedback on this communication,
via questionnaire or terminal;

•

Placing “assessment boxes” in the ASC, which service users can put their
“electronic queue” tickets with positive and / or negative feedback;

•

Recording complaints and proposals made by visitors directly to ASC staff (or
anonymously, if the AH authority sets up a number to call);

•

Occasional surveys of the public by government authorities, research institutes
and companies, CSOs, etc — potentially on a range of topics, but including
citizens’ / businesses’ experience of administrative services provision.

Whichever tools are used, it is important that the feedback process and outcomes
are visible to build and maintain public trust. ASC managers should thoroughly analyse every proposal and complaint and where appropriate and possible, contact the
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person and clarify the details. The manager should seek to address them, as far as
possible within the means of the AH authority through certain measures and inform
the citizens about them. To make this process manageable, the AH authority should
occasionally (for example, once every 6 or 12 months) consolidate all the proposals,
comments and complaints of the service users into one report and generate a clear
action plan to improve the ASC’s functioning, prepare a report on progress made
against previous planned actions, and present both to the Head of AH and management team.

Developing an ASC model that suits the AH’s circumstances
The focus in AHs is on accessibility of services. The AH authority should model the
optimum set-up which enables it to reach all the citizens and businesses who are
potential customers of administrative services. This might mean one large ASC front
office is sufficient, or it might need to be supplemented by mobile ASCs. Alternatively, it might be more appropriate to build a network of ASCs with the central ASC replicated at a smaller scale in remote workplaces outside of the main settlement (with,
for example, two or three workplaces in every office).
This decision will depend on the total population of the AH, the density of population in the AH’s administrative centre, the number of settlements in the AH and the
population in each of them. It will need to weigh up costs of establishing and running each ASC site.
For obvious reasons, the structure and organisation of activities in ASCs is different
in small AHs, large AHs and COS.

•

In most COS, applications for different groups of services are submitted
to “administrators” (these are mostly “white-collar” positions of assumed
“intermediaries”), which are later forwarded to respective specialists,
state registrars, etc. for professional review. So, there is a clear division
between “front office” and “back office” functions.

•

In smaller AHs, this model is less effective, as it requires more human resources
with less demand for services and slows down provision of many administrative
services. Thus, the ASC structure often includes all employees which directly
deliver administrative services (specialists for registration of place of residence,
state registrars of property and business, employees responsible for civil
registration and notary services, etc.). All these employees can be placed in the
ASC front office, and at the same time perform back office functions.
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In practice, this results in the relevant integration of services and promotes
prompt delivery of services and rationalisation of processes. For example,
instead of sending the documents for registration of place of residence in the
sequence “administrator > specialist (registration office) > administrator”, the
decision is to be promptly taken by one specialist who is communicating with
the applicant. In this way, the resident doesn’t have to wait long or repeatedly
go to ASC to receive the results, as the service is provided on the spot.
It is also important to emphasise that, in legal terms, the position / role of ASC “administrator” can be interpreted in a flexible way:

•

As a separate position of “intermediary”;

•

As a subject which can directly deliver services (in cases when according to law
the competence of the body which created ASC coincides with competence of
the body responsible for execution of respective powers;

•

As functions (of receiving applications and issuing the results), which can be
delegated to other public officials of the body which created the ASC.

Every AH authority should choose an effective ASC model from these options. In
addition, it should consider a unified administrative management of ASC front office
and back office, within one structural subdivision (executive body), including employees and units delivering core administrative services. This should ensure a high
level of commitment, operational cooperation and flexible use of personnel.
Effective involvement of starostas in provision of administrative services should also
be kept in mind. Depending on their competences, starostas can deliver a lot of
services on their own (e.g., civil registration, “notary system in LSG”, registration of
place of residence, etc.), and play the role of ASC “administrator”, receiving applications for certain groups of services and forwarding them to back office.
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Locating and designing the ASC as an integrated office
As a physical space for interacting with citizens and businesses, the success of the
ASC is determined by the package of administrative services it provides first and
foremost, rather than the premises. Nevertheless, both the location and the design
of the ASC make a difference. The resident can now receive services in his / her own
AH without going to the rayon centre, saving time and effort. For some functions,
such as acquiring or renewing passports, the service is available only in ASCs.
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The key criteria for choosing the ASC location include transport accessibility, safety, accessibility for disabled people and parents with prams, visibility, and sustainability, both environmental (energy efficient) and financial. At the same time, the following are important criteria for the siting and equipping of the ASC itself within the
chosen building:5

•

Maximum convenience: The ASC should be located on the first floor of the
building. If the second and other floors of the building are also used for services
delivery (if needed), it should be possible to order any service from the first
floor of the ASC and / or free access should be possible to all working places in
the ASC (including via elevators, and small lifts for wheelchair access).

•

Open space: A key requirement for the ASC is arrangement of staff workplaces
in an open-plan workspace. Receiving visitors in separate rooms is not
acceptable for ASCs for ethical reasons, as it risks putting either the official or
the service user in a compromising situation. All workplaces in the ASC should
be located in the same space or grouped in large rooms.

•

Clear planning of working areas: The selection of ASC building and its
equipment will depend partly on the estimated number of workplaces, which
should be determined on the basis of projected demand — the number of
residents and businesses that are expected to use the ASC’s services. The need
to ensure accessibility of services should be considered in AHs consisting of
many settlements. If it is planned to create a network of remote workplaces for
administrators operating in other AH settlements, the number of workplaces in
the main ASC office will be reduced accordingly, and a smaller ASC premises
can be selected.

•

Building accessibility: The design of the ASC should be considered thoroughly
from both environmental and social perspectives. For example, a wind-porch
at the entrance to the ASC building improve energy efficiency, while a ramp
enables access for disabled people in wheelchairs. Other considerations within
the building should include ramps for uneven areas, stairs with rails, braille
signs in the lifts, etc.

5

More information about selection of ASC building, its zoning and equipment can be found in
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05

chapter 1 of the Manual on ASC Physical Establishment, prepared by the U-LEAD with Europe
programme.
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Modern interior: For convenience of ASC visitors and staff, it is advisable to
equip the ASC with air-conditioners and a ventilation / heat recovery system.
Toilets for visitors should take account of the needs of people with disabilities.
There should also be suitable conditions for visitors with children, such as
a place to put prams / pushchairs, a room or corner for children to play, and
baby changing facilities.

As a rule, it is conventional and convenient to choose the main administrative building in the AH as the location for the ASC — namely, the building of the AH authority — 
as citizens and businesses can easily find it, and public officials can easily cooperate
with their “back offices”. If this administrative building is not suitable to host the ASC
for some reasons (such as no large room on the first floor, load bearing partitions
which make it impossible to turn existing rooms into open space, etc.), another building can be chosen, preferably under public or municipal ownership, such as former
clubs, libraries, gyms, etc. In such cases, consideration should be given to opinion of
the AH residents, to avoid disrupting the activities of these social facilities or to find
alternative solutions to relocate them.
While choosing the building, attention should be paid to its overall condition, including the availability and condition of water supply, water drainage, heating, condition
of the walls, floor, windows, electrical grid, ramp, roof, and façade. If the AH authority doesn’t have a suitable building or the latter requires too much investment to
upgrade it to a suitable condition, it should consider the construction of a new, purpose-built premises for the ASC.
In some cases, the AH authority might wish to consider creating a joint ASC with the
rayon state administration (RSA), if the AH centre coincides with the rayon centre, or
if there is better infrastructure for the ASC in the premises of the RSA (which were
obliged to establish ASCs since 2014). In legal terms, two options are possible:
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•

Operation of both ASCs (AH authority’s and RSA’s) in one building — which takes
a short-term perspective and could be a transition model;

10

•

Creation of an ASC in the AH to deliver services to all the rayon’s residents,
and liquidation of the respective ASC by the RSA — which takes a longer-term
perspective.

11

Examples of both models are set out overleaf.
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Case study:
Joint ASCs with rayon state administrations
At the beginning of its cooperation with the U-LEAD with Europe programme, Kalynivka AH (Vinnytsia oblast) was planning to equip a separate building for its ASC, but it
turned out that the rayon state administration’s ASC was already functioning 200 metres from the building. Moreover, it had good infrastructure — a well-equipped building for 10 workplaces with furniture, etc. As a result of establishing cooperation between the AH authority, RSA and rayon council, a “common” (city-rayon) ASC was
created, or to be more precise, operation of common ASC of AH authority and RSA
was arranged in the premises of the rayon council (where RSA ASC was located). In
addition, passport services provision was arranged. Employees of AH ASC were also
placed in front office of RSA ASC. Now hromada residents and other residents of the
rayon can receive a wide range of services within one ASC: registration of the place of
residence (for Kalynivka residents), property, business, land, passport services, etc.
Another example is Nova Ushytsia AH (Khmelnytskyi oblast), which didn’t have its
own ASC, even though it covered almost all the territory of the rayon. The RSA’s ASC
was located on the third floor of the RSA building without an elevator and provided
a very limited range of services. Jointly with the U-LEAD with Europe programme,
the AH authority managed to equip a modern building to co-locate the AH authority’s and RSA’s ASC with four workplaces. Now, both hromada residents and other
residents of the rayon can receive a wide range of services in one place. As at July
2019, the ASC was delivering 189 services.
The third example is Polonne AH (Khmelnytskyi oblast), which is interesting not only
because a modern ASC building was built in Polonne, thanks to cooperation between the AH authority and the U-LEAD with Europe programme, but also due to the
fact that it was decided to close the RSA’s ASC and transfer its staff to the AH’s ASC.

It is also important to think about accessibility of services in starostas’ districts. The
Head of AH should consider keeping former service access points as ASC remote
working places, and analyse whether there is sufficient demand to create new service access points in a way which is cost-effective. These days, it is possible to deliver many more services at such remote working places than in former village councils,
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which offered minimal coverage (e.g. registering residence, births, deaths and marriage and providing public notarial services).
There is also the option of creating mobile ASCs6 to reach the more remote territories in rural AHs, and are particularly suitable for AHs consisting of many settlements with small populations, where stationary workplaces would not be cost-effective. The mobile ASC can travel to the settlements according to a specified route
and schedule, so that citizens and businesses know when to expect them.
However, it should also be remembered that not every AH authority has the financial and human capacity to create its own ASC or ensure provision of all necessary
administrative services. That’s where inter-municipal cooperation (AH authorities
working together) can come in. For example:

•

A contract can be concluded to create a common ASC for several AHs.

•

One AH authority can provide services to residents of other AHs by equipping
additional remote workplace(s) for a service fee.

•

Several AH authorities can share the purchase / equipment of mobile ASC
or purchase passport equipment.

It is also possible that a small AH authority doesn’t have its own state registrar for
property and business registration. In this case, the ASC in this AH could collect applications for these services through their administrators and forward them to state
registrars in the ASCs of larger AHs for further processing. In other words, if there
are challenges in establishing its own ASC or delivering certain services to citizens
and businesses, the mechanism of intermunicipal cooperation can come in handy.
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Integrating e-Government into ASCs and e-Services into AHs
As well as the location and premises, another crucial factor in establishing and running an ASC is information and communication technologies (ICT). The ASC is not
limited by its paper-based systems, but by the ability to connect to other parts of
government, both within the AH authority itself, but also the key institutions at central, oblast and rayon levels.

6

In legal terms, the mobile ASC is an equipped workplace of an administrator in a vehicle.

10
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This requires local regulations to be enacted.
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Online connection to the state’s electronic registers is obligatory — property, business, civil, land, etc. There are also huge opportunities to improve the quality of
administrative services delivery on the ground, through electronic document flow,
by using software that helps to facilitate and organise handling of citizens’ affairs.
Sub-components can include systems for electronic management of queues, if rele
vant, and software products for running the local registers (e.g. AH register of resi
dence). ICT can also help with payment for administrative services through ATCs
with point-of-sale (POS) terminals, etc.
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03

Moreover, effective administrative services provision in AHs is not only about physical access via ASCs for citizens and businesses, but also direct, online access via
laptops, notebooks and smartphones. Both citizens and business will increasingly benefit from electronic services (e-Services) created by government at all levels.
Though Internet coverage and personal data protection is still particularly an issue
in rural areas, it is recommended to equip ASCs with workstations where AH residents can learn how to use ICT and access the available e-Services for themselves.
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Installing and developing a competent ASC team
Staff is the most valuable resource of any local self-government body, including its
institutions like ASCs. A well-established team should be put in place to both establish and run the ASC.
↩ 02
Managing human
resources

The ASC personnel should meet the state’s qualification requirements, especially for
some groups of services. For example, employees working with registration of real
property must have a law degree and relevant experience (one year of civil service or
three years of service in LSG), while working with data from the State land cadastre
requires either a law degree or a background in land management / spatial planning
background and two years of relevant experience.
It is also important to address subjective concerns of some experienced employees
and to prepare them for work in and with ASCs, especially specialists who are reluctant to be transferred to ASCs, or to delegate powers to other employees. This is often the case with registration of marriage, births, deaths and the local public notarial
office, which is a function usually performed by the Secretary of the AH Council, and
the public registrar of real property, particularly when this function was established
before the ASC was opened.
The ASC personnel bear the major responsibility for delivering daily services to AH
residents, so it essential that they are both competent and courteous. Apart from
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technical knowledge, the key competencies for staff delivering administrative services are friendliness, ability to communicate effectively with the visitors, team-working
and the ability to manage workload and potentially stressful situations. If the daily
flow of ASC visitors is high, it is critically important to prevent staff “burnout”. If possible, the performance of tasks should be rotated, so that some part of the working
hours involves direct contact with visitors and the rest is spent on administrative functions (processing documents). Only satisfied personnel can deliver quality services.
Particular attention should be paid to staff training and continuous professional development, including communication and inter-personal skills. As practitioners, experienced employees are the best trainers in terms of thematic competences. They
should dedicate some time to transfer of their knowledge and skills. This is particularly true for ASCs, where staff competences should be as universal as possible, so
that colleagues are interchangeable and can work well together, which places the
onus on team-building activities as part of staff development. If the AH authority
doesn’t have its own experienced, dedicated experts, it should consider engaging
experts from other hromadas to implement the training activities.
06

Case study:
ASC in Kiptivska AH (Chernihiv oblast)
U-LEAD with Europe has supported the modernisation of the ASC in Kiptivska AH.
A rural hromada with about 3,900 inhabitants, its ASC has achieved a very high level
of service integration and concentration. In total, it ensures delivery of about 100 of
the most popular administrative services, including such groups as civil registration,
registration of the place of residence, property, business, land, assignment of state
grants and housing subsidies, etc.
The AH authority used an interesting approach to staffing the ASC unit, which consists of the head of the unit (who fulfils state registrar and administrator functions),
chief specialist for registration of the place of residence (who fulfils administrator
functions). An external specialist for land issues (data from the State Land Cadastre)
and the Secretary of the Council (notary and civil registration services) also deliver
services in the ASC premises. With a further work position covering other government bodies (e.g. Pension Fund), AH residents can solve most issues relating to the
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state in the ASC. Thus, we have a good example of a small hromada being sufficiently well-served by an ASC with a small staff providing a wide range of services.
When it first started the modernisation process, the ASC experienced challenges
from unclear functional relations within the ASC, with no capacity for interchangeability of staff. Today, such problems have mostly been addressed, through streamlining of the ASC regulation, its structure and staffing plan, and new job descriptions.
Although filling the vacancy for the state registrar remains a challenge, this is not unusual as this gap is experienced by many rural hromadas.
This particular functional model of ASC was decided on by the AH authority. With
a small staff generally, but a great desire to create an ASC, it was decided that all
council employees handling the delivery of administrative services would be employed in the dedicated ASC unit. It meant that the council was not ready to expand
the existing staff, instead entrusting them with administrator functions, demonstrating a functional approach to understanding the position and role of administrator. At
the same time, taking into consideration that in this rural AH the civil registration
and notary services had been delivered by the council secretary, it was decided that
the secretary would be physically placed in the ASC premises. The willingness of an
executive-level official to be directly deployed at the ASC is a particular highlight of
this case.
On the whole, Kipti is a good example of a well-operating ASC that, with a limited team, is capable of delivering a range of services that is comparable with many
large cities in Ukraine. It also demonstrates that hromadas need to have sufficient
flexibility in the way they arrange their ASC, utilising among many other things the
functional approach to the position / role of administrator. This meets both the demands of both service users for accessibility and convenience, and local authorities
in the rational estimation and use of personnel. Another consideration is that small
ASCs face relatively easy workload and with this approach, service delivery efficiency does not suffer (no need to include additional document transition and exchange).
Additionally, the AH authority has strengthened its capacity to provide administrative services in the starostas’ districts through the creation of remote workplaces.
Source: “How to Establish an effective ASC in an AH”
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Raising citizens’ awareness and engagement in the ASC
Every ASC is a ”face” of local government, the entry point for the AH’s development
and potentially a platform for building local democracy — the transfer of powers
from central government to local authorities with well-established, proper governance structures and institutions in place. Being one of such institutions, ASCs have
to be people-centred, irrespective of age, gender and social background. The ASC
embodies the transition to a service state in Ukraine, with transparent, accountable
and responsive administration, whose main purpose is to serve Ukrainian citizens.

↩ 04
Communication
and engaging
with citizens and
decision-makers

Raising awareness and engagement with residents as potential users of ASC services involve well-planned, well-managed, ongoing and systemic work. To understand
where to start means answering the following questions:

•

How do residents learn about the ASC — what is and what services
it provides, and how do they go about using them?

•

How can the AH authority show residents that money used to set up
an ASC was indeed wise spending?

•

How can the AH authority gain residents’ trust in the ASC?

Placing a few announcements about the ASC launch, or just being hopeful that the
message will spread through word-of-mouth based on the public’s actual interactions, will not help to gain public trust in the ASC and its work. It is important to admit that people who know nothing about the purpose and advantages of ASCs may
harbour mistrust or have a pre-conceived negative perception or bias. In order to
prevent this, it is advisable to appoint a responsible person, who can plan along with
a few members of ASC staff and the AH authority’s management team and engage
with residents though awareness-raising efforts.
If the ambition is to make ASCs accessible and user-friendly for all residents, it is
crucial to involve as many groups as possible — local council members, local civil
society organisations, volunteers, etc.
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Concluding thoughts
Decentralisation should bring administrative services closer to citizens and businesses. As a one-stop shop, ASCs can be a highly visible and accessible instrument
for bringing that aspiration to reality.
Nevertheless, establishing an ASC from scratch or modernising an existing ASC is
not a small commitment and requires political will and intent. While size and location will depend on the AH’s situation (population size, territorial spread, finances,
available premises, state of public transport, etc.), experience shows that the most
effective solution is often to establish central ASCs with networks of remote workplaces at the starostas’ offices. Setting up ASCs does not necessarily involve extra
staff, but rather clever reorganisation, structural changes and the introduction of
new procedures. For smaller AHs that find it would be too big a project to establish
an ASC of their own, there is always the option of cooperation with neighbouring hromadas or RSAs.
An efficient and well-functioning ASC is characterised not only by comfortable and
barrier-free premises, but foremost by integration of the most requested services. Moreover, the most convenient set-up should involve on-line service delivery
alongside physical one-stop shops (stationary or mobile), so that there is a choice
that suits the resident’s situation. While digital literacy and adaptation takes longer
for some groups of the population and the access to high speed broadband varies
across the country, there will always be the need for people-to-people services in
situ to provide the “human touch” and deal with non-standard and complicated cases. Many countries in Europe, including Sweden, that have been on the forefront of
digitalisation of service provision are now expanding their networks, acknowledging
the importance of physical centres providing face-to-face services.
The rich experience of Ukraine’s hromadas in the institutional and physical establishment of ASCs within the U-LEAD with Europe programme is presented in a set of
practical manuals (see Annex 3 for further details).
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Education
Why is education important to AH authorities?
Education is among the most essential responsibilities of the AH authority, consuming over 50% of the budget on average.1 In accordance with Article 32 of the Law
of Ukraine “On Local Self-Government”, every AH authority must provide access to
free-of-charge education to children in their territory, in particular general secondary education.
Education is not just a duty but also a potential catalyst of the AH’s growth. It determines the level of human potential and opportunities for economic development.
Education is one of the principal drivers of higher productivity, which is ultimately the
basis for greater prosperity and better incomes. For potential investors, a well-educated workforce is a key selling point when considering sites for factories and offices. Good quality schools attract families who want to give their children a better
chance in life. By contrast, poor quality motivates people to leave the area in search
of better alternatives. Education also has a social side.
Since 2014, the education system has been going through a process of fundamental
and radical reform, which is changing the nature of learning, making school education a pupil-centred experience, transferring responsibilities from the state to teachers, and involving parents more in decision-making. The new Law of Ukraine “On
Education”2 came into force on 28 September 2017, introducing many innovations
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Tony Levitas & Jasmina Djikić (2018), Policy Brief, Fiscal Decentralization and Local
Government Finance Reform: 2014–2017, SKL / SIDA. In 2017, spending by AH authorities
on education was UAH 8.8 billion of a total allocation of UAH 17.3 billion.

2

12

Law of Ukraine “On Education”, No. 2145‑VIII, dated 5 September 2017

+

196

↪

01

02

03

↩ 01
Strategic
management

in education thinking under the umbrella of the “New Ukrainian School”. These developments will alter forever the education system in Ukraine and bring it into the
21st century: raising standards, improving outcomes, and creating new institutions
to oversee quality. While many of the effects can be seen at the school level, the role
of the AH authority, its responsibilities for structures (school network), funding and
oversight, and its relationships with schools and families, are all changing.

What do you need to know?

04

The school is an institution financed from the State budget and should provide every
child with a high-quality education. Unfortunately, for many years, the education
system in Ukraine was not fit for purpose:

05

•

It was old-fashioned and burdened by bureaucracy. Outdated methods
of teaching hampered pupil’s motivation for learning, while excessive regulation
and uncompetitive wages undermined teacher’s motivation for creative work.

•

It had been starved of investment. Schools lacked the necessary equipment
to study, laboratories had not been updated for decades, and schoolrooms
were not suitable for the comfort and safety of children. Wear-and-tear meant
school administrations were often busy solving infrastructure problems rather
than focusing on the educational process.

•

It held back Ukraine. The knowledge and skills received by pupils did not
meet the needs of the labour market and a modern society. Too many subjects
at senior secondary schools, often taught by non-specialist staff, lowered
the standard of education.

06

These same problems are faced throughout the country, but are worse in rural areas. Small classes, or even home education with reduced number of learning hours,
lower the level of teaching and pupils’ expectations. Teachers cannot grow without
a professional environment; funds are spent on heating almost empty premises and
technical staff salaries, instead of investment in development.
As a result, the gap in academic achievements between pupils from urban and rural territories has been increasing every year. In urban areas, just 3% of graduates
from secondary school had only reached “beginner” level in the Ukrainian language,
while 28% had reached “high” achievement, while in rural areas the figures were
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18% and 8% respectively. The picture is even more disappointing in mathematics:
three-quarters of the children in rural areas do not exceed six points.3

Quality of education
Distribution of pupils according to the results of the EIE (external independent evaluation)
in Ukrainian language and type of territory
50
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•
•
•
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For all these reasons, the Ministry of Education and Science of Ukraine (MES), together with people’s deputies, civil society and the expert community, developed
the concept of the “New Ukrainian School”, which is realised through the Law “On
Education” and related legislation (see “what are the opportunities and challenges
for AH authorities”).

The New Ukrainian School aims to solve the structural problems that have afflicted education and create a system of high quality learning that will meet both pupils’
expectations and society’s needs.

3

Source: Ministry of Education and Science, data for 2017, based on external
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Since 2018, pupils who enter the school system are now benefitting from a 12‑year
education, with a modified structure at secondary level.

•

Starting at age 6 (as a rule), the primary education is divided into two cycles,
each of two years: grades 1–2 and grades 3–4.

•

The basic secondary education at the “gymnasium” lasts five years.

•

The profession-oriented secondary school is a “lyceum”, which can be
academic or professional, and lasts for three years.

04

Note: Children with special needs will be able to enter school at the age of physical
readiness. The duration of schooling in a primary school for such children can be prolonged with the addition of a correctional development component.

05

Compared with the previous system, gymnasium and lyceum are simply the titles
of the schools, indicating the level of secondary education that children obtain, not
a sign of their status.

06

The move to a 12‑year education system will be rolled out until 2030. The first
grades work according to the new programme in academic year 2018–2019, then
the first and second grades in 2019–2020, then first, second and third in 2020–
2021, and so on.

THE STRUCTURE OF THE NEW UKRAINIAN SCHOOL
I.

Primary school
1

2

3

4

4 years

8

9

II. Basic secondary school (gymnasium)
5

6

7

III. Profession-oriented secondary school
10

11

12

Academic — academic lyceum
Professional — professional lyceum
Source: Ministry of Education and Science

3 years

5 years
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The decision that children will study in profession-oriented secondary schools for
three years, not two, caused a lot of controversy. However, it is important to understand that the lyceum at the New Ukrainian School will be the first stage of specialisation. Previously, pupils studied for two years with little effect, because it is impossible to really master more than 20 subjects, of which half involve only one lesson
per week. From now on, there will be fewer mandatory subjects, but taught in
greater depth — “less” means “more”. In three years, children will either acquire
a profession in conjunction with a general education programme or they will receive
a thorough knowledge of the subjects they are interested in, which will enable them
to continue their studies in vocational and higher education institutions. Twelve
years brings Ukraine into line with European norms, where 12–14 years is standard
to complete primary and secondary education.
The formula for the New Ukrainian School has nine elements, which are elaborated
below:

NEW SCHOOL FORMULA

Value-based

Focus

New school structure (including

upbringing

on the pupil

3-year profession-oriented school)

07

08

Modern
educational

Motivated

environment

and qualified

and inclusive

teachers

education

09

10
Real school autonomy

Pedagogy

Competence-based

Fair funding

and quality assurance

of partnership

educational content

and equal

11

access
12
Source: Ministry of Education and Science
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•

Modern education: Both the form and the content of education will be
modernised, based on pupil-centred learning, competence-based education,
a new role for teachers, and greater school autonomy.

•

Stimulating education: Quality education requires a New Educational Space
to encourage pupils’ learning.

•

Accessible education: This education should be equally available to all children.

•

Governance, financing and ensuring quality: These reforms will be
underpinned by new governance arrangements involving local self-government
bodies, schools and parents, changes to the funding formula for education
subventions to reflect class sizes, and a new system of internal quality
assurance and external quality audit.

The concept of the New Ukrainian School is built on the principle of partnership.
Local authorities, school administrations, teachers and parents have a common goal:
a successful and happy child. They have to work together.

06

Modern education
The New Ukrainian School is built on a vision of the school experience, from age
6 onwards, which will revolutionise education’s form and content.
At the heart of the reform is pupil-centred learning. Pupils should not be passive recipients of theories and facts, but actively engaged in developing their understanding, gaining knowledge and skills, and acquiring the abilities to apply them.
This leads naturally to a competence-based approach that broadens the basis for
education, defined by the Law “On Education” as below.
Competence is “the dynamic combination of knowledge, abilities, skills, ways of thinking, views, values and other personal qualities that determine the ability of a person
to successfully socialise, carry out professional and / or further educational activities”.
↩ 02
Managing human
resources

The modern world is complex. It is not enough to give only knowledge to a child; it is
even more important to teach them how to use it. Knowledge and skills, interrelated with the pupils’ values, form their vital competencies, necessary for successful
self-realisation in education, work and life.
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For example, the competence to operate a car or truck is not just about acquiring
driving skills and the knowledge of traffic laws and signs, which can be learned. It
requires a wider set of competencies that must be applied in combination with this
know-how, including analytical abilities (e.g. understanding a map, following directions, recognising when there are malfunctions in the vehicle and repairs are necessary), values (e.g. respect for the safety of pedestrians and other drivers) and ways
of thinking (e.g. using judgement in hazardous situations, etc).

The New Ukrainian School is based on a framework of 10 “key competencies”, each
of which is equally important and interconnected. Children acquire them when studying various subjects at all stages of education. There are also 10 “common skills”,
which apply to every competency (see Table 6.1).
This framework can be applied with increasing sophistication throughout school life.
For younger children especially, the foundation of learning is activity — using knowledge in practice and forming skills. For example, while studying the topic “transport”,
children can ride a tram to learn safe behaviour. Within the topic of “autumn”, they
will look at leaves on the street, observing what changes occur in nature as the seasons change, and while studying “water”, they will freeze and heat it to check what’s
going on. The New Ukrainian School places an emphasis on the use of knowledge in
practice and the development of skills.
However, not all knowledge can be applied directly in a learning environment. For
children, games are a natural way of learning, so “gamification” can come to the aid
of teaching and make lessons more interesting. The ability to cooperate is a necessary skill in the modern world. So, from the first day of study, children work in groups.
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Teacher Natalia Zinchuk, who took part last year in a pilot project for the “New
Ukrainian School”, described how the New Ukrainian School actually works in
practice:
“Most importantly, all learning takes place in the form of a game. Children do not feel
that they are learning. We do not have homework or diaries. Children are allowed
to go in class and communicate with each other. We are not experiencing each lesson separately, but the whole day. Often, children are surprised how the day went
so fast, because everything is very dynamic and interesting: one lesson passes into
another.

10

11

12

+

202

↪

01

02

03

04

05

06

Also, every morning we meet together where, as a teacher, I have the opportunity to
see who came to school with what mood, who was a little sad, who did not sleep well.
From this, I draw a conclusion and plan future work — more mobile or creative, and
so on”.
Source: http://dniprograd.org/2018/08/30/
nova-ukrainska-shkola-na-porozi-pershiy-dosvid-dnipra_70844

This new education content and teaching style requires a new role for teachers.
From a repeater of knowledge, who stops talking only to question pupils, the teacher
turns into a facilitator and coach. In cooperation with parents, principal and community, his or her task is to help the child to be successful in learning, to reveal his or her
potential, taking into account their particularities, and to explore the world together
with him or her. The system of evaluating learning also changes in the New Ukrainian
School. Instead of pointing out mistakes, the teacher tracks the individual progress
of each child — identifying what he or she is very good at and what requires more attention — and gives feedback to the child and parents about his / her successes and
their opportunities for development.
“It is important that children express themselves. It is clear that the teacher must direct, but not suppress, not demand repetitions and all these boring things, and especially when it comes to 6‑year-old children”.
Deputy Minister of Education and Science of Ukraine, Pavlo Khobzey (October 2015 —
September 2019), during an interview with Hromadske, 31 August 2018
Source: https://hromadske.ua/posts/zastupnyk-ministra-osvity-nova-ukrainska-shkola

As the New Ukrainian School concept is rolled out grade-by-grade between
2018 and 2030, the Government is developing new standards. The standard for primary education (grades 1–4) has already been released, while the standards for basic secondary education (grades 5–9) and profession-oriented secondary education
(grades 10–12) will be launched in 2019 and 2022, respectively. Under the decentralisation reforms, schools will gain more autonomy over education content, giving them both greater control and greater scope for creativity to make best use of
their professional knowledge — choosing or developing an educational programme,
involving teachers and distributing the load between them.
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Table 6.1. Framework of competencies and skills
Key competencies

Common skills

1.

1.

Communication in the national language
(and mother tongue, if different)

2.

Communication in a foreign language

Ability to read and understand
what is written

2.

Ability to express opinion in oral
and written form

3.
4.

Mathematical literacy

3.

Critical thinking

Basic competencies in natural sciences

4.

Ability to logically justify

& technologies

a position taken

5.

ICT and digital competence

5.

Ability to show initiative

6.

Lifelong learning skills (ability to study)

6.

Creativity

7.

Initiative and entrepreneurship

7.

Ability to solve problems, assess risks
and make decisions

8. Social and civic competence

8. Ability to modulate emotions
in a constructive manner

9.

Awareness and self-expression

9.

Apply emotional intelligence

in the field of culture
10. Environmental literacy and healthy lifestyle

10. Ability to work together in a team

Stimulating education
In order to take account of the particularities of each child, and create the most conducive environment for education, the reform introduces a new approach to the organisation of school space that encourages children’s learning.
The New Educational Space (NES) is the physical and material basis for learning:
the architecture and interior of a school building, furniture and equipment, materials and technologies (including digital ones) and other resources. The concept of
“educational space” sees this environment as more than just constructions and supplies. This educational space interacts with the teaching process, including all forms,
methods and content of educational activity.
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The planning and design of the school’s educational space, with state and local funding (see “what are the opportunities and challenges for AH authorities”) should be
aimed at the development of the child and motivate the pupils.

01

There are four basic components
to the NES:

02

03

04

New Educational Space

New Ukrainian School

•

Energy efficiency

Quality environment

Quality learning in

Modern equipment

and resources

the education

•

for learning

space

•

Motivational space and comfort

•

Inclusiveness, free from barriers.
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The New Educational Space is interconnected with the New Ukrainian School. NES
means considering not only the functional suitability, accessibility and security of
the territory, premises and equipment. It is based on a single pedagogical, social,
organisational and artistic concept. The space as a whole, as well as its elements, is
a means of education.
The NES is diverse and flexible, suitable for any educational forms, taking into account both the nature of the activity and the age-specific characteristics of the pupils. Laboratories, workshops and other premises with special equipment will always have a more or less stable spatial structure, while the areas for lessons and
recreation should be multi-functional and mobile, suitable for conversion by rearranging furniture. They should be able to be quickly changed from working areas for
the whole class to space for working in groups or individually, and from places for
quiet reading to spaces for active games. It is also clear that the spaces for primary
school pupils will be different from the spaces for senior pupils.

Accessible education
High quality education should be available to all children, regardless of the state of
their health, their origins and socio-economic status, or their place of residence. This
has led to the model of a “hub school”, which allows this access, while building a capable school network.
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A hub school is an education facility where pupils are brought to study from neighbouring schools, where forming a full class is impossible, or which has branches.
Children study in larger classes than might otherwise be possible, and therefore can
better socialise and develop such important competencies as the ability to communicate effectively, teamwork skills, pro-activity in a competitive environment, and
more.

The benefits of hub schools for pupils and parents are evident:

•

They have highly-skilled teachers with access to pedagogical innovations.

•

All the necessary teaching equipment is concentrated there.

•

The local budget is much less scarce because small schools are also very
expensive (as well as providing poor quality of education).

•

For the successful development of a capable school network, money is spent
not on the heating of empty spaces, but on investment in education.

The Law “On Education” identifies pupils with special educational needs, which require additional permanent or temporary support in the educational process. Reasons for receiving such support may be different — the child’s health, poor language
skills, social vulnerability, remote residence, etc.
New Educational Space must be architecturally accessible for people with special
needs. There are some reasons why we must consider the school’s accessibility:

•

Teachers who have special needs should have the right to work in schools.

•

Parents with special needs have the right to participate fully in the lives of
their children by, for example, attending teachers-parents conferences, having
direct communication with teachers, and playing an active part in the school
community.

•

Usually, schools are used as polling stations during elections. In this case, the
accessibility of the school will facilitate the exercise of the electoral right of all
citizens, regardless of their physical, sensory or cognitive abilities.

These measures help people with special needs to be useful to all other people
and become active members of the community. The architectural accessibility of
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schools, as well as any other public building, is important for a much larger section
of society than just pupils with special needs.
↪ 11
Social cohesion

The previous education system often did not take account of the needs of children
with special needs, thus violating their right to education. Instead, the reform aims
at their inclusion — that is, integration into the educational process (mainstreaming).
Therefore, attention is increasing with respect to:

•

Study of the state language, so that children for whom it is not native have
equal opportunities to enter the university system and find decent work;

•

Orphans and children deprived of parental care, who will study
in regular schools not boarding ones; and

•

Children with diagnoses that allow them to attend regular school,
and who will study in inclusive or special classes.
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Governance, financing and ensuring quality
The decentralisation of education has allowed schools to gain more control over
education content (see section on “modern education”), but also other forms of independence and responsibility for decision-making too. The Law “On Education”
stipulates that the state guarantees the right to the autonomy of educational establishments, in four respects:

•

Academic autonomy concerns the creation of the educational space,
the choice of textbooks and other teaching and methodological resources,
and the development of own educational programmes or free choice of
educational programmes, taking account of the requirements for compulsory
educational outcomes and the competencies of students;

•

Organisational autonomy involves planning the work independently,
solving educational issues, and determining the school’s work schedule,
the structure of the school year, the duration of lessons, and the forms
of organisation of the educational process;

•

Human resources autonomy allows for the approval of staff quantity
based on the availability of funds for salaries, and the recruitment
and dismissal of pedagogical and other categories of employees,
including contract-based positions; and

Education
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Financial autonomy means the independent use of all types of appropriations
and obtaining powers of the budget manager, public budget formation
and public reporting, and the right to install extra payments and bonuses
(see “what are the opportunities and challenges for AH authorities”).

However, greater autonomy must be accompanied by greater accountability. On the
relationship between AH authorities, schools and parents, the Law “On Education”
creates a clear allocation of responsibilities:

•

Local self-government bodies (LSGBs), including AH authorities ensure
that all children have access to quality education, distribute funds between
schools, provide material and technical support to the educational process,
and organise the appointment of school principals through open competition.

•

Schools and their teachers are responsible for the educational process
and allocating funds within the framework of its budget.

•

Based on the principle of partnership, the New Ukrainian School provides
parents with feedback on the success and problems of the child through
individual meetings, and engages them into school activities and taking
important decisions.
07

The selection of school principals through competition is new for Ukrainian education. The old system, according to which one person could occupy the position of
school principal for more than 30 years, has been consigned to the past. Now each
principal is appointed to the position by the results of a competition and not by the
decision of the head of the education department (see “What are the opportunities
and challenges for AH authorities?”).
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The Law “On Education” introduces a supervisory (guardian) council, which is
a body through which the community can support and direct the development of
the school. The supervisory (guardian) council can participate in determining the
school development strategy, monitor its budget execution, and submit a proposal
to the founder of the educational institution on rewarding the school principal or removing her or him from post (Law “On Education”, Article 29).
The Law “On Education” also changes the way in which funds for secondary education are distributed to AHs. From 2018, the educational subvention is determined
by the actual expenditure on teachers’ salaries. The formula contains the number of teachers’ salaries that are needed to teach all children in the AH. In order to
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calculate them, the standard size of the class was determined (because the teacher
receives the same salary whether the class has, say, 5 or 30 children). The standard
number of pupils per class is different for different types of hromadas. For oblast
capitals, the money is calculated on the basis of the norm of 27 pupils in the classroom, while for rayons and AHs, this number varies from 10.5 to 20 pupils, depending on objective indicators. These indicators are numerous and include density of
pupils’ residency, the share of rural population in the hromada and others. Of course,
local authorities may have smaller classes, but in such cases, they will have to finance the funding gap from their own budgets.
The basis of partnership is trust, which is underpinned by transparency. To ensure
this, all schools and their founders are obliged to report annually on the receipt and
use of funds, both budgetary and extra-budgetary, on the official website of the
school or its founder’s website (Article 30, Law “On Education”). In addition, the Law
requires the school to make public information about its educational programmes,
the annual report on the school’s work, information on its facilities and resources,
and much more. If this information has not been published, members of the public
can write a request to the founder to obtain public information (how much money
was allocated to the school, what it was spent on, which equipment and furniture
was purchased, etc.). Using this data, parents or members of the supervisory council can decide what to finance, based on what’s already available in the school’s resources. If parents want to equip a classroom using available resources, they can
write a request to the school principal, and the principal forwards a corresponding
budget request to the founder.
The State retains a role in the governance of education, especially in overseeing the
quality of education. Previously, the quality of the school’s work was checked by
the education department, but as the department also managed education, it was
effectively checking its own work. Therefore, the Law “On Education” divided the
functions of quality control and maintaining school activities, and introduced a system of external evaluation of education quality.

•

Each school will undergo an external institutional audit at least once in
10 years, conducted by an independent body, the State Service of Education
Quality. An audit is not just a verification of the compliance of documentation
with the requirements of the law. It is intended to ascertain how the managerial
and educational processes in the school allow it to achieve the goal stated in
the Law and the State Standard, which is a quality, affordable education for all
children. Specialists will evaluate educational and management processes in
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several areas: educational environment in the school; the system of students’
assessment; pedagogical activity of teachers; and management processes
in a school. As a result of this evaluation, specialists of the State Service of
Education Quality will provide recommendations for improving the school’s
work. If they detect any violations, they will make recommendations to
eliminate them and check the implementation of these recommendations
within a year. The State Service of Education Quality opens its units in each
oblast (region) and begins to conduct its first audits from 2019.

•

In addition, each school should have an internal quality assurance system.
These are the procedures that ensure that: the school does everything possible
for teachers to use advanced teaching methods and always have the relevant
knowledge in their subject, working as a team to achieve this goal;
all participants of the educational process adhere to the principles of academic
integrity; all initiatives of children and teachers find support and development
opportunities; and problems are solved, taking account of the interests of all
stakeholders. Auditors can recommend how to improve these procedures,
based on their experiences and the good practices that they have seen
in other schools.

•

If there is a significant problem in the school’s work — for example,
poor education quality — the education management body in hromada,
school principal, teachers’ council or supervisory council may initiate
an extra-ordinary institutional audit.

07
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“We are changing the vision of the State Service of Education Quality through new
approaches to work. First of all, it is transformation of the “control and punishment”
system into the system of “trust and assistance”. Considering the significant gap with
the expectations of the immediate customer of quality education, which is society, we
must, on the one hand, satisfy the public’s need for reliable, complete, accurate and
timely information on how the educational process is being provided and, on the other hand, help each school form a quality educational environment”.
Ruslan Gurak, Head of the State Service of Education Quality.
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Source: https://mon.gov.ua/ua/news/ochilnik-derzhsluzhbi-yakosti-osviti-rozpovivpro-prioriteti-roboti-lishe-kardinalno-novi-pidhodi-zminyat-ideologiyu-kontrolyuza-yakistyu-osviti
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What are the opportunities and challenges
for AH authorities?
The concept of the New Ukrainian School should transform education across the
country, making it more relevant to the requirements of a modern society, producing pupils who are better prepared — not just for the world of work, but life in general.
The 2017 Law “On Education” creates the legal basis for the systematic transformation of the education system envisaged in the New Ukrainian School concept. It regu
lates a wide range of issues related to exercising the right to education, and defines
the areas of responsibility and powers of education institutions and administrative
bodies, at all administrative levels. The box below summarises the main obligations
on AH authorities arising from the Law “On Education” and regulatory acts adopted
for its implementation.

Roles and powers under 2017 Law “On Education”
1. AH authorities are responsible for implementation of state policy
in the education sector — complying with laws, state programmes, orders, etc.
2. AH authorities are responsible for the quality of education by:

•

Financing educational institutions from state and local budgets;

•

Maintaining and developing the facilities and resources;

•

Initiating extra-ordinary institutional audits;

•

Organising and financing methodological support for education;

•

Creating inclusive resource centres.

3. AH authorities are responsible for availability of pre-school, secondary
and out-of-school education by:

•

Organising the registration of pre-school and school age children;

Education

•

Planning the network of relevant educational institutions, and their
opening, closure or reorganisation;

•

Creating educational districts and hub schools;

•

Assigning the territories of service to primary and basic secondary
education institutions;

•

Organising and financing the transportation of pupils and teaching staff
to and from educational institutions.

211

4. AH authorities perform the functions of founder in relation to subordinate
educational institutions, by:

•

Approving the constituent documents of the educational institution,
their new editions and any changes to them;

•

Organising the competitive selection of the heads of educational
institutions, and concluding and terminating fixed-term employment
contracts with them;

•

Approving cost estimates and accepting financial reports of educational
institutions;

07

•

Exercising control over their financial and economic activities;

•

Exercising control over compliance with constituent documents;

•

Ensuring the creation of an inclusive education environment,
multi-purpose design and rational adjustment in educational institutions;

•

Exercising control to prevent privileges or restrictions (discrimination);

•

Publicising the results of the institutional audits of educational
institutions;

10

•

Publishing information about the funds, goods and services received
by each subordinate institution (public and private).

11

As local self-government bodies (LSGBs), AH authorities have responsibilities under
other legislation governing specific forms of education, set out in the box overleaf.
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Other relevant legislation affecting AH authorities

•

Law of Ukraine “On Pre-School Education”, No. 2628‑III, dated 11 July 2001.

•

Law of Ukraine “On General Secondary Education”, No. 651‑XIV,
dated 13 May 1999.

•

Law of Ukraine “On Out-of-School Education”, No. 1841‑III dated 22 June 2000.

•

Law of Ukraine “On Professional and Vocational Education”, No. 103/98‑BP,
dated 10 February 1998.

More specifically, the legislation on pre-school education (Law 2628) and general
secondary education (Law 651) carry specific responsibilities for LSGBs, including
AH authorities, as follows:
Legal base

Obligation

Law 2628, Article 17

Manage the system of pre-school education

Law 2628, Article 34, part 1

Organise free medical care within the system of preschool education

Law 2628, Article 34, part 3

Together with health care authorities and institutions,
monitor compliance in pre-school establishments
with sanitary legislation, sanitary and hygiene norms,
the annual free medical examination of children,
monitoring and addressing children’s state of health,
and medical and preventative measures, regardless
of the type and form of institution ownership or
subordination

Law 2628, Article 35

(Among other bodies), organising children’s meals,
particularly in communal institutions for pre-school
education, as well as giving power to control and
conduct state supervision of food quality in preschool establishments

Law 650, Article 35

Manage secondary education
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The 2017 Law “On Education” also envisages the updating of these special laws in
education, as well as the development and introduction of amendments to other
laws and regulatory acts.
As founders of educational institutions, LSGBs are granted a wide range of powers and responsibilities. Many of these powers are new for LSGBs and demand professional staff to manage educational institutions and provide high-quality education for every person in their AH. This creates both opportunities and challenges for
Heads of AHs, to ensure that their executive bodies:

•

Develop a comprehensive understanding of the situation in the education
sector in the AH, so they can develop sound local education policies;

•

Establish a system of education management that responds to the needs
of the population, by establishing an education management body (EMB);

•

Organise the competitive selection of school principals, who can provide
the required managerial and pedagogical leadership, within the framework
of the New Ukrainian School;

•

Ensure the education system has sufficient resources from the education
subvention and other sources to ensure that the schools are financially viable
and capable of delivering high quality education;

•

Within the context of achieving financial viability, optimise the school network
to ensure schools are accessible to all children wherever they live in the AH,
provide full teaching time to pupils, and there is no deficit in the local
education budget;

•

Encourage and enable school principals to take advantage of the opportunities
opened up by school autonomy;

•

Fulfil their responsibilities to provide pedagogical support to the school
network to underpin and raise school standards.

Understanding the evolving situation in education in the AH
Given the responsibility for ensuring the availability of high quality education for all
children in the AH, the Head of AH needs to be equipped with the best possible information about the current state-of-play relating to subordinated education institutions, and how this is likely to develop over the next 3–5 years. This is the starting
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point for addressing the main challenges and seizing the main opportunities they will
face, especially:
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•

Establishing an education management body (EMB) to design and
implement local education policy;

•

Optimising the school network, so that it is financially viable and delivers
high quality education, which enables every child to achieve its potential;

•

Ensuring the school system is well-served by transport infrastructure
and bus links.

Hence, the Head of AH should be provided with a robust assessment of the existing
situation in education, as well as projections of how the key factors will change in the
coming years, so that he or she is well-prepared to manage the transition.
Specialists in the AH authority should be instructed to assemble the following
information:

•

Description of the current school network (number of schools, by degree);

•

Statistics on current number of pupils and classes, and hence class sizes
in each school, as well as the numbers receiving home education;

•

Demographic data and trends (to forecast expected number of students
in future years, and hence the “load” on the educational institutions);

•

Staffing levels in each educational institution, and specifically the number
of teachers, their subject specialisms and what they teach (if additional
or different to their specialisms), and their age profile (to assess when
they are expected to retire);

•

Data on the material and technical base of the secondary schools,
and the condition of their premises;

•

Data on the quality of educational services — the results of graduates from the
final state attestation (STA) are recorded in the form of external independent
testing (EIT);

•

Data on the financing of the education sector;

•

Other relevant and available information, including the quality of the road
infrastructure and availability of transport modes (especially buses) between
the school locations and the population concentrations.
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The report should be prepared by AH authority staff in a clear and reader-friendly
style, and presented to the Head of AH, including analysis (not just raw data), conclusions and recommendations.

Establishing a system of education management
Education reform has changed the approach to managing education. In accordance
with the principles of education reform, the education management authorities
should be partners to schools and provide support to them. Consequently, the “authoritarian” model of governance, which was previously very widespread in Ukraine,
should give way to a democratic and participatory model. It is only under these conditions that the content and values of both educational and local self-government
reform can be realised.
The Law “On Education” stipulates that the founder (in this case, the AH authority)
and its representatives do not have the right to interfere in the learning process
activities of the (subordinate) educational institution, which it carries out within the
limits of the constituent documents and its right to autonomy under the law.
This system should include professionals who can shape the vision of education development and take effective decisions. Any attempt to simply recreate the administ
rative structure that existed in rayons (districts) is not only undesirable, but also very
risky, given this fundamental change to the model of education management — the
partnership between AH authority and schools, and full participation of schools in
their own management. Also, AH authorities can have other needs (volume of work,
tasks), therefore, it is necessary to carry out an analysis of the community’s tasks
in the field of education and choose a management model that can best meet these
needs with available resources.
The Council of the AH determines the most appropriate model for creating an education management body (EMB). In reaching this decision, the Head of AH can propose one of two scenarios, in accordance with the powers afforded to him or her in
the Law “On Local Self-Government”:

•
•

Option A: The EMB is formed within the organisational structure of the
executive committee of the AH council.
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Option B: The EMB is formed as a separate executive body.
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To reach a decision regarding option A or B, as well as the number and composition
of staff, and the precise organisational form of the EMB, Heads of AHs should be
guided by the education data (see “understanding the evolving situation in education
in the AH”) and the following information:
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02

1. T
 asks that the AH authority faces in the field of education
Under the Law “On Education” and other legislation, AH authorities now have new
powers and specific obligations, as well as opportunities, such as developing the
New Educational Space. The education specialists should present the Head of AH
with a functional analysis of the tasks that need to be executed, in light of the size
and complexity of the education sector and the challenges facing it, and project how
this will change in the medium-term (3–5 years).
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2. U
 sing the functional analysis to calculate staffing needs,
depending on available finance

05

06

↩ 02
Managing human
resources

The functional analysis should tell the Head of AH how many full-time equivalents
(FTEs) are needed to perform the required tasks, and which mix of competencies
are needed, in the short and medium terms. If the staffing levels exceed the current
allocation, and / or different expertise is needed, this would form the basis for preparing job profiles. If extra staff are needed in the short or medium terms, the Head
of AH will need to be guided as to whether the AH authority has sufficient budgetary
cover and whether to seek additional funds in the future years. If the resources are
available, the job profiles would be used to recruit new staff and / or offer the opportunity to existing staff to take up new positions.
3. Based on the staffing calculations, choosing the management model
that best fits the AH’s needs and circumstances.
The Head of AH should decide whether it fits the existing organisational structure of
the executive committee to integrate the EMB or to establish it as a separate entity.
In either case, the options for organisational form are four-fold:

•

Department: A structural unit formed to implement main tasks of high
complexity (multi-disciplinary or multi-functional in nature) and coordinate
work related to such tasks, including at least two divisions.

•

Division: A structural unit of a single-sector or one-functional direction,
consisting of not less than two separate sub-divisions

Education

•

Sub-division: A structural unit formed for execution of tasks in one area
of activity with at least three FTEs

•

Sector: A structural unit formed to perform tasks of one-functional
direction that cannot be combined with the functions of other structural
units and at least two FTEs.
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In reaching the decision, the Head of AH should take account of the workload in
managing the education system (depending on its size and complexity) and staffing
needs, but also the workload on the Head of AH himself or herself:

•

If the EMB is established with the status of a legal entity, this will significantly
reduce the burden on the Head of AH, as the head of the EMB will have the right
to sign documents, including financial ones.

•

If the EMB does not have a legal entity status and / or is not managing the
educational subvention, all issues will need to be solved directly by the Head of
AH and his / her signature.

Some AH authorities have formed a centralised accounting department within the EMB
to provide services to educational institutions without their own accountants. Generally, the “clients” of centralised accounting are pre-school and out-of-school educational institutions that do not have the status of a legal entity, and hence the property
of these institutions is taken onto the balance sheet of the local government or EMB.
Establishing a centralised accounting department
This issue is regulated by the “Standard Provision on the Accounting Service of
a Budgetary Establishment” approved by the Decree of the Cabinet of Ministers of
Ukraine on 26.01.2011 No. 59.
The accounting service is formed as an independent structural unit of a budgetary
institution. Whether this is a department, division, subdivision or sector depends on
the volume, nature and complexity of the accounting work. In case the abovementioned units are not necessary, the budgetary institution can just introduce the position of specialist responsible for the accounting service duties.
Duties of the accounting service can be performed by the centralised accounting
department of a budgetary establishment which other budget institutions are subordinated to.
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Among the tasks of centralised accounting, the main ones are the following:

•

Accounting of the educational institution’s financial and economic
activities, and reporting on its use of cost estimates;

•

Ensuring compliance with fiscal legislation when receiving budget
commitments, timely submission of such obligations for registration,
making payments in accordance with the received budget commitments,
and accurate and full disclosure of accounting and reporting operations;

•

Control over the availability and movement of property, and the use
of financial and material (intangible) resources, in accordance with
approved norms and cost sheets.
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Centralised accounting departments are formed by the decision of the relevant
council for accounting in budgetary institutions and organisations (for example, in
educational institutions).

Given the scope of the EMB’s responsibilities, the “department” model is not generally considered applicable. Existing practice shows that the majority of EMBs established inside AH authorities act as divisions within the departments of education,
culture, youth, sports, etc. At first glance, it seems quite logical to create an EMB as
a separate structural unit (division, subdivision) not combining its functional orientation with other spheres — culture, youth, sports. After all, the head of such a “combined” structural unit would need to be a “universal soldier” with a sufficient level of knowledge in all of these areas. The benefits of a “separate” EMB are evident:
its competence is the exercise of powers exclusively in the field of education. But
there is one weak point: the local budget might not be able to withstand the burden, if there are many separate divisions (education, culture, youth, sports, etc.), as
each will need at least a head of division and possibly a deputy head too. So, while
urban AHs might be best placed to afford an EMB as a separate sub-division within
the executive committee, other AHs might be better placed to integrate them into
departments.
For more information about the process of forming an EMB, please consult the ma
nual “Methodological recommendations for establishing an Education Management
Body in the Amalgamated Hromadas”.
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Providing methodological support to schools
A radical change in approaches to education requires a revolution in the work of
teachers. All of them will gradually receive training, organised by the MES, but the
teacher must develop constantly. In order to provide high-quality educational services, the AH authority should support teachers with in-service training and metho
dological support, as well as create conditions in schools in which they can work
effectively and provide high-quality education services.
A hromada has the opportunity to provide an optimal model of methodological support, either by finding the right professionals internally, or by paying appropriate institutions from other hromadas or non-governmental organisations. The school receives significant autonomy in determining the content of education — it can form an
educational programme itself. Teachers choose where to improve their qualifications
and in what form. Hromadas should provide support to trainee teachers, spending at
least 2% of the educational subvention on improving the skills of a teacher.
Based on the experience of AHs, there are potentially four options for effective orga
nisation of methodological support for teachers, depending on the AH’s circumstances:
Scenario 1: In-house support

Scenario 2: Shared support

The AH authority establishes its

The methodological support service

own fully-staffed methodological

is formed by several communities.

support service. This model is most

In this case, each of the participants

appropriate in large AHs which

in such an association allocates

have the resources to support them,

a “quota” of rates for the establish

and has a real need for a team of

ment of a fully-staffed methodical

professionals to work with schools / 

service in proportion to the number of

teachers.

pupils and teachers in each hromada.
This model allows two or more AH
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authorities to share costs and benefit
from sufficient scale. As the LSGB
will no longer be performing its

11

non‑specific inspection functions
(as it used to be in previous years),
it can switch its resources

12

to supporting teachers instead.
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Scenario 3: Peer support

Scenario 4: Outsourced support

The methodological support is

In this model, the AH authority

provided by the teachers in the AH

simply purchases the methodological

themselves. In this case, the rates

support services of another AH, rayon,

(salaries) are divided into one-fifth or

or city. The AH authority pays only

one quarter and distributed among

for the services of methodological

the teachers who are heads of subject

support that meets its needs. This

methodological sections, they provide

might be the most appropriate model

the support for part of the rate. There

for a small AH with limited resources,

should also be methodologists who

which cannot afford the costs of

are responsible for pre-school and

establishing an in-house support

out-of-school education. Teachers

(scenario 1), is unable or unwilling to

could be officially enrolled as

engage in inter-municipal cooperation

methodologists (in this case, their

(scenario 2), or has too few teachers

salary is paid out of the local budget)

interested or able to deliver peer

or receive bonuses for this work (the

support (scenario 3).

educational subvention may be used).
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Organising the selection of school principals by competition
LSGBs are now responsible for ensuring that open competitions are organised for
the school principals of their subordinated secondary schools. It is essential for the
quality of education in the AH that the selected candidates are true and modern
leaders of their institutions, creating a friendly and creative atmosphere at school
and forming a team of like-minded people. The task of the local authorities is to hold
such a competition and put the goals for the newly-appointed principal.
The Law of Ukraine “On Education” introduced amendments to the Law of Ukraine
“On General Secondary Education” (Article 26), which sets the rules for the competition:

•

The secondary school principal is appointed to the post, and dismissed,
by the decision of the founder or by the authorised body.

•

The school principal is appointed on the basis of the results of an open
and competitive selection for a term of six years (or just two years if appointed
to the position of school principal for secondary education for the first time)

Education

•

The selection is made by a competition commission, which should include
representatives of the founder (AH authority), staff union, the public association
of parents of the secondary school, and the public association of school
principals of secondary education within the administrative-territorial unit.
The commission can also include representatives of public associations and
experts in the field of general secondary education with an advisory vote only.

•

The regulations on competitive selection for the post of school principal
of general secondary education should be developed and approved by
the founder, on the basis of the model provision approved by the Ministry
of Education and Science.

•

The same person cannot be school principal of the same secondary
education institution for more than two consecutive terms. After the second
term, the person has the right to take part in the competitive selection for filling
a vacancy for school principal of another secondary school or to continue work
at the same institution in another position.

According to the Model Regulation “On the Competitive selection for the post of
Chairman of the State, Communal Institution of General Secondary Education”, the
total number of members of the competition commission should be four to 16 persons. Competitive selection of the winner is carried out upon the results:

•

Tests of knowledge of the legislation of Ukraine in the sphere
of secondary education;

•

Tests of professional competencies;

•

Public and open presentation, in the state language, of the long-term
plan for the development of the general secondary education institution,
as well as answering the questions of the members of the competition
commission regarding the presentation.

The AH authority is obliged to provide a video recording and, if possible, live streaming of the competitive selection, with the subsequent publication of the video recording on its website within one working day from the date it is conducted.

221

07

08

09

10

11

12

+

222

↪

01

02

Achieving a financially-viable education system
The main financing of the education system is through the education subvention for
school teachers’ salaries from the state budget to local budgets, which is governed
by the Budget Code of Ukraine (Article 1032) and the Cabinet of Ministers of Ukraine
(CMU) Resolution No. 6, dated 14 June 2015 “Some issues of providing educational
subvention from the state budget to local budgets”. The education subvention covers the teachers’ salaries.

03

Assigning responsibility for managing the education subvention
04

05

06

To use the education subvention, the LSGB must determine who is responsible for
managing the budget funds. The responsibility can be assigned to:

•

The executive committee of the AH council;

•

Structural sub-divisions of the executive body of AH in the person of its head.

If the executive body was not created by the council, the Head of AH assumes responsibility.
The EMB or another legal entity formed by the local council can become the main
manager of the educational subvention. In other words, in the absence of a subdivision on education of the local council, the function of the main manager can be
performed by another sub-division determined by the council. The main manager
obtains the following powers:

•

Drafting a cost sheet and a budget request;

•

Approving the cost sheet;

•

Development and approval of budget programmes’ passports
and drawing up reports on their implementation;

•

Management of budgetary funds within the limits of its budget powers
and evaluation of the effectiveness of budget programmes, etc.

Approval of the new formula enabled a transition from the calculation of expenditures
to maintain an inefficient network of institutions of general secondary education to
calculation of expenditures based on the number of rates for teachers, the teaching
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work load, the standard number of pupils in classes and the normative salary. It was
recognised that the previous formula was simply funding a network of too many secondary schools with too few pupils per class, which led to a high cost per pupil.

The cost of inefficiency to local budgets
In the 2017–2018 academic year, there were 282 primary schools (I-degree) across
Ukraine with fewer than 10 children, 955 primary and basic secondary schools
(I–II degrees) with 40 or fewer pupils, and 2,301 primary, basic and senior secon
dary schools (I–III degrees) with less than 100 pupils in each. The maintenance
of additional classes leads to inefficient use of funds, costing Ukraine about UAH
2 billion. While the average annual cost of teaching each pupil in Ukraine was UAH
14,900 in 2017–2018, this was significantly exceeded in many local budgets, with
average costs ranging from UAH 23,000 to UAH 36,100.
Source: Ministry of Finance of Ukraine

The new formula for calculating education subventions will force decisions on Heads
of AHs. For example, if AH authorities wish to opt for smaller classes than the average size assumed in the subvention, they will have to pay for extra teachers’ salaries
from their own budgets.
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As a result of changing the formula for distribution of educational subventions, those
communities that have changed their school network, in order to respond to the demographic situation and the need to provide high quality education, will have an
excess of educational subventions and will be able to use them for motivating payments to teachers and the purchase of educational materials and equipment for
schools. Those who choose small schools will have a budget deficit.
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In order to avoid insecurity in the payment of salary costs and gradually leave the
practice of redistribution of educational subvention, the Ministry of Finance of
Ukraine recommends that local self-government bodies, including AH authorities:

11

•

12

Take measures to create a capable network of educational institutions, bringing
them into line with available financial resources;
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•

Bring the actual number of pupils in the classes of general secondary education
institutions to the standardised number;

01

•

Direct their own financial resources to pay the salaries of the teaching staff that
exceeds the rates in the formula used to calculate the education subvention.

02

One way to get additional financial support for the school is to make a charitable
contribution. In order to avoid misunderstanding of this term, it is recommended to
read the Letter from the Ministry of Education and Science of Ukraine “On Acquiring
Full Secondary Education on free-of-charge basis”.

03

04

05

06

There are other possibilities to get funds for the development of the school: grants
and competition for additional funds from the state budget. Possible sources of financing for NES include:

•

The State Fund for Regional Development (http://dfrr.minregion.gov.ua);

•

Grant-in-aid from the state budget to local budgets for formation
of AH infrastructure;

•

Fund raising from local budgets; and

•

Other sources not prohibited by law.

One way to effectively use the community budget is not only to equip the educational institution according to new standards, but also to further use this educational space for community needs beyond the purely educational goals. School space
is a place where pupils, teachers, parents and guests can meet and chat during lessons, holidays and concerts, as well as lectures and seminars for all community
members.

Optimising the school network
The main argument for reaching the optimum number of schools with standard class
sizes is not financial. It is educational.
In villages, people often say that the teacher knows each pupil and can give them
a lot of attention in their little school, so they supposedly teach better than larger schools. The reality is that rural areas have many small-scale schools where the
quality of education does not meet the State standard. Why?
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Children studying in schools with a small number of pupils in their classes mostly
study individually. In accordance with the Law “On General Secondary Education”
and financial standards, an individual form of education is used if fewer than five
children study in the classroom. In most developed countries, an individual form of
education (no matter for whatever reason) can exist solely as a temporary measure
with a clear time limit. But in Ukraine’s smaller schools, several tens of thousands
of children study through this form — and not for health reasons. As the table below shows, children who learn in full classes have benefitted from four to five times
more teaching time.

Number of teaching hours

Individual form

Learning in class

Primary school (grades 1–4)

5

20-23

Basic school (grades 5–9)

8

28-33

12

33

Senior school (grades 10–11)

07

According to the State Statistics Service, there is a clear relationship: the schools
with the worst results at external independent testing (EIT) have the largest number
of children studying in an individual form. They are also deprived of out-of-class and
out-of-school education. Among the competencies defined by the Law “On Education”, there are social ones. With small classes and the individual form of study, it is
impossible to arrange group work or the development of most skills, except for substantive subjects. This means that the State Standard cannot be met.
If such schools were checked for compliance with licensing conditions — which can
now occur during an institutional audit — they could be found in violation of norms
of staffing (e.g. if the German language teacher is also covering physics) and facilities and resources. Furthermore, the small staffing in small schools does not
foster a creative professional environment for teachers, but instead restricts the
introduction of new teaching methods. Rural schools have a high percentage of retirement-age teachers. For local authorities looking to hire new staff, small classes
do not motivate graduates of pedagogical universities.
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Therefore, capable educational network planning becomes the most important task
for AH authorities. Each community has to assess its own situation and formulate
its own plan of action. Ukraine is a large country and each region has its own specificities. This also applies to the network of educational institutions. In some regions,
there are many institutions and they are located close to each other; in others, the
distances between them is large and the quality of roads does not allow even to
dream of transporting children to school.

01

02

How best to plan the network? There are two aspects:

03

•

First, the AH authority should conduct an analysis of the state-of-play,
namely: number, locations and accessibility of schools, current and
projected number of children; number, subject specialisms; age / closeness
to retirement and performance of teachers, etc. (see “understanding the
evolving situation in education in the AH”).

•

Second, the AH authority should form a vision of where community education
should move and then make a plan: what to do. For example, some schools
might need to be reorganised; for some, the degree might need to be lowered;
in others, the school should be closed for some years, because there is not
enough children even to form a class, etc.
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To ensure the optimum school network, AH authorities need to anticipate the number of children in school six years in advance. They have access to information on
the number of live births by locality. A simple table will show, for example, that just
two children this year were born in village X and just three in village Y, and these five
children will go to school in six years’ time. Furthermore, two children were born last
year, and will go to school after five years. All this will happen if their parents do not
move to live in a city. These things are obvious, but usually no one has the trouble
to say so.
As the graph (right) shows, the number of children across Ukraine has been generally declining in recent years. AH authorities should monitor and forecast the situation in their own territories, based on population data (see “understand the evolving
situation in education”). If demographic trends continue to be negative, then it is not
rational to expect pupils to appear in a school by magic.
There are schools in Ukraine that officially have 0 pupils. They exist because the
council did not vote to close them.

227

Education

Birth rate in Ukraine 1990–2017
700
600
500
400
300
200
100
0
1990

1992

1994

1996

1998

2000

2002

2004

2006

2008

2010

2012

2014

Number of live births, thousand people

2016

2017

07

08

The school for one child

09

“Batkivska primary school in the Brody district of Lviv region is opened daily for one
pupil. The pupils’ mother refuses flatly to transfer the boy to a school in a nearby village. And the deputies of the Brody District Council cannot win votes for suspending
study at the Batkivska school, not to mention for its closure”.

10

Theresa Lashchuk, “A school for one”, October 20, 2018.

11

Source: https://ukr.lb.ua/society/2018/10/20/410439_shkola.html
12
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Dynamics of schools, pupils and teachers
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Since 1990 (base year = 100), the number of pupils in Ukraine (blue line) has fallen
by a far greater amount than the number of schools (yellow line), which in turn exceeds the decline in the number of teachers (grey line). Inevitably this means the average class size has been shrinking. The number of pupils per teacher in Ukraine is
lower by almost one and a half times the average ratio in countries with a high quali
ty of educational services.
This is a conundrum, because rural schools often complain about staff shortages. But at the same time, if you check a statistical profile, you will find that there
are have more than enough teachers. They simply teach in small classes and small
schools. If they were united in one school, then the problems with staffing would be
reduced.
A prime example of network optimisation is Marazliivska AH, which was formed from
three village councils in 2015. The following year, the AH authority created the Divi
sion of Education, Culture, Family, Youth and Sports of the executive bodies of the
Marazliivska Council.
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Case study:
Optimising the school network in Marazliivska AH
The Marazliivska AH is small — in 2017, just 6,500 people lived there and 560 pupils
attended educational institutions. When it received its powers, it was understood — 
it is impossible to keep small-scale rural schools. There were five schools in total — 
three I–III degrees schools and two I–II degrees schools. After reorganisation, the
school in the village Shyroke acquired the status of hub school and the other four became its subsidiaries as three I degree schools and one I–II degrees school.
UAH 4 million was allocated to equip the hub school and its branches from the
State budget and a considerable amount of money was invested by the AH authority. During the year, the educational institutions were insulated, the heating system
was replaced and two of them had alternative fuel boilers installed. Using the state
budget, 30 computers were purchased for the Shyroke hub school and laptops for
the Dolynivsky primary school.
“Local businesses also helped very much” said Irina Haytsuk (Division of Education, Culture, Family, Youth and Sports of the executive bodies of the Marazliivska Village Council). “To transport the children to school, we needed to buy seven buses with 30 seats
each, but there were no such funds in the community. Entrepreneurs have helped. They
bought three powerful buses, one of which is a Neoplan with 70 seats! By spending the
sponsors funds, a sports hall was renovated and equipment was bought in the Oleksiivsky secondary school. Windows and doors were replaced in all establishments”.
Source: Svetlana Galata, “Renaissance of village schools”, Education of Ukraine, no. 43 —

07

08

2017. http://svitlanagalata.blogspot.com/2017/11/blog-post.html
09
After the optimisation of the educational network, there are five educational
institutions at the territory of Marazliivska AH

Primary school (I level)
with preschool division in Marazliivka

Primary school (I level)
with preschool division in Dolynivka

SCHOOL
Hub school
(I–III levels)
with preschool division
in Shyroke

10
Primary and basic secondary
school (I–II levels) in Oleksiivka

Primary school (I level) with preschool
division in Velykomarianivka

11

12
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Encouraging and enabling school’s autonomy
All educational institutions that are subordinate to the AH authority have the opportunity to achieve financial independence, depending on the joint decision of the
school administration and LSG body. For the school, the introduction of financial autonomy means:

•

A transition from receiving funds by codes of economic classification
to financing by a single sum;

•

Introduction of an independent system of control over the number
and quality of education services provided;

•

At its discretion, the exercise of procedures for the purchase of goods,
works and services and the signing of contracts for their delivery;

•

The introduction of modern software products and accounting systems;

•

Development and implementation of reporting covering the main directions
of the school’s activities and the educational services provided, for the purpose
of analysis, evaluation and public quality control.

06

Autonomous status means that the school assumes responsibility for the following
tasks:

•

Ensuring the cost estimate fulfilment;

•

Issuing necessary documents to employees;

•

Managing the payroll;

•

Procurement, and conclusion of service contracts;

•

Making payments (including salaries) and meeting financial obligations;

•

Control and accounting of all financial flows;

•

Accounting for and writing-off material assets;

•

Preparation and provision of financial reporting;

•

Reporting to the state funds and submitting reports to tax inspection.
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This brings certain advantages to both the educational institution and the AH authori
ty, but also carries certain consequences.

Advantages

Educational institution

AH authority

•

Head gains greater control

•

•

The school has greater

over decision-making;

the education management
body, which no longer has
to carry responsibility for

flexibility to optimise the use

centralised accounting for

of educational resources;

•

It reduces the burden on

this institution.

It strengthens the staff’s
responsibility and encourages
them to show initiative and
innovate.

Implications

•

Management tasks increase
in complexity, especially
regarding financial and
personnel management;

•

The assets of the education
institution are removed from
the AH’s balance sheet.

07

Specialist expertise
is required, especially
accountancy skills;

•

•

The school principal must
lead the pedagogical

08

09

development of the
school, study the demand
for educational services

10

and ensure their quality,
organise and stimulate
the professional activity of

11

teachers, and promote the
formation of an organisation
culture.

12
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Experience shows that most school principals have a positive attitude towards the
introduction of school autonomy, demonstrate readiness for change and the desire
for transparency in the management of education at all levels. Each school’s history of obtaining autonomy is unique, reflecting its specific circumstances and needs.
Nevertheless, there is a common “algorithm”, which is set out below:
1. The school principal studies the legal framework and discusses the possibility of
autonomy with parents and teachers.
2. The school submits a letter to the founder (AH council) on the termination of centralised accounting for the institution.

04

3. The council considers the termination of centralised accounting for the school
and its transfer to independent accounting.

05

4. The school administration arranges the entry and registration of amendments
to the charter of the education institution on the implementation of independent accounting, in accordance with the requirements of the current legislation.

06

5. The school is defined as a legal entity and is registered for state funds and services (pension, social insurance, statistics, etc.).
6. The school introduces an accountant to the personnel schedule.
7. The school orders an electronic stamp and signature of the school principal and
accountant.
8. The school registers with the Treasury and opens an account.
9. The school accepts the transfer of material assets from the centralised accounting department.
The experience of the education department of Kalush City Council in Ivano-Fran
kivsk oblast is summarised in the following table:
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Actions taken by education department of Kalush City Council, Ivano-Frankivsk oblast

1
2
3
4

October-December 2017

January 2018

Delegation of HR management

Acquiring legal entity status

to educational institutions

by educational institution

Ensuring the transparency

Transfer of accounting

and open access to information

subaccounts

Decision of local council on

Calculation of current

transfer of school to autonomous

expenditures allocations

administration and accounting

Update of school charters

Defining legal status
of real estate
07

5

Providing favourable environment

Financial autonomy

for accounting services functioning

of educational institutions

in educational institutions
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09
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Concluding thoughts
The goal of education is the development of each person as a personality and the
highest value of society, development of every person’s talents, intellectual, creative and physical abilities, formation of values and competencies necessary for successful self-realisation. Development of responsible citizens who are capable of
conscious social choice and act in favour of other people and society, enriching on
this basis the intellectual, economic, creative and cultural potential of the Ukrainian
people. Raising the educational level of citizens for the sake of ensuring sustainable
development of Ukraine and its European choice.
The task of the state and local self-governments is to ensure the provision of
high-quality and accessible educational services to all children in Ukraine, regardless of place of their residence, origin, socioeconomic status or health.
No reform will succeed unless the values and attitudes of citizens change. Community leaders can best contribute to changes, understanding their importance and
relevance and supporting reforms.
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Healthcare
Why is healthcare important to AH authorities?
Alongside access to basic needs, such as shelter (housing) and food, the quality
of citizens’ health is the most fundamental indicator of a community’s well-being.
Ukraine has unfortunately suffered for many years from an inadequate healthcare
system that has been ill-suited to delivering affordable, quality care to the population and tackling public health challenges, such as preventing the spread of HIV,
hepatitis and tuberculosis. It is not a secret that lack of quality services, including
healthcare, is one of the reasons for the outflow of people from rural and remote
communities, along with lack of jobs.
Now, Ukraine’s healthcare system is undergoing radical and comprehensive change.
The adoption of the Law of Ukraine “On state financial guarantees of healthcare services” in 2017 kick-started the far-reaching package of healthcare reforms and its
implementation in Ukraine. After the adoption of various regulations, the reform
started by revolutionising the organisation and funding of primary healthcare (PHC).
This has signalled a different involvement of AH authorities, which will play an important part in the reform’s successful achievement, as the owners (founders) of
PHC facilities located in their territories. According to the Law, state budget-funded institutions will turn into communal non-commercial enterprises founded (or established) by local self-government. The responsibility for the provision of quality
healthcare to its citizens lies with AH authorities.
“At its heart, primary health care (PHC) is about caring for people, rather than simp
ly treating specific diseases or conditions. PHC is made up of three main areas: empowered people and communities; multisectoral policy and action; and primary
care and essential public health functions as the core of integrated health services.

↪ 11
Social cohesion
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This includes a spectrum of services from prevention (i.e. vaccinations and family
planning) to management of chronic health conditions and palliative care”, World
Health Organisation

01

02

What do you need to know?
The extensive reform of the healthcare system in Ukraine is designed to improve
health outcomes and use financial resources more effectively. It is a comprehensive
action involving all levels of medical care, but has begun at the PHC level, recognising its vital role. Unlike secondary healthcare which is mainly concerned with treatment, PHC focuses on wellness, aiming to help people to prevent illness first and
foremost and to preserve their quality of life. Unlike specialised care, PHC services
include popularisation of health and promotion of healthy lifestyles in the AH, activities to prevent most important diseases and measures of post-surgical rehabilitation.

03

04

05

PHC is also a shared responsibility between state and individual. The PHC approach
“requires and promotes maximum community and individual self-reliance and participation in the planning, organisation, operation and control of primary health care,
making fullest use of the available resources” (Almaty declaration).1 Thus, PHC aims
to involve each citizen in the process of health preservation, as only partnership
makes changes in personal and community lifestyle possible.

06

07

The reform agenda will change forever the healthcare system in Ukraine, based on
the following seven principles, policies and practices.

Patient choice
↩ 06
Education

Like the student-centred approach in the education reforms, the cornerstone of the
healthcare reforms is a patient-centred perspective. Previously, citizens were assigned to PHC facilities near their legally-registered addresses for publicly-funded
healthcare, and were not able to decide which doctor treated them. In the absence
of competition and controls, this physicians’ monopoly created the conditions for

1

International Conference on Primary Health Care, Alma-Ata, USSR, 6–12 September 1978,
jointly sponsored by World Health Organisation (WHO) and the United Nations Children’s Fund.
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Patient choice
“Money follows the patient”
National Health Service of Ukraine
Autonomisation of PHC facilities
Opening PHC to private providers
Electronic healthcare (eHealth)
Finding funds for PHC

“gift-giving” to thrive, to buy access and get better quality services. In April 2018, the
Ministry of Health of Ukraine (MoH) aimed to change this arrangement by launching
its campaign: “A doctor for every family”. Now, each citizen can exercise choice and
select their preferred PHC doctor by signing a declaration with him or her, and millions have done so already. They can also switch later to a different doctor, if they
wish to do so and if one is available.

08

“Money follows the patient”

09

The citizen’s selection of physician lays the foundations for a new demand-led mechanism for financing healthcare, away from the old supply-based system, whereby subventions from the state budget paid for institutions based on assumed use
(e.g. number of doctors and beds required per population). In future, the principle
is that the “money follows the patient”. Each patient-doctor declaration will trigger
an age-related capitation (i.e. payment per patient) which is paid to the healthcare
facility hosting the physician. In other words, it is an upfront commitment to the facility, so it can plan its expenditure on the basis of the “footprint” in the community, and a guarantee to the citizen that they will receive free-of-charge healthcare for
a defined benefit package. The new system was introduced in July 2018 and the

10

11

12
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majority of PHC facilities are receiving capitation funds. It is expected to encourage physicians to compete for citizen’s signatures by providing quality medical care.2

01

Single payer mechanism — the NHSU
02

03

04

05

06

07

To put the “money follows the patient” principle into practice, the Cabinet of Ministers of Ukraine (CMU) has established the National Health Service of Ukraine (NHSU)
as a central executive authority to implement Government policy in the area of State
financial guarantees of healthcare provision to the population.3
The NHSU functions as the country’s single payer mechanism for medical services and medications. In this role, the NHSU signs agreements with healthcare facilities for medical services under the State Guarantees Programme. This defines the
volume of services and medications to be covered from the State budget.4 The list
of services and medications, and their cost, will be approved in the State Budget of
Ukraine annually. The scope of the medical guarantees programme at PHC level is
defined in the Procedure of Primary Healthcare Provision, endorsed in the Ministry
of Health Order No. 504 dated 19 March 2018 (hereafter MoH’s Procedure).5
Since 1 April 2019, the former healthcare subvention is no longer transferred to local self-governments, as PHC facilities are now reimbursed directly by the NHSU on
a per capita basis.6

2

In the future, it is planned that a quality control system will be established, independent
of citizen’s perceptions.

3

Resolution of the Cabinet of Ministers of Ukraine No. 1101 as of 27.12.2017
“On Establishment of National Health Service of Ukraine”.

4

The agreement with the NHSU also covers client service requirements. The NHSU checks
adherence to ensure service quality.

5

Attachment 1 to the Procedure contains the list of services covered by the State guarantee
programme at PHC level.

6

Resolution of the Cabinet of Ministers of Ukraine dated April 3, 2019, No. 295
“On amendments to the procedures approved by the Decree of the Cabinet of Ministers
of Ukraine dated 28.03.2018 No. 283 and of December 18, 2018, No. 1117”.
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Autonomisation of PHC facilities
In order to sign contracts with the NHSU to provide the list of medical services and
receive funding for its operating expenses, each state-funded PHC facility (previously financed by subventions) must be first transformed into a communal non-commercial enterprise (CNE)7 — a process known as “autonomisation”. Each autonomised
PHC facility will be able to conclude a contract with the NHSU and receive the capitation amount, regardless of whether the patient uses the services or not. This should
increase their financial independence and their managerial and administrative flexibility, ensure they get better and more cost-effective use from their assets, and motivate them to improve the quality of healthcare services. The process is performed
in five stages, set out below,8 and takes at least three months, after which the facility receives a new license for provision of PHC services within a further three months.

7

1

Adoption of the decision on transformation by the owner

2

Submission to the State Register of the application for starting
transformation procedure

3

Inventory check and appraisal of the facility’s assets

4

Approval of the acceptance act and charter of the enterprise

08

5

Submission to the State Register the application for registration
of a new legal entity due to transformation

09

Communal healthcare facilities can be established and function as either “communal budget

10

institutions” or “communal non-profit enterprises”. Organisationally and legally, the enterprise
has a higher level of autonomy than the institution. It is free to settle most economic issues
(within the scope of powers set forth in its charter), uses more flexible financial plans (compared

11

to the cost estimates used by budget institutions) in its operations, and has the right to open its
own bank accounts.
8

Details can be found in the “autonomisation” guidelines and the operational manual:

12

“How to organise primary healthcare services provision at the local level”.
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Opening up PHC to private providers

06

The “autonomisation” process does not affect the ownership of the healthcare facility, only its legal status, and hence it is not a form of privatisation, contrary to popular myth. However, the opportunity to sign NHSU contracts for PHC services is not
only restricted to publicly-owned institutions, but also opened up to private providers, to increase competition within the sector, and enable patients to choose potentially from a wider selection of physicians. Article 16 of the Law of Ukraine “Basic
legislation of Ukraine on healthcare” determines that healthcare facilities can be established and function as state, communal, private or with mixed ownership.9 The
MoH’s Procedure defines the PHC provider as a healthcare facility of any ownership. This allows doctors who are private entrepreneurs and private facilities, along
with communal non-commercial enterprises, to receive public funding for healthcare services provided to the population through the NHSU. Communal clinics must
be autonomised in order to change their administrative and legal status to non-profit enterprises, and hence able to sign contracts with the NHSU and receive money
as budget-holders. Private entrepreneurs do not need to change their legal status,
but if they want reimbursement for PHC services to the public, they need to register
with the NHSU first.

07

Moving to an electronic healthcare system (eHealth)

01

02

03

04

05

To make the system efficient and transparent, which will also reduce the scope for
corruption and prevent misuse of funds, the new legal framework10 has introduced
electronic healthcare (eHealth) as a financial and managerial tool.
There are two inter-connected elements:

•

A centralised database (CDB) controlled by the State that will include
all patient-doctor declarations; and

•

A medical information system (MIS) that will enable healthcare facilities
to access the CDB.

9

A private entrepreneur with the respective license can also implement medical practice,
but he / she does not have the status of a healthcare facility.

10 Order of the Ministry of Health dated 14.12.2017 No. 1597 “On the establishment of
the State Enterprise “Electronic Health”.

Healthcare

243

Each healthcare facility must be registered in the eHealth system as a pre-condition for signing contracts with the NHSU. Authorised representatives (receptionists,
nurses, doctors etc.) will enter the signed patient-doctor declarations into the system, the capitation payments will be calculated accordingly, and the patient will receive free-of-charge healthcare services guaranteed by the State.
Hence, to conclude a contract with the NHSU and receive payments, all communal
PHC facilities will have to:

•

Transform from budget-funded institutions to non-commercial enterprises;

•

Have equipment according to the specified list;

•

Obtain a license for medical practice;

•

Select and set up own MIS and register with, and connect to eHealth CDB;

•

Sign declarations with patients and register them on the CDB.

Finding funds for PHC
Under the new legal framework, the PHC facilities owned by AH authorities can be
financed from up to four potential sources, shown below.

Source

Basis

Capitation

The “per capita” money for providing a standard benefit package
of healthcare services under the State Guarantees Programme
will be paid to the account of the PHC facility, in accordance with

08

09

its agreement with the NHSU.
Targeted programmes

PHC can also benefit from specific targeted funding programmes

at national and

which are organised at the national or regional level. For example,

regional levels

the government provided a single subvention for construction
of new outpatient clinics in rural areas and procurement of
equipment in the process of capable PHC network formation,

10

11

in accordance with Article 5, Section 5 of the Law of Ukraine
“On improving accessibility and quality of healthcare services
in rural areas” No. 2206-VIII, dated 14 November 2017.

12
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Source

Basis

Programmes financed

These cover two types of expenditure: investment by the

by the AH budget

AH authority in buildings, equipment and IT, according to
its responsibility as owner of the PHC facility; and special
programmes, for example linked to particular health campaigns,

02

such as immunisation, or flu prevention in winter season,
information campaigns in mass media, paying bonuses to doctors
for vaccination indicators, etc. Programme-based funding can be

03

04

linked to measurable goals, where appropriate.
Donations & donor

The PHC facilities can receive external donations, including from

contributions

businesses to support healthcare services which keep the local
workforce healthy and benefit the community. The facility can
also apply to international programmes and projects for financial
and technical assistance.

05

06

07

The basis for calculating the capitation payments for 2019 (tariffs, practice size and
coefficients) is set out in the annex.

What are the opportunities and challenges
for AH authorities?
The management of healthcare in Ukraine is subject to an evolving body of primary and secondary legislation, each piece of which has either a direct or indirect impact on every AH.
Relevant laws, resolutions and orders

•

The Law of Ukraine “Basic legislation of Ukraine on Healthcare”
No. 2801‑XII, dated 19 November 1992

•

Law of Ukraine “On Local Self-Government in Ukraine”,
No. 280/97‑ВР, dated 21 May 1997

•

Order of the Ministry of Health “On Approval of the Model Provision on
the Centre of Primary Medical (Sanitary) Care and Provisions on its Divisions”,
No. 131, dated 23 February 2012 (hereafter, MoH Order No. 131)

Healthcare

•

Order of the Ministry of Health “On approval of the Model Regulations on
the Board of Trustees at the Health Care Institution” No. 517, dated 23 July 2014

•

Resolution of the Cabinet of Ministers of Ukraine “On Approval of the Procedure
for concluding a contract with the Head of the state, communal healthcare facility
and the Standard Form of the Contract with the Head of the state, communal
healthcare facility”, No. 642, dated 16 October 2014 (hereafter, CMU Resolution
No. 642)

•

Order of the Ministry of Health “On Approval of the Provision on the Centre
of Primary Medical (Sanitary) Care and Provisions on its Departments”, No. 801,
dated 29 July 2016 (hereafter MoH Order No. 801)

•

Law of Ukraine “On State Financial Guarantees of Medical Care of the Population”,
No. 2168‑VIII, dated 19 October 2017

•

Law of Ukraine “On improving accessibility and quality of healthcare
services in rural areas”, No. 2206‑VIII, dated 14 November 2017 (hereafter,
Law No. 2206‑VII)

•

Order of the Ministry of Health “On the establishment of the State Enterprise
“Electronic Health”, No. 1597, dated 14 December 2017

•

Resolution of the Cabinet of Ministers of Ukraine “On Establishment of National
Health Service of Ukraine”, No. 1101, dated 27 December 2017

•

Resolution of the Cabinet of Ministers of Ukraine “On approval of the procedure
for holding a competition for the position of head of the state, communal
healthcare facility establishment”, No. 1094 dated 27 December 2017
(hereafter, CMU Resolution No. 1094)

•

Joint Order of the Ministry of Health of Ukraine and the Ministry of Regional
Development, Construction and Housing and Communal Services of Ukraine,
No. 178/24 dated 6 February 2018 “On approval of the procedure for the
formation of capable networks on provision of primary health care”
(hereafter, Joint Order No. 178/24)

•

Procedure of Primary Healthcare Provision, endorsed in the Ministry
of Healthcare Order, No. 504, dated 19 March 2018

•

Order of the Ministry of Health of Ukraine “On Introduction of Changes to the
Guidebook for qualification characteristics of occupations of managers. Issue 78.
Health Care”, No. 1977, dated October 31, 2018 (further — Order No. 1977).
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The overarching framework is laid down by Article 32 of the Law of Ukraine “On Local Self-Government in Ukraine”, which sets out the powers of local self-government
bodies (LSGBs) in the field of health care, as follows:
Own (self-governing) powers

Delegated powers

•

•

02

03

Management of health care
institutions, organisation
of their material, technical
and financial provision.

Ensuring, within the limits of the given authority,
availability and free-of-charge medical services
in the respective territory.

•

04

Ensuring, in accordance with the law, the
development of all types of medical services,
the development and improvement of the
network of medical institutions of all forms
of ownership, the definition of the need and

05

the formation of personnel orders for these
institutions, the conclusion of contracts for the
training of specialists, the organisation of work

06

on the improvement of personnel skills.

•

07

In accordance with the legislation, ensuring
that the privileged categories of the population
have medicinal products and medical products.

•

Making proposals to the appropriate bodies
on licensing of individual entrepreneurial
activity in the field of health care.

Taken altogether, the legal base lays the foundation for AH authorities to seize the
opportunities and overcome obstacles to delivering quality healthcare for their citizens. Under current legislation, after the creation of an AH, local self-governments
acquire real powers of healthcare management in the community. Since mid-2018,
AH authorities are now effectively responsible for ensuring PHC coverage in their territories, which means:

•

Optimising and managing the network of PHC facilities, so that
it is accessible to their citizens and cost-effective;

•

Ensuring there are sufficient staff to meet patient needs;

Healthcare

•

Providing investment to finance and maintain buildings, equipment,
IT, and potentially programme funds for special targeted programmes
of community benefit (such as vaccination);

•

Financing utility services and energy consumed by health care facilities;
and

•

Explaining the reforms to take both the medical profession and the public
along with them.
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These issues are more complicated in rural, mountainous and remote communities.
In this context, the main challenges facing AH authorities include:

•

Modernising ineffective networks of PHC facilities;

•

Attracting, motivating and retaining physicians in rural and remote areas;

•

Modernising infrastructure and ensuring the autonomised PHC facilities
have sufficient and suitable equipment and the capability to work with
the eHealth system;

•

Developing a healthcare strategy for the whole AH which is coordinated
and coherent with the individual strategies of communal non-commercial
enterprises — PHC facilities.
08

Optimising and managing the network
In accordance with Article 16 of the “Basic legislation of Ukraine on healthcare”,
local self-government authorities are responsible for:

•

Planning the development of a network of communal healthcare institutions;

•

Making decisions on the network’s optimisation, creation
and reorganisation; and

•

Reorganising communal healthcare institutions.

MoH Order No. 801 defines the PHC facility as comprising up to four elements, as
shown overleaf:

09
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Element

Description

PHC centre

•
•

Administrative unit (management, finance, etc.);

•

(Separate) structural units of PHC Centre.

•
•

Separate units of the outpatient clinics;

•

Often, set up on the initiative of the local self-government

Outpatient clinics
(ambulatories)

02

Rural health posts
(FAPs / FPs)

03

04

Material units (logistics, equipment, maintenance)

Previously created in settlements with population of 300+
people, where other health care providers were absent;
body, including AH authorities, to increase the access to
primary healthcare for population in remote locations

•

05
Medical point
of temporary base

06

•
•
•

07

(where there are no outpatient facilities);
Pre-doctoral care by feldsher or nurse, under the direction
of a doctor with whom inhabitants signed declarations.
Provides pre-doctoral care and prevention work;
Created on the initiative of the local self-government body
or the management of the enterprise in agreement with
the chief doctor of PHC facility;
Kept at the expense of the initiator of its creation.

Joint Order No. 178/24 set out the procedure for forming a capable network, with
the following features:

•

The network constitutes a functionally-integrated set of PHC providers;

•

The network can ensure the provision of high-quality, comprehensive,
continuous services, focused on the patient’s PHC needs;

•

The network corresponds with the socio-demographic characteristics of the
population and the characteristics of the planning territory.

In line with the citizen-centric approach, healthcare should be as close to the patient as possible. As PHC should not involve expensive equipment and minimal requirements to the point of care, the formation of a “capable PHC network” means that
every AH citizen should be in walking distance from his or her local PHC facility (7km).
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The Joint Order No. 178/24 also defines terms (availability of primary healthcare service, PHC provider, place of delivery of PHC, territory of accessibility, and territory
of planning), and the main criteria for creating a capable network of PHC facilities:

•

Satisfaction of the population with services;

•

Availability of PHC for inhabitants of settlements;

•

Systematic interaction among individual PHC providers;

•

Transport accessibility;

•

Financial sustainability of PHC network, etc.

More specifically, according to this order, oblast state administrations are responsible for preparing plans of capable PHC networks and approving them with MoH.
They are also obliged to submit draft plans for discussion with LSG authorities and
leaders of AHs.
Joint Order No. 178/24 also introduces a special typology of the places of delivery
of PHC services (see below), which should be used in the process of developing the
long-term plan of capable PHC networks.
Classification

Territory of

PHC centre

Central

accessibility

Ambulatory

Ambulatory

Health points 11

(group practice)

(mono practice)

Central, or

Peripheral,

Peripheral,

peripheral,

2nd order

1st or 2nd order

1st order
Staff

08

No fewer than 7 PHC

No fewer than 2 PHC

1 PHC doctor and

Feldsher / nurses,

physicians and other

physicians and other

other medical

with PHC doctor

medical personnel

medical personnel

personnel (taking

visiting the health

(taking into account

(taking into account

into account age of

point according to

5‑year perspective)

5‑year perspective)

doctor and nurses in

schedule.

10

Insufficient to

11

09

5‑year perspective)
Minimum

15,000

3,000

1,500

population

provide regular

served

PHC
12

11 Rural health posts / FAP.

+

250

↪

01

02

03

Those AH authorities whose territory is not identical with those of rayons usually
own PHC facilities located in their territory (although less often the central office and
PHC centre administration).12 In any case, the question often arises how to organise
further PHC provision in the AH? Should the AH authority establish its own facility?
Which legal organisational form to choose?
In order to ensure full PHC coverage, AH authorities may need to consider all options,
including alternative, non-communal forms of organisation. Up to five scenarios are
potentially available to the AH authority:
1. It can ensure autonomisation of a PHC centre that currently belongs to it
and was financed by state subventions.

04

2. It can establish its own PHC centre as a communal non-commercial enterprise.

05

3. The AH can be served by the PHC facility of the respective rayon council (until
the reform of the system of local self-government bodies is complete in 2020).

06

07

4. It can contract with a PHC centre which is a communal non-profit enterprise
belonging to a neighbouring AH with respective financial commitments
(inter-municipal cooperation). This option can be interesting for the both
parties, as it increases the scope of activities of the facility, thereby
increasing its cost-effectiveness.
5. It can engage a private healthcare centre to provide PHC services for
the local population or doctors that are registered as private entrepreneurs.
Further details on these scenarios are available in the MoH’s operational guidelines.
In choosing the best scenario to suit the AH’s circumstances, the following factors
must be considered:

•

Organisation of PHC in the AH: In small AHs, with populations below 5000,
it might not be appropriate to establish a PHC centre as a CNE for efficiency
reasons. Authorities in small AHs should consider contracts with a private
entrepreneur — physician or concluding intermunicipal cooperation agreements.
If effective PHC centres are available in the neighbouring AHs, and in case of
transparent cooperation mechanisms, it is also possible to use PHC services
provided by other PHC centres.

12 For those AHs that share the same boundaries as the rayon, there can also be questions about
whether ownership of PHC facilities is held at AH or rayon level.
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Managerial capacity: The majority of chief physicians are medical doctors by
training with little managerial experience. However, as head of an ambulatory
or a PHC Centre these skills are necessary. Therefore, AHs face difficulties in
finding effective managers for their healthcare facilities. In order to improve
management in healthcare facilities, the Ministry of Health, relying on the best
international practices, has changed the mechanism for managing healthcare
facilities (Order No. 1977). Since 1 January 2019, the functions of the head of
a medical institution are divided into managerial and medical.

Whichever option is selected, the AH authority will need to invest into the PHC facility’s infrastructure and equipment, as the capitation money paid by the NHSU covers just operating costs, but not capital expenditure (investment). Local authorities
are also responsible for creation of conditions in PHC facilities for connection to the
eHealth system.

Relations between AHs (owners) and autonomised PHC facilities
After autonomisation or after creation of the new PHC facility, the PHCs function as
CNEs according to the requirements of the MoH regarding quality of healthcare services, to receive and retain their operating license, sign contracts with NHSU and receive capitation payments. The CNE remains the communal property of the AH authority, and hence the ownership and oversight of its operations is an important part
of the process of managing the PHC facility.
According to the Law of Ukraine “On State Financial Guarantees of Medical Care of
the Population”, local self-government bodies can finance local programmes of development and support of communal health care institutions, within the limits of
their competence,13 in particular for:

•

Upgrading the material and technical base, including reparations
and reconstruction;

•

Salary increases for health workers (“local incentives” programmes); and

•

Local community health services, local public health programmes
and other health care programmes.
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13 Article 3, paragraph 5.
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Furthermore, the AH is obliged to pay for the utility services and energy consumed
by healthcare facilities, in accordance with the Budget Code of Ukraine. Clause
89 states that expenditure on utility services and energy consumed by a health care
facility shall be covered out of the local budget, irrespective of whether the facility is
a communal non-commercial enterprise or not.
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↩ 04
Communication
and engaging
with citizens and
decision-makers

The case of PHC in Baranivska AH below illustrates the importance of the relationship between AH authority and CNE, and the key contribution of the AH authority in
supporting autonomisation, ensuring the PHC centre is viable by engaging with citizens and securing sufficient signatures, and investing in equipment and infrastructure, including Internet connectivity.
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Case study:
Baranivska AH (Zhytomyr oblast)
Baranivska AH was formed in 2015 and includes the towns of Baranivka and Polianka, and the villages of Berestivka, Zhary, Zeremlya, Yosipyivka, Kashperivka, Markivka, Rogachiv, Smoldyriv, Suemtsi and Yalishiv. The AH is the owner of a PHC Centre
that serves the entire AH population of 26811 people (including urban settlement
Pershotravensk, which is outside the AH) and consists of five outpatient clinics (ambulatories). The medical staff includes 13 family doctors, four paediatricians, and
one therapist.
Autonomisation
The leaders of the Baranivska AH initiated the process of transformation into a communal non-commercial enterprise (CNE), supported by the AH authority. This autonomisation resulted in an agreement being concluded with the NHSU in June 2018,
as part of the first wave.
Patient-doctor declarations
In total, 23500 declarations were signed by patients and doctors, constituting
around 88% of the AH population. During the campaign to explain and encourage
signatures, information on the process was available in local newspapers, on the
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official website of the AH authority and on the website of the city of Baranivka. Also,
residents of AH settlements were provided with information on health care reforms
and the necessity of choosing a doctor during the Days of Villages. Meetings with
residents usually take place in local clubs. Both the Deputy Head of AH and the Chief
Doctor of the PHC Centre were present at these events.
IT, e-Health and payments
In 2017, 19 computers were purchased thanks to the support of the mayor and his
team. As a result, all doctors are now equipped with computers. The AH authority
also ensured Internet connections in three ambulatories, where there was no Internet before. These measures allowed the PHC Centre to connect to the e-Health system in early 2018, which was one of the pre-requisites for entering into agreement
with NHSU.
In 2017, the AH authority purchased computer equipment from the local budget
(costing UAH 71,000), as well as receiving some funds from third parties as humanitarian aid (UAH 72,580) for computerisation. The AH authority also purchased gas
equipment for the PHC Centre (UAH 17,000) and furniture (UAH 37,436). Furthermore, it carried out the reconstruction of two outpatient clinics (ambulatories) and
four rural health post (FAPs) in the amount of UAH 943,348.
The PHC centre has introduced an electronic appointment system, electronic document flow, and a duty office is functioning. Telemedicine is being introduced as a pilot project.

08

Source: This case was created on the basis of the MoH Digest on Health Care Change No. 7
(June 2018)
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While the PHC facility is the property of the AH authority, the day-to-day management of its operations, including the use of its assets, rests with the chief doctor.
This division of responsibilities raises questions:

•

How does the AH authority exercise effective control over its assets?

•

How does it ensure that the PHC facility has the right buildings
and equipment to meet its needs?
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•

How is provision of equipment (including IT) coordinated with training
in its usage?

•

Who is responsible for maintenance of buildings and equipment,
and how is it financed?

•

Is the PHC facility’s income sufficient to cover all its operating expenses,
including the operation of equipment?

These questions have an additional dimension in the case of PHC facilities which are
managed by a private provider. How does the AH authority ensure that its investment is used for the benefit of citizens signing patient-doctor declarations and accessing free-of-charge services under the NHSU contract, rather than to subsidise
private practice?
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Many AH authorities have expressed concerns about loss of control over healthcare
facilities, due to their autonomisation. However, there are four factors which allow
them to exercise more control over the CNEs that they founded:

06

•

Appointing and signing contracts with the heads of PHCs;

•

Approving and monitoring the CNE’s financial plans;

•

Linking targeted programme funding to clearly-stated objectives and conditions;

•

Establishing supervisory boards.

07

Appointing, contracting and contract management of chief doctors
↩ 02
Managing human
resources

Heads of CNEs are appointed by founders of PHC facilities — the local self-government bodies. Article 16 of the Law of Ukraine “Basic legislation of Ukraine on healthcare” No. 2801‑XII implies that the heads of state and communal healthcare facilities are appointed by the authorised executive body as the founder of the healthcare
facility (e.g. AH authorities), by means of competition, and contracts are concluded with the chief doctor for a term of three to five years.14 The requirement to hold
a competition does not apply to healthcare facilities that do not belong to state or
communal forms of ownership — in other words, private providers.

14 No. 2801‑XII dated 19.11.1992 (edited from 01.01.2019 Grounds 2427‑VIII), part nine of article
16 in the wording of Laws No. 694‑VII of 19 November 2013, No. 2002‑VIII of 6 April 2017
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In accordance with CMU Resolutions No. 642 and No. 1094, LSGBs should adhere to:

•

The procedure for holding a competition for the position of the head
of communal healthcare facility;

•

The procedure for contract conclusion with the head of communal
healthcare facility; and

•

The standard template of the contract.

The contract can include criteria for the head’s performance assessment, which can
be used as the grounds for termination of the head’s contract.

Financial planning, management and monitoring
The Commercial Code of Ukraine (CCU) requires each CNE to develop and execute
a financial report, with an annual and quarterly breakdown, for each subsequent
year (CCU part 1, article 75). The distribution and use of surplus — or revenue, in the
case of CNEs — is defined in a financial plan (according to CCU part 8, article 77). The
plan must be approved in accordance with a procedure established by CCU article
75 for state commercial enterprises.
Consideration of draft plans of enterprises and organisations that belong to communal ownership of AHs, the submission of comments and proposals to them, and the
control over their implementation, fall within the powers of the executive bodies of
the councils (Article 27 of Law No. 280/97). Therefore, the financial plan of the autonomised PHC enterprise (CNE) is approved by the decision of the executive committee of the respective local council.
When formulating the Procedure for the drafting, approval and control of the implementation of the financial plan of CNEs, it is necessary to reflect the clear deadlines
for consideration and approval of financial plans — as close as possible to the budget
process, but not later than September 1, terms of consideration of draft plans by the
executive bodies of the council and approval of the decision of the executive committee, the procedure and frequency of amendments to them, timing and reporting
procedures.
In the absence of the decision of the executive committee of the relevant council,
which approved the Procedure for the drafting, approval and control of the implementation of the financial plan of the communal enterprises, the autonomised PHC
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facility (CNE) should be guided by the Order No. 205 of the Ministry of Economic Development and Trade of Ukraine (MEDT).15

01

Any changes in the planning process in accordance with the Order No. 205 of the
MEDT may be entered no more than three times after the official adoption of the
plan: once they can be introduced into the financial plan for the next year and twice — 
for the current year. The procedure approved by the executive committee of the
council may include other terms for making amendments, for example: on a quarterly basis, on the basis of the decision of the executive committee of the council or
on the justified appeal of PHC facility.
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The financial plan should be developed by the PHC facility’s management for a calendar year, divided into quarters. The plan must cover both the revenues and expenses of the facility, including the following items of expenditure:
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•

Wages;

•

Utility services;

•

Maintenance of company transport vehicles; and

•

Routine repairs to the premises.

The above expenses should be covered out of overall revenues, including from capitation payments received from the NHSU under the agreement on provision of PHC
services to the population.
The fiscal responsibilities of local authorities, including those of AHs, towards autonomised PCH facilities are two-fold:
↩ 03
Municipal finance

•

Adopting the financial plan developed by the chief doctor and controlling
its performance as the owner of the CNE;

•

Ensuring the CNE keeps the balance between revenues and expenses,
which is key to achieving financial stability.

15 “On approval of the procedure of the preparation, approval and control of execution
of the financial plan of the economic entity of the state sector of the economy”, No. 205,
dated 2 March 2015.
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Revenue planning and generation is a relatively new concept for PHC facility managers, most of which are used to managing clearly determined amounts of state funds
to be spent according to specific cost items. With autonomisation of healthcare facilities, the term “cost items” disappears (they are determined by the PHC facility). The
head of the facility will need to plan their budget according to the expected scope
of facility needs and hence planned activities. To forecast potential revenue and expenditure, the manager should elaborate a strategic plan for facility development,
which identifies the PHC facility’s future status, key development areas, investment
sources, etc. This process should be part of the wider development of an AH strategic plan for the healthcare sector, involving also AH leaders and officials, PCH facility management and staff, and the local community, which corresponds to the AH
authority’s strategic priorities.
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Strategic
management

Establishing a board of trustees
Boards of trustees can be established as a professional body to support and oversee
the operation of healthcare facilities, which can comprise (upon their consent) representatives of citizens and civil society organisations (CSOs), charitable / religious
organisations, local self-governments, mass media, volunteers, etc. A board of trustees was created at the first PHC Centre in Rivne, and is seen as good practice.
The goals of the board of trustees can be promotion of effective operation of the
healthcare facility by participating in the determination of its development areas and
preparation of proposals on improvement of its operations, attraction and distribution of additional investments into development, public control of the facility operations, etc. The decision on establishing the board of trustees and its regulations are
approved by the order of the head of healthcare facility or authorised body (e.g. the
AH authority).
The operational procedures, rights and obligations of the board of trustees are determined in its regulations. The Order of the Ministry of Health of Ukraine No. 517 (dated 23 July 2014) approves standard regulations on the board of trustees of healthcare facilities. Guidelines have been developed for establishment of the boards for
PHC centres that are CNEs.
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Managing human resources in and across PHC facilities
↩ 02
Managing human
resources

In the first instance, human resources management (HRM) is the competence of
the head of each PHC facility, who must attract, recruit, remunerate, motivate and
develop their teams. Ultimately, staffing is the number one factor in any successful
healthcare service, even with the most modern equipment, IT and buildings. The
number, calibre and qualifications of medical professionals defines the quality and
accessibility of care provided to the AH population. Individual facilities are not always capable to solve these issues on their own, however, and in this respect, HRM
is a matter for the Head of the AH too.
A common myth of the healthcare reforms is that they lead to job losses. In fact,
simulation exercises with AH authorities shows that managers who opt for better organisation of work, distribution of tasks and delegation of powers, rather than cutting jobs, increased their projected revenues allowing them to sustain the staff and
improve the performance of the PHC facility. After autonomisation, heads of PHCs
will be able to manage human resources more effectively to improve the efficiency of the facility. For examples, nurses can be more actively involved in providing
healthcare services, including home-based care, not in performing secretarial duties
in the office of a family doctor, as according to the new recommendations, nurses
will provide no less than a quarter of the whole volume of healthcare services. Another example of shifting roles is promoting healthy lifestyles in the local population,
to encourage active prevention rather than reactive cure, by appointing to this role
a person with good communication and organisational skills. However, sometimes
it is necessary to cut jobs. If this happens because of network optimisation, the AH
authority may first look for any vacancies within the facility. If they are unavailable,
the AH authority may consider employing this employee beyond the healthcare facility or recommend retraining.
The new norms of optimal workload propose that each doctor therapist should have
2000 clients, a family doctor should have 1800 clients, and a paediatrician should
have 900. Clearly these are averages, which should be adjusted to the density of popu
lation; with a low density of population and poor connection between communities,
it would be difficult for the doctor to serve every client on the list. In case of a signi
ficant deficiency against these norms, it is time to attract young personnel to the AH.
This should involve active promotion of the vacancy on the Internet, in social media
and presentations in universities. This is initiated by the facility, but the AH authority
can support it through providing transport or conducting a tour for a group of interns
showing not only the healthcare facility, but the attractive life in the AH.
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The AH authority, together with the chief physician, should set up a value offer for
young staff, to clearly state what it can offer to young doctors to attract them. Common incentives include housing, a vehicle, compensation of utility costs, and / or topups to salaries from the AH budget. At the same time, more global incentives gain
value in attracting young specialists to live in the AH, such as social infrastructure,
social life, leisure, etc. Another important incentive (especially for the personnel
originally coming from the AH) could be sharing the cost of higher education with
a condition to come back and work in the AH (there are cases of co-funding such
programmes by the oblast and the AH). The CNE healthcare facility has no possibility to create such incentives — this has to be done by the AH authority, according to
Law No. 2206‑VIII. This is why the offer to the employee is made jointly by the head
or deputy head of PHC facility and the Head of the AH (or profile deputy).

Managing the rural health posts
Local self-government bodies, including those of AHs, face the following obligations,
according to Law No. 2206‑VIII (article 5, section 5):

•

Ensure development and improvement of the healthcare facilities
network with consideration of geography and the needs of the population;

•

Solve the issue of providing housing, vehicle, ensuring appropriate work
conditions, providing land and mobile phones, computer equipment
and software, and professional literature for healthcare workers;

08

Introduce additional incentives to attract highly-qualified health professionals
by introducing motivational packages (which may include, among other, provi
sion of housing, vehicles, internship tuition coverage, professional training, etc.);

09

•
•

Facilitate provision of Internet access in rural healthcare facilities;

•

Identify the needs of hromada in health professionals, and elaborate
orders for training and re-training of such staff; and

•

Conclude agreements on training / educating of healthcare staff,
based on the need for such staff in AHs.

The considerations of network coverage, finance and staffing are more acute in rural
areas, due to the low population density, poorer accessibility and limited infrastructure. The following questions are of particular relevance in this context.
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1. What should a capable healthcare network look like?
The criteria of a capable network are very clearly defined in the Joint Order No. 178/24.
The criteria of capability include “financial sustainability of a capable primary healthcare network, defined by the capability of such network to continuously and effectively provide PHC services of acceptable quality to the population of the territory within
the available financial resources.” Thus, considering the lack of mechanisms for the
direct financing of rural healthcare posts from the funds of NHSU, the following factors should be taken into account in considering their cost-effectiveness:

•

Readiness of rural community residents to conclude declarations;

•

Readiness of the AH authority to sustain the premises of a rural
health post and procure a vehicle for the doctor;

•

Availability of alternative healthcare facilities nearby

These factors are elaborated further in the answer to question 2.
06

07

2. How to ensure accessible medical services in remote localities
with population too small to maintain a family doctor practice
(less than 800 persons)?
If 300–400 (elderly) patients in a rural area sign declarations with one family doctor,
this should provide sufficient capitation payments to hire a nurse or assistant doctor to work in the rural health post. It would allow the family doctor practice to cover
the salary of a nurse and the cost of fuel for trips to the rural health post, and ensure
regular doctor visiting hours at the health post. The best experiences demonstrate
that young doctors, who join the AH on the terms of living in a large community, are
ready to do field trips to provide medical services to the population, especially if they
do not have their own practices.
As the capitation does not provide sufficient funds for investment, this requires the
AH authority to be willing to sustain the premises of a rural health post — but only if it
is financially viable, at least in the medium term. Especially in rural areas, this might
also require the AH authority to procure a vehicle for the doctor, if such is not available.
The alternative is to rely on the availability of healthcare facilities nearby. For examp
le, if a neighbouring village or AH has a facility, the AH authority can, upon agreement
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with the residents, organise regular transportation for visiting the doctor, which will
be more cost-effective than maintaining their own facility. So, residents will sign
declarations with a doctor in the neighbouring facility, while the AH authority can
provide funds to the facility in the form of a budget transfer.
3. What to do with assistant doctors / nurses in cases of closing
an unnecessary rural health post?
In those cases where it is necessary to close the rural health posts, there are two
possible scenarios for the redundant assistant doctors / nurses:

•

First, network optimisation is a strategic process. Therefore, the decision to
close a rural health post can be postponed, if necessary, by one or two years,
if the delay will allow time for a nurse of pension age, who works and lives in
the village, to retire. Some countries also use the labour of such employees
after their retirement as the community assistant of the doctor, who maintains
communication with the population and coordinates activities in the community.

•

Second, the PHC Centre can propose the medical worker a similar job in
another community. For example, one AH authority proposed to the nurses of
a closed “rural health point” the offer of alternative positions at the AH’s socialcultural club, which opened in this community. In any case, the process of
cutting jobs must be accompanied with active communication and negotiations
not only with the people whose jobs are cut, but with the population of relevant
communities. Partly, it is the task for the head of the PHC facility, but the AH
authority must also clearly define its position on this matter.

4. What to do with the premises after closing an unnecessary rural health post?
Many AH authorities decide to keep ineffective medical units, because of their unwillingness to solve the issue of using the vacated premises. We recommend looking
at this in the context of the general strategy of AH development. If the premises are
in critical condition, they are subject to demolition, but premises in a working condition can be rented out or repurposed into a public library, club, etc.
The final question is: how best to communicate changes to people in rural areas?
As reform communication is a consideration for all aspects of the modernisation of
healthcare, this question is subsumed into the subject of the following sub-section.
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↩ 04
Communication
and engaging
with citizens &
decision-makers

Overcoming concerns and resistance to reforms
None of the benefits of the healthcare reforms can be realised if there is reluctance
to adopt them among medical professionals or the local population.
While the Head of the AH may be supportive of the healthcare reform and favour the
changes in the facility that belongs to the AH, the doctors and other healthcare staff
may resist change. Usually, the problem lies in lack of understanding of the reforms
themselves, leading to (unwarranted) fears of losing jobs or income reduction. If
concerns are not addressed at an early stage, there is a risk that negative attitudes
result in passive or even active resistance, a slower process of signing contracts with
the physicians, and weaker motivation of the healthcare staff. This negativity might
also transfer to the local population, if the messages being passed on present a poor
image of the reform.
In this situation, the Head of the AH may decide to talk to the PHC Centre team to
explain the process and benefits of the reform of health care financing. In such a situation, it will be worth involving family doctors from other AHs, representatives of
U-LEAD with Europe’s Change Agents Network.
Usually, active resistance of the healthcare team means that the head of the facility
does not accept the reforms. Sometimes, the chief physician does not have the leadership skills that are essential to manage change: the ability to generate a positive
vision, skills to inspire and support the people, skills to communicate with the team
and the ability to overcome obstacles. While he or she should be offered opportunities to develop these competences, for example through leadership training, it might
be necessary for the Head of the AH to replace the chief physician, if such support
is ineffective in this situation.
For the residents of the most remote AHs, family doctors and other personnel of
PHC Centres are the main source of information about the healthcare reform. Active
resistance of the population to the reform may mean that the medical staff opposes
the reform, which then requires intervention on the part of the AH authority.
If local media are available in the AH, regular publications communicating healthcare reform are also appropriate, with possible use of the MoH’s informational materials. In AHs with good Internet coverage, social networks can be used. Reform-related materials could be communicated through the web-pages of the PHC centre,
the doctors’ pages in social media, or the Head of the AH. It can also contain their
own opinions about the reform, stories of AH life, AH news, etc.
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The most effective mechanism for communication is meetings with the community. For example, healthcare reform can be placed on the agenda of the AH’s general meeting as a major item. Reform communication in the general meeting could be
structured as follows:

•

The Head of AH (preferably) or other representative of the AH presents the
need for the healthcare reform and the opportunities for the AH, with a positive
personal opinion about the reform.

•

An external expert describes the main provisions, but also the myths of the
reform, and provides positive examples of successful practices from other AHs
where appropriate.

•

The head of a PHC Centre explains how the facility will operate in the new
circumstances, the readiness of the facility to sign the contract with the NHSU,
and the campaign of signing agreements with the general practitioners, with
again a positive personal opinion about the reform.

This third point should also be the subject of information events across the area, organised jointly and closely between the AH authorities and the chief doctor(s).
Communicating change in the healthcare system to people can be challenging, especially in rural areas. Residents of remote communities live in constant fear that
their interests of being neglected by the government. Thus, this is primarily an issue
of trust. Restoring people’s trust in the State is a challenging and non-rewarding task
for AH authorities, while the AH authority is quite able to establish people’s trust in
itself. Communication on network optimisation can be built in several steps:

•

Involve a representative of a community (e.g. people’s deputy, or the starosta)
to the discussion of the network, and include this person in the discussion of
the estimated cost of maintaining the health post;

•

Conduct a meeting of community activists to discuss further changes, to
demonstrate the vision of the future, with the message “we are forming the
network to provide better healthcare to the population and adequate working
conditions for the doctor”, rather than “we are closing your health post”; and

•

Conduct a general meeting of the community, giving the floor to the community
representatives.

Such activities must be carefully planned and based on the principles of open communication, free choice and common benefit.
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Concluding thoughts
PHC is the AH authority’s tool in solving strategic issues related to preserving the
health of the population, maintaining an active and productive labour force to benefit
the economy, ensuring citizens can participate fully in society throughout their lives,
and reducing the burden of care on family members. The health of the citizens can
(and must) become the subject of intervention by national and local authorities. The
key question for AH authorities is whether there is the will to distribute their resour
ces on the basis of real needs and the welfare of its citizens, and to make PHC a prio
rity in their strategic plans.
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Citizens’
Security and Safety
Why is citizens’ security and safety important
to AH authorities?
In the words of the Constitution of Ukraine: “People, their lives and health, dignity
and safety are the biggest social values”. To feel comfortable in their communities,
citizens have the right to feel safe and secure — confident in knowing there are systems and services in place to protect them from harm, detect wrong-doing, and respond quickly to emergency situations.
Greater security and safety eases social tensions (as long as the measures do not
conflict with human rights), creates “social capital” (people’s readiness to cooperate to achieve common goals) and ensures stability — encouraging people to stay in
their communities or relocate from elsewhere, and fostering entrepreneurial activity and investment.
In reality, international comparisons show the Republic of Ukraine has a relatively
high level of human-made, ecological, criminal and other hazards. For residents of
settlements who are remote from rayon and oblast centres, dozens of kilometres
away, they risk becoming hostages to the time that it takes for emergency services
to arrive on the scene.
In the past, citizens’ security and safety was considered a responsibility of the state.
Increasingly, however, this function is being exercised by local self-governance bodies (LSGBs), which have the obligations and resources to provide facilities and services, based on their better understanding of the local situation. Under the Law of
Ukraine “On Local Self-Government of Ukraine”, local councils have the powers to
ensure public order (Articles 26, points 38 and 52), establish public emergency and
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rescue services (Article 26, point 52), and create a local civil protection system under the Head of AH (Article 42). The Civil Protection Code of Ukraine (Article 19,
point 2) specifies the LSGBs’ tasks in arranging civil protection actions as:

•

Preventing emergencies;

•

Protecting the population and territories against natural
and human-made disasters; and

•

Responding to emergencies and rectifying their consequences.

Through decentralisation reforms, the role of AH authorities in the security and safety
sector is being transformed. They are gradually becoming key players that set priorities and take decisions on ensuring law and order, hosting rescue services, improving mobility of emergency services through infrastructure investment, and investing
in preventative measures, both independently and in partnership with the National
Police of Ukraine (NPU) and the State Emergency Service of Ukraine (SESU). Heads
of AHs face an important task: how to create the conditions in their AHs for the sustainable development of a safe and secure environment for citizens and businesses.

07

What do you need to know?

08

As the name suggests, citizens’ security and safety has two main aspects, both of
which contribute to well-being in the community.1

•

The first duty of government is to safeguard the lives of its citizens,
which starts with defence of the nation and is mainly a matter for the military.
At the same time, citizen’s security is also about ensuring public order, so
that people feel safe in their homes, streets and places of study and work.

1

The terms “public order” and “public safety” are used in the Constitution of Ukraine and a number
of laws. “Public order” is understood as the relationship between state and citizen, governed by
social and legal norms, where human rights and freedoms, public peace, preservation of assets
and environment etc. are ensured. “Public safety” is the state of protecting individual, societal
and state interests against dangerous actions and the negative impact of emergencies caused by
criminal situation, natural calamity, disasters, accidents, fires, epidemics and other emergencies.
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The police are responsible for enforcing the rule of law, but there are other
ways in which local self-government bodies can help to bring security to the
community through citizen awareness, education, equipment and technology.

•

The concept of public safety goes much wider than deterring and detecting
crime, and includes dealing with prospective and actual emergencies2 — trying
to prevent them before they happen, and responding rapidly if they do.

In accordance with Article 4 of the Civil Protection Code of Ukraine, civil protection is a function of the state focused on protection of population, territories, environment and assets against emergencies through their prevention, removal of their
consequences, and provision of assistance to those who have suffered in peacetime
and in special periods3 of martial law and / or military action.
The state policy on civil protection is implemented by the so-called “civil protection — unified state system” (CP-USS), which is an aggregate of governing bodies,
the resources of central and local executive bodies, executive bodies of councils, enterprises, institutions and organisations.4 At the oblast level, implementation is carried out by the CP-USS territorial subsystem consisting, in particular, of segments
that are established by LSGBs.5
There are a lot of potential risks and threats to the public for AH authorities to
address through actions on preparedness, prevention and protection (alert and
respond):

•

Crime prevention and detection;

•

Fire prevention and fire-fighting;

•

Flood prevention and response;

•

Drought prevention and response;

•

Dealing with landslides, heavy snowfall and other obstacles to movement;

10

2

See Article 2 of the Civil Protection Code of Ukraine for definition of “emergency”.

11

3

See Article 1 of the Law of Ukraine “On Defence of Ukraine” for definition of “special period”.

4

CMU Resolution No. 11, dated 9 January 2014.

5

Article 10 of the Civil Protection Code of Ukraine.
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•

Putting systems in place to prevent and respond to industrial accidents
and ecological disasters, such as spillage of chemicals, toxic gas emissions,
release of nuclear materials into the environment, and contamination
of the water supply;6

•

Dealing with acts of terrorism and armed conflict.

01

02
↩ 07
Healthcare

03

04

Several of these scenarios have direct implications for the healthcare sector, in particular, fires, floods, conflicts and industrial accidents. Citizens’ safety also covers
such issues as infectious diseases — flu, measles, tuberculosis and HIV / AIDS, where
LSGBs can perform a role in promoting public health through disseminating information and supporting vaccination campaigns through the primary healthcare network.

05

In considering how to manage all these risks to citizen’s security and safety, there is
an international standard,7 known as ISO 31000, which describes a whole system
for dealing with such risks (see below):

06

System for managing risks

Communicate & consult

07
Assess risks
08
Understand
the context

Identify
risks

Analyse
risks

Evaluate
risks

Monitor & review

6

Ukraine has 23,767 potentially-hazardous enterprises and other facilities.

7

Published by the International Organisation for Standardisation (ISO).

Treat risks
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The ISO standard highlights the importance of ensuring communication and consultation throughout the process, which is why it is necessary to determine who are
the relevant stakeholders from the start. It also emphasises regular monitoring and
review to ensure that evidence is continually taken on board, lessons are learned
to enable improvements, and emerging risks are spotted at the earliest opportunity.
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The key element is risk assessment, which consists of three stages before the risks
are “treated” (i.e. mitigating measures are taken):

•

Risk identification involves producing a comprehensive list of all risks — events
and circumstances, which could affect or alter citizens’ security and safety.
They can be both existing and potential threats. It is important to take account
of all possibilities, so they can be analysed at the second stage. While there
are certain common risks (for instance, house fires and petty offences), the
total set of risks is unique for each AH. The source of risk depends on many
factors, including the territory’s location (for instance, close to the conflict zone),
landscape (mountains, rivers etc.), population density, or whether it is an urban
or rural territory, types of local industry, proximity to energy sources etc.

•

Risk analysis is about understanding the nature of each risk. This is the starting
point for considering two issues: probability and impact. Firstly, how likely is it
that that risk might materialise considering the potential causes and available
control systems? Secondly, if the risk does become a reality, then what would
be the consequences from the point of view of damage and costs (both financial
and, most importantly, human costs)?

•

Risk evaluation means choosing the most appropriate action: how to treat the
risks, weighing up various options and determining which are the top priorities
based on the risks that are the most probable and have the potential for the
highest impact. This can help to allocate and re-allocate resources in such
a way to achieve better results.

One generic tool that can be useful for AH authorities is to present the results of the
first two stages of the risk assessment in a risk matrix. This takes the list of identified risks and applies two criteria to analyse risks in such a way that it enables comparisons to take place, even if individual risks are very different.

•

The probability that the risk materialises is assessed on a rising scale. This can
be “low”, “medium” and “high”, and even “very high”. An alternative method is
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to use more descriptive terms (e.g. “unlikely” to “almost certain”), or to focus
on frequency (e.g. “rare”, “regularly”, “constantly / daily”, etc.)

•

01

02

Clearly, the assessment of likelihood and impact requires the AH authorities to gather whatever evidence is available, but also to make judgements. In the case of citi
zens’ security and safety, the matter of impact has a strong personal dimension,
which makes the judgements much harder to reach. While property loss or damage
is upsetting to the owner, the effect of injury can be devastating and even life-changing to the individual, while death is distressing to the family. This makes the “calculation” of impact much more complicated than other applications of risk management.
The ranking of impact on a rising scale is not intended to trivialise consequences
that are assessed as “medium” or “moderate”, but rather to represent the extent or
degree of impact.
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04

05

06

07

The impact if the risk does arise is similarly assessed on the “low-mediumhigh” scale, or again alternatively in a more descriptive way, for example,
“insignificant”, “moderate”, or “major”. To draw attention to the most
serious risks, a fourth ranking can be added: “severe”.

Heat map
Likelihood

08
Daily
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Impact
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This analysis can then be converted into a “heat map”, for greater effectiveness vi
sually (see the illustration on the opposite page). Each risk is assigned to the corresponding square (e.g. rare likelihood, moderate impact). The squares which are
shaded in red present the highest risk and hence the top priority for measures.
Those in yellow represent a moderate risk and hence a lower priority. The boxes
shaded green are generally not prioritised for immediate action.
Risk assessment is a dynamic process. It should be conducted regularly, as circumstances can change. As mitigating measures are taken on the highest risks, their
likelihood and / or impact scores should fall, and the attention may switch to other
factors over time that were previously considered lower priorities.
The next stage is “treating” the risks, in the words of the ISO standard. There are five
potential scenarios, each of which could be applied to citizens’ security and safety:

•

Avoiding or removing the risk itself by deciding not to start or continue with
the activity that gives rise to it (such as refusing permission for a risky industrial
process, or closing down an illegal dumping site that is polluting water sources);

•

Reducing the likelihood that the risk materialises by anticipating the risk
and taking action (which might, in turn lead the assessment to be downgraded,
for example, from “regular” to “rare”);

•

Focusing on the potential impact, by anticipating the consequences
and taking action to reduce their effect (for example, downgrading
the impact from “moderate” to “low”);

•

Sharing the risk with another party or parties, which might be most relevant
where the risk crosses administrative-territorial boundaries, and hence the
costs of taking action (e.g. flood protection measures) are high and the benefits
will be felt by all the parties, who should contribute proportionately; and

•

Accepting the risk by informed decision, so that local citizens understand
that certain activities carry potential dangers, the likelihood and consequences,
and are prepared accordingly.

Of course, it should be noted that every action can have unintended consequences,
so it is important to assess whether or not the proposed solutions create new risks
of their own, and if so, to assess likelihood and impact, and to develop mitigating
measures as the case of fire safety measures overleaf illustrates. As the expression
goes, “prevention is better than cure”. In every case, the AH will wish to anticipate
threats before they become emergencies.

09

10

11

12

+

274

↪

01

02

03

04

05

06

07

Example: Fire risks and reality
According to SESU’s official statistics, there were 78,608 fires registered in the territory of Ukraine just in 2018, in which 2,335 persons were rescued, but 1,956 persons died — a casualty rate of 45.3%. Moreover, Ukraine incurred direct and indirect economic losses amounting to UAH 8.3 billion (approximately EUR 300 million).
A review of the reasons reveals that over 80% could have been prevented: careless handling of fires (mainly in households) was the cause in 66.2% of cases; violation of fire safety rules when arranging and operating the electrical installations
was responsible for 14.9%; while 0.8% resulted from children playing with fire.8
Statistics also show that about 40% of fires take place in rural areas. Hence, risk
management in rural AHs should focus on organising fire-fighting services where
settlements are concentrated, so that the first fire rescue team is able to arrive no
later than the standard of maximum 20 minutes.
Wild (forest) fires with natural causes are also considered a risk in some AHs (as well
as those that are started deliberately). Analysis of fire hazards can include processing of data on mean temperatures during the whole summer period, wind direction,
and characteristics of various tree types in AH forest zones. Having refined this information, the management of AH authorities can forecast an approximate time when
and place where wildfires might start with the highest probability. In treating the risk,
the local fire service head may request volunteers to patrol the designated area during this period and to extinguish fires as they start.

08

What are the opportunities and challenges
for AH authorities?
The legislation of Ukraine envisages both legal obligations and opportunities for AHs
to perform certain functions, which they were unable to absorb before the recent
reforms.

8

Report of the Chairperson of State Emergency Service of Ukraine,
https://www.dsns.gov.ua/files/2019/1/18/321/Публічний звит за 2018 рік.pdf.
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Legal framework for AH powers and duties
Ukrainian legislation specifies the range of powers of LSGBs in ensuring public order
and safety, as well as maintaining law enforcement activity in AH, including the creation of local infrastructure. The legal framework (see below) to exercise certain functions reflect both long-standing responsibilities — such as the own (self-governing)
powers regarding public safety specified by Article 26 of the Law “On Local SelfGovernment” — and the result of recent reforms, especially in relation to the SESU,
which have expanded the obligations and opportunities facing AH authorities.

Relevant laws, resolutions and orders

•

Civil Protection Code of Ukraine

•

Law of Ukraine “On Local Self-Government in Ukraine”, No. 280/97-ВР,
dated 21 May 1997

•

Law of Ukraine “On Cooperation of Territorial Hromadas” No. 1508-VII,
dated 17 June 2014

•

Law of Ukraine “On National Security of Ukraine”, No. 2469-VIII, dated 21 June 2018

•

Law of Ukraine “On National Police”, No. 580-VIII, dated 1 January 2019

•

CMU Resolution “On adoption of the procedure for funding the emergency prevention
actions and removal of its consequences”, No. 140, dated 4 February 1999

•

CMU Resolution “On the local fire department”, No. 202, dated 24 February 2003

•

CMU Resolution “On the approval of the regulations on specialised civil protection
services”, No. 469, dated 8 July 2015

•

Order of SESU “On adoption of exemplary list of civil protection documents being
drafted by central and local executive bodies, local self-government bodies and
business entities”, No. 36, dated 12 July 2016

•

CMU Resolution “On approval of the strategy for reforming the State
Emergency Systems of Ukraine”, No. 61-p, dated 25 January 2017.
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Taking a strategic approach to citizens’ security and safety
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Given the broad range of risks associated with crimes, fires and other emergencies,
there is a good case for AH authorities to develop, approve and introduce a strategic
approach towards public order and civil protection, in dialogue with citizens and
other stakeholders. In this way, they will be able to:

•

Design the policy framework and build public support for decision making
on financing citizens’ security and safety initiatives, including both “hard”
measures (technologies and infrastructure) and “soft” solutions (education
and public participation);

•

Ensure that all relevant employees know what is expected from them and
what actions should take place, and provide citizens with certainty that the AH
authority can see the “big picture” and look after their interests, both of which
are key for public participation in preventive and preparatory actions;

•

Discuss their plans with “protection partners” at higher levels (SESU, NPU,
etc.) and neighbouring hromadas to ensure the best results, including intermunicipal cooperation agreements where appropriate; and

•

Focus on development and attraction of investments without concern that
any emergency will suddenly bring chaos to the AH.

03

04

05

06

07

08

Such strategies should be politically uncontentious to ensure their sustainability and
continuity, even in the event of a change in political power.
This strategic approach may contain several elements, as set out in the rest of this
section:

•

Integrating risk assessment into planning and management;

•

Assigning staff and structures to manage public order and civil protection;

•

Enhancing public order with the National Police of Ukraine;

•

Strengthening civil protection towards fire and other emergencies;

•

Establishing citizens’ security centres (CSCs);

•

Accessing external assistance; and

•

Working in partnership, including inter-municipal cooperation.
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Integrating risk assessment into planning and management
The strategic approach should start from assessing risks to predict threats and hazards and successfully avoid, prevent, localise or mitigate them. Overall, such an approach strengthens the well-being of inhabitants and visitors, improves the business
environment and enhances the investment climate.
Risk assessment could be done rapidly at first, to put the foundations in place. Ideally,
however, it should be performed carefully and comprehensively so that the resulting
measures are developed properly. Given that risk assessment should be reviewed
and updated regularly, Heads of AHs must ensure that their officials responsible for
safety can perform such analytical activity and have the relevant tools and skills.
This will require the AH authority to draw on a diverse range of information, including
citizens’ perspectives (from surveys, focus groups, requests, etc.), statistical data
especially from NPU and SESU, and experts’ opinions, including those of civil society organisations. AH authorities should have access to many sources of information on risks and hazards that are publicly available on request, by law,9 from SESU
and other state institutions and scientific centres. However, AH authorities should
be aware that information is often disbursed across organisations, including those
in the private sector, and hence it is worth building alliances, including cooperation
with neighbouring hromadas. Some threat sources may be located beyond the AH’s
boundaries, such as the emission of harmful substances and disasters, and vice versa. In identifying, analysing and evaluating risks, the AH authority should look at historical trends and patterns.
The AH authority should also think “outside the box” and look at the whole picture
when considering both sources of risk and measures to treat them. For example:

•

•

The process of amalgamation has created a new territory for local
self-government to service. While the AH brings many smaller communities
together, there is always the potential risk of social tensions which
must be taken into account.
The assessment might also reveal that the AH has places with high risk
of social isolation, due to unemployment, fear of violence, alcohol and drug
addiction, lack of family support, etc., which cannot be overcome without

↩ 01
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Law of Ukraine “On information”, No. 48, dated 1992 (with amendments).
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external assistance, and could increase the probability of illegal acts.
Accordingly, such places require additional attention and action.

•
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The AH’s development strategy might envisage, for example, that the AH’s
growth will be based on expanding new and existing businesses, attracting
external investors, appealing to tourists, and / or increasing the number of
recreation and leisure areas etc. Whatever the scenario, the AH authority
should ask itself the question: How will the citizens’ security and safety,
and preservation of property and environment, be secured?

To make a comprehensive assessment of the factors affecting citizens’ security and
safety, and the way forward, the AH authority should:

•

Analyse the demographic and territorial characteristics of the AH
(population density, business base, geographical features, etc.);

•

Map the key objects where risks might arise, and the methods,
conditions and factors that could contributing to their occurrence;

•

Determine the social, cultural and other changes in the AH
that could contribute to the emergence of threats;

•

Analyse the possible preventative actions;

•

Assess the available and potential resources of the AH to manage risks; and

•

Reflect on experience — what have the AH territories managed
to do in the past (and not), and why.

08

The goal should be to build up a coherent picture of what is going on in the AH, so that
the AH authority can focus on:

•

Threats that may or may not exist, especially those that concern
the citizens most of all (pain points);

•

Social, cultural, political and economic changes contributing
to evolving threats, as well as their causes and consequences;

•

Strengths, weaknesses, resources, opportunities and restrictions
in resolving the concrete security and safety issues;

•

Key stakeholders and partners in charge of public order and civil protection;

•

Implementation of actions to forecast, prevent and respond to concrete
security and safety issues.

Citizens’ Security and Safety

Citizens’ security and safety should always be a factor in the preparation and implementation of spatial plans. The use of risk-based analysis in spatial planning can prevent risks from arising and safeguard lives by ensuring rapid responses. For example:

•

To hit the strategic target of a 20-minute response to fire alarms,
the AH might consider, say, the option of constructing a road between
two villages against the alternative of building a second fire depot.
If cost-benefit analysis shows that investing in transport infrastructure
will positively affect the response time of the first depot, this could slant
the decision in favour of this option and solve two problems at once
(better connectivity within the AH and improved citizen safety).

•

Risk assessment can show that the AH is able to prevent flooding of
populated territory if they forbid construction of houses in the “red zones”.

•

The cost-effective creation of a network of shelters, or buildings adapted
for shelters in case of crisis, can be also a positive result of risk-based
spatial planning.

A comprehensive approach to risk identification should consider new and emerging threats, which do not have proper recommended response actions (for example,
attacks by hackers on the AH’s information systems, regional terrorism etc). These
unusual threats for Ukrainian self-government bodies can also be addressed at the
local level. For example, the “Resilient Ukraine” project, financed by the Government of Estonia and implemented by the International Centre for Defence and Security (ICDS), provides AHs with consultation and recommendations regarding establishment of “community hubs”, where volunteers can make their own input in
cyber-safety of municipal online systems and resources, conduct research on information leaks or fraud information, if it can somehow have a negative impact on community behaviour, etc.

Assigning staff and creating structures and systems
AH authorities can only become successful in managing public order and protecting
the public, which is a continuous and complex process, if they build their own capacity and develop dialogue and understanding with key stakeholders.
The AH authority is singularly well placed in the AH to provide the coordinating
function across different institutions with an interest in citizens’ security and safety, including the territorial sub-divisions of the NPU and SESU, the health care sector,
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businesses (especially those in high risk sectors), utility enterprises (gas, electricity,
water, energy) and citizens’ representatives (including volunteers and other residents).

01

02

Depending on the risks that the AH faces, and whether and how these risks become
reality, the AH authority needs to have the systems in place for preventative measures and the plans in place to respond flexibly and quickly to emerging and possibly
sudden situations. This starts with staff and structures.
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To deliver its legal responsibilities and create a safe and secure environment for citi
zens, the Head of AH should consider the following steps:
1. Assigning responsibility to one Deputy Head of AH for public order and civil
protection;
2. Introducing a job profile in one of the AH’s structural units with tasks related to
public order in the official’s job description;
3. Creating a civil protection division within the AH’s executive body as a distinct
unit, or at least assigning an official with responsibility to coordinate civil protection, depending on available capacity (staff) and resources (budget) and taking
account of the AH risk assessment, local conditions, population density, developed networks and infrastructure, etc.; this division assumes the responsibilities
of a standing AH civil protection management body under Article 19 of the Civil
Protection Code of Ukraine, which determines the powers of LSGBs to replicate
the tasks of the state’s CP-USS at the local level, namely, preventing emergencies, responding to them and addressing their consequences, and drafting AH
council decisions accordingly (see box on the right 10);
4. Setting up two commissions — on human-made and environmental safety and
emergencies, and evacuation; and
5. Putting in place civil protection forces in accordance with CMU Resolution
No. 469, including emergency rescue services, civil protection units (including
the voluntary ones), specialised civil protection services, fire and rescue units,
voluntary civil protection forces.

10 The AH civil protection management body will also be required to draft other documents,
in accordance with SESU Order No. 36.
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Decisions to be drafted by civil protection division

•

On establishment of a local commission on human-made and
environmental safety and emergencies, and adoption of a regulation
on this commission;

•

On establishment of an evacuation commission;

•

On assignment of an activity manager to remove the consequences
of potential local emergencies;

•

On establishment of AH civil protection forces and adoption
of regulations on them (dedicated civil protection services, emergency
rescue services, civil protection units, local and voluntary fire protection
service, voluntary civil protection units);

•

On adoption of a regulation on a special commission on removal
of local human-made and natural emergencies;

•

On establishment of AH civil protection means (protective civil
protection facilities, radiological and chemical protection means);

•

On establishment of financial and material reserves to prevent
emergencies and remove their consequences; and

•

On establishment of control points.

It should be noted that, since the start of the SESU reform, its regional divisions
have conducted training for newly elected Heads of AHs and AH officials who are in
charge of civil protection.
The staff working on public order and civil protection should continually consider
how best to actively encourage and enable the participation of the AH’s residents as
a shared responsibility. Often, they may not know about their role and impact on local security and safety policies. Therefore, AH leaders face a task to encourage residents to become catalysts for change in their territories.
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Enhancing public order with the National Police of Ukraine
The legal framework in Ukraine prescribes LSGBs, including AH authorities, as public entities that contribute to ensuring national security, public order and protection
of citizens’ rights and freedoms, and supporting law enforcement on the ground.11
More specifically, the Law of Ukraine “On National Police” obliges AH authorities to
provide service premises to police units, free of charge, equipped with furniture,
the means of communication, transport and other facilities.
As well as providing police officers with a workplace, AH authorities can contribute
to creating a safer environment for their citizens and businesses through cooperation with police and other stakeholders, and designing and implementing public order and crime prevention measures, including investing in infrastructure solutions,
through targeted programmes, including:

•

Ensuring good street lighting in the dark hours, so pedestrians are visible
and can see potential risks and hazards (which can have an indirect impact
on criminal activity);

•

Repairing pavements and roads, so that they are safe to walk and drive on;

•

Determining jointly with citizens, enterprises and other institutions
whether and where there are dangerous zones or “hotspots” for crime
or even traffic accidents in the AH that deserve special attention;

•

Installing or expanding a video surveillance network (CCTV),
particularly in public areas and “hotspots”;

•

Setting up systems to elicit citizens’ views on strengthening local security and
responding to their requests with specific actions to enhance public confidence;

•

Formulating priorities for spatial planning (urban development), which are
important to the local population, to turn the whole AH into a “safe zone” that
makes it (more) attractive for investment by domestic and foreign enterprises;

•

Working with the police to support education programmes (through schools,
media and elsewhere) regarding laws and citizens’ rights.
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11 Law of Ukraine “On National Security of Ukraine”; Law of Ukraine “On Local Self-Government
in Ukraine”, with both own (self-governing) and delegated powers; Law of Ukraine
“On National Police”.
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AH authorities can already claim many success stories: opening police stations; installing dozens of CCTV-cameras across their territories; and establishing joint working groups with police to inform them about their needs, for example in Zhytomyr,
Donetsk and Luhansk oblasts.
First and foremost, it is the police themselves who are responsible for law enforcement in each AH. The National Police of Ukraine (NPU) plans and organises police
activity to take account of the circumstances in each oblast and issues in individual
AHs, including the ratio of police officers to citizens, to ensure productivity and public confidence. Nevertheless, the strategy of law enforcement authorities remains
centralised and does not always meet AH’s needs. However, Article 11 of the Law
of Ukraine “On National Police” requires the NPU to carry out police activity using
the partnership principle — in close cooperation with the population. This includes
preparing and implementing joint initiatives to meet people’s needs and improve the
efficiency of tasks being fulfilled by the police force.
This starts with dialogue and consultation. The Law “On National Police” requires
heads of territorial police offices to meet with LSG representatives. This should include holding open meetings with representatives of AH authorities at least once in
every two months. This information exchange can lead to “win-win” situations for
both parties. For example, let’s say the AH has specific spots which are prone to
road accidents and most are concentrated. The police (and ambulances) can only
respond to the incidents themselves, but the AH authority has the power to change
the conditions that contribute to the concentration of accidents, for example through
road design (e.g. measures to calm traffic), removing “blind spots”, or better signage
or campaigns to warn drivers. This will not only lead to a reduction in injuries (and
potentially save lives), but also the workload on police and medical services. To get
to this point, the NPU and AH representatives need to come together to understand
the causes of hazards and the most suitable and cost-effective solutions.
This concept of continual communication and interaction at the local level can be
summed up by the English expression, community policing, which is literally being
put into practice by the NPU through the following joint project with hromada authorities. Available resources do not allow the NPU to employ police officers in every
rayon, carry out preventative activity and respond to citizens’ requests. In this context, the NPU started implementing projects in 2019 that were intended to increase
the number of law enforcement officers on the ground with the financial support of
hromada authorities.
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Project “Hromada Police Officer”
The project’s main purpose is to provide each hromada with an individual officer,
who will live and work in its territory, with his or her costs partly financed by the AH
budget. Hence, he or she will report to the AH authority, as well as the head of the
local NPU office.

01

02

The hromada police officer will be selected by completing an application form, followed by a two-stage process. The first stage involves testing the applicants’ level
of logical skills and analytical thinking, and evaluating their knowledge of legislation.
If they pass the first stage, they will proceed to the second one, personal interviews
with a special commission of the NPU and AH representatives. Once the commission has chosen a candidate, he or she will participate in special preparatory course,
developed by Ukrainian and international law enforcement experts, within two and
a half months.
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The first “hromada police officer” project was launched in Dnipropetrovsk oblast,
which had 60 AHs at the time, the largest number in the Republic. It is envisaged
to implement the project in two stages: with 802 AHs in 2019, and extended to the
whole country in 2020.
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Source: https://www.npu.gov.ua/ya-tut.html
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This community policing can be extended further by engaging citizens to become
activity involved in crime prevention and detection in their own buildings, yards or
streets, which is known as neighbourhood watch. This initiative not only increases
confidence in local security, but also brings residents together in a common cause.
It is not an excuse for “snooping” or vigilantism, as residents must always stay within the law themselves, but instead it is an opportunity to raise legitimate concerns
with the appropriate authorities.
There are other innovative ways to increase the presence and prominence of law
enforcements in AHs, including the inspiring example of so-called local “sheriffs”
(actually, municipal public order and household inspectors), which was pioneered
in Kherson and which has since spread to other oblasts. As the recruits were previously jobless, this is another case of “win-win”, given it helps to reduce local
unemployment.
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“Neighbourhood watch” project
“Neighbourhood watch” works by local residents of a building or territory agreeing to
come together and cooperate with NPU and / or LSGB representatives to keep public
order or prevent crime and vandalism in their areas. This means taking care of their
own homes and other assets, looking out for each other, identifying potential and actual infringements of the law, and interacting with police and LSGBs so they can take
action to protect the area through protection or intervention.
On April 2017, the project “Neighbourhood Watch” was first introduced to Ukraine
in the city of Vinnytsia. The project was further rolled out in 2017 in the cities of Boryspil, Rivne, Lutsk, Khmelnytskyi, Chernivtsy, Kremenchuk and Kherson, and in the
villages of Vita Poshtova and Yuriivka (Kyiv oblast). In 2018, representatives of administrative police together with IREX introduced this project in the cities of Poltava
and Kryvyi Rig.
The procedure of making a “safe yard” plan, the roles of residents and the programme’s implementation are all described in the “Neighbourhood Watch” manual
and notebooks prepared by the Council of International Scientific Research and Exchange (IREX Ukraine) jointly with the NPU.
Source: http://cop.org.ua/ua/ukrainskyi-dosvid/zahalnoukrainskyi-dosvid/susidska-varta

Case study:
“Sheriffs” for hromadas (Kherson oblast)
Historically, rural hromadas have always been short of rayon police officers, but their
numbers had also been falling to half of the levels in recent years. One officer could
serve 10-15 villages, covering a distance of up to 100 km. In the absence of law enforcement, the criminal situation on the ground was escalating and people in hromadas were forced to ensure security on their own. Each hromada that does not receive
qualitative law enforcement services from the state can introduce the positions of
law enforcement and territory improvement inspectors to village councils or AHs,
and use volunteers or “public patrol officers”.
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In 2011, Kherson Oblast Employment Centre initiated the innovative “Sheriff” project, inviting jobless residents and involving them in enforcing public order, covering
all rayons in the oblast, thanks to promotion by LSGBs, police and public.
How does the project work? From the outset, the rayon police officers collect information concerning the hromadas’ needs for law enforcement and submit it to the
main department. Employees of the Employment Centre select nominees for these
positions from local residents who are registered as jobless. In parallel, they also
make arrangements with the LSGBs to ensure the “sheriffs” have suitable working
conditions (premises, office equipment etc.). Each nominee takes a professional efficiency test and the selected nominees are coordinated with the LSGB management. During 2011–2017, almost 1,400 jobless people in Kherson oblast were involved in the “Sheriff” project. An “Institute of Sheriffs” has also been established
in Kharkiv and Poltava oblasts.
Source: https://www.prostir.ua/?news=sheryfy-chy-munitsypalna-politsiya-yaku-formuorhanizatsiji-bezpeky-obyrayut-hromady
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Strengthening civil protection
08

Article 19 of the Civil Protection Code of Ukraine clearly specifies the role of LSGBs
in providing civil protection on their territories and, accordingly, the powers and duties of Head of AHs. These include:

•

Developing and implementing civil protection programmes and plans;

•

Establishing and managing emergency rescue services;

•

Alerting and informing the population about potential threats,
as well as emergencies when they happen;

•

Training the population in how to act in emergencies; and

•

Evacuating the population.
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The 2017 strategy for reforming the state emergency system12 recognised that
SESU’s resources were stretched too thinly to cater for remote settlements and rural areas. Equipment was outdated (over 80% was more than 30 years old) and
needed replacing. The adoption of the strategy signalled a shift in approach, which
foresaw a greater role for LSGBs, especially AH authorities, in close cooperation with
the SESU, both at the oblast (main department) and rayon (divisional) levels. There is
also a stronger emphasis on community involvement, including volunteers.
Putting risk management into practice, civil protection can be seen as having two
key dimensions — prevention and preparedness.

•

Prevention is about removing or reducing the risk of emergencies happening.
Supervision and controls play an essential part in prevention, if they ensure
that economic entities and governmental institutions have proper procedures
and technology in place, for example, regarding fire safety, handling chemicals
or toxic waste, and avoiding air and water pollution. It can also include
preventative measures, such as fire breaks in forests.

•

Preparedness is about putting in place the plans, people, procedures, facilities
and infrastructure to ensure that the AH authority and its partners are ready
to react when risks become reality and emergencies occur. This has several
elements as shown in the diagram below. It means ensuring that systems
are robust and people are resilient in the face of all eventualities.

Alert & inform

Respond, rescue and remedy
(e.g. tackle fire or chemical spillage, provide shelter,
evacuate citizens, etc.)

The core of the civil protection system is response, rescue and remediation. As
fire is statistically the most probable risk, the focus tends to be placed on the fire
protection service (FPS), but the AH authority must be able to deal with all sorts
of emergencies — e.g. road traffic accidents; natural disasters, such as flooding or
landslides, industrial accidents, etc. — as well as dealing with the after-effects of
these emergencies.
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While SESU is responsible for the state FPS throughout Ukraine, AH authorities can
coordinate with SESU and establish a local fire protection service in settlements
where SESU does not have a presence.13

01

Like the state FPS, each local FPS is entrusted by laws and regulations with both prevention and preparedness:

02

03

04

•

Conducting awareness-raising campaigns for the public on fire safety
to reduce the incidence and consequences of fires;

•

Instructing and checking compliance of citizens, enterprises and other
institutions with fire safety rules;

•

Providing information to state FPS units (SESU) on the readiness
of the local FPS to fulfil their tasks and supplying up-to-date, online
information on fire incidents;

•

Taking part in extinguishing fires, rescue activities, and removing the
consequences, including the involvement of voluntary fire protection teams.
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The AH leadership should determine how many fire rescue teams are required to ensure the local FPS operation with a 24-hour duty rota, and the type and quantity of
fire trucks and emergency vehicles, and fire-fighting and other equipment, required
for an effective service. The AH authority should also determine the location of the
local FPS during the preparation of its spatial planning documentation.14 These calculations should take two factors into account:

•

The risk analysis, regarding the priorities for dealing with fires,
emergencies and other hazardous events; and

13 The local FPS is subject to the full legal framework governing fire safety activities,
including 2003 CMU Resolution No. 202.
14 As specified by Article 16 of the Law of Ukraine “On Regulation of Urban Development Activity”,
taking into account the requirements of Urban Development, Planning and Development of Urban
and Village Settlements adopted by the Order of State Urban Development Committee No. 44,
dated 17 April 1992 (with amendments and modifications).
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The response time from first notification of the emergency to arrival at the
scene, which should be no longer than 10 minutes in cities and towns and
20 minutes in the countryside.

It is expected that fires should be extinguished by the joint efforts of the local FPS,
SESU fire rescue brigades (state FPS) and voluntary fire protection teams.
The idea of hiring volunteers is to ensure there is enough coverage for fire or other
incidents anywhere in the AH — if needed. For example, the AH authority might wish
to ensure there are three or more volunteers in each settlement, depending on the
risk analysis. Volunteering is seen as a flexible solution to developing the civil protection system by the key stakeholders, including SESU and the Ministry of Development of Communities and Territories. In some cases, the local volunteers could
be called out to supplement the permanent local team, if more trained fire and rescue personnel are needed. In other cases, the volunteer fire-fighters might be able
to extinguish small fires on their own, or to bring the situation under control before
the local FPS team arrives. This requires the AH authority to have the means to fight
fires (including a pump-driver) in every settlement.
IREX’s “Manual for the Organisation of Civil Protection in Territorial Hromadas”, produced in cooperation with SESU, proposes three potential schemes for organising
volunteers:
1. The AH authority organises an integrated model, whereby
volunteers respond together with professional (full-time)
fire‑fighters, and are involved only for call-outs.
2. The AH authority opts for a fully voluntarily team, with
a full‑time fire-fighter as the team leader and volunteers
operating in service shifts.
3. The AH authority combines volunteer and professional
fire‑fighting teams, with the volunteers organised through
an NGO that is financially independent from the AH authority.
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Case study:
Volunteering in Sosnytska AH (Chernihiv oblast)
Sosnytska AH was created in October 2017 with 15 villages and a total population
of 10,607. Even before amalgamation, civil protection had significant importance to
the hromada leadership, and hence Sosnytska village council had already approved
a programme of ensuring fire safety in its territory for 2017–2019 through a decision dated 28.12.2016. During the period 2017–2018, UAH 45,000 (approximately €150) was allocated from the local budget for the programme’s implementation.
Following amalgamation, however, the AH authority realised that 40% of fires were
happening in rural locations far from the AH centre, which were difficult for firefighters to reach in the maximum time of 20 minutes. In searching for more effective approaches to respond promptly to emergencies hromada, the AH authority made the
decision to participate in U-LEAD with Europe’s initiative on “Improving Civil Protection in AHs of Ukraine” in 2019, which was implemented by the Association of Volunteer Fire Brigades of Republic of Poland.
Immediately after returning from a study visit to Poland, the Executive Committee
of the Sosnytska AH Council issued decision no. 77 of April 16, 2019 on creation of
a Volunteer Fire Brigade (VFB), with the motivational and methodological support of
Chief Department of SESU in Chernihiv oblast.
The purpose of creating the VFB creation was not only to improve the safety of local citizens, but also to significantly save the local budget. Following training in
fire-fighting, the VFB was formed from employees of the communal enterprise, KP
“Blagoustriy-Sosnytsya” who live in the villages of Volynka, Pekariv and Chornotychi
and their acting starostas — 12 people in total, 4 for each starosta district. Fire-fighting depots and fire trucks were repaired, thanks to the efforts of the AH, and a safety
plan was developed. The newly established VFB was included in the operational unit
of the SESU and its plan of activities and funds involvement. As at October 2019, the
VFB had been called out nine times for emergency situations.
The Government of Poland has noted the active participation of the Sosnytska AH
in U-LEAD’s initiative and the establishment of its capable VFB, and hence, the Embassy decided to support the AH with an additional four sets of modern fire-fighter
clothing and a medical bag for first aid provision.
Source: https://cn.suspilne.media/episode/18286; https://sosnitsa-rada.gov.ua/
dobrovilni-pozhezhni-komandi-otrimali-sporyadzhennya-ta-posvidchennya/
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Volunteering should be considered not only as a means of improving public safety in
the AH, but also as a potential instrument to socialise and reintegrate veterans, and
vulnerable or socially excluded groups. Volunteering should not be seen as a “cheap
and easy” alternative to employing permanent and full-time staff, but must be approached carefully to ensure selected candidates are suitable, and do not harm the
reputation of the whole movement. At the same time, the AH authority must ensure
good motivation and effective communication with the volunteers, to avoid the risk
of high “rotation” of volunteers due to insufficient motivation.
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When hiring fire and rescue personnel, whether permanent or volunteers, the AH
authority must avoid discrimination, including by gender (equality of men and women), race, ethnicity, social background or sexuality. This applies also to the rescue
operations themselves, which should be carried out for all who require assistance
without restrictions.
In accordance with the 2017 reform strategy, SESU’s cooperation with AH authorities can include:

•

Transferring SESU assets for the local FPS in rural settlements, subject to the
consent of the AH authority;

•

Equipping existing fire stations of the local and voluntary fire protection teams
with fire rescue facilities and specialised equipment, subject to the consent of
the AH authority;

•

Providing methodological and practical assistance on establishing local and
voluntary teams and fire stations;

•

Preparing proposals to improve the qualifications of civil protection experts, and
providing training to the staff of local and voluntary fire protection teams in AHs.

The AH authority should prepare an educational programme and plan for special certificated training of both the local FPS employees and the volunteers, to
train them in how to respond to emergency situations and to cooperate with other
services.
At the AH authority’s request, SESU can arrange special training at either: its training centre of the main administration in Kyiv; the oblast training stations of its special purpose emergency rescue squads; the vocational school of Lviv State University
of Life Safety in the city of Vinnytsia; or its training centre of civil protection operating and rescue service. Ideally, the AH authority would start to organise training in
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parallel with the construction / refurbishment and equipping of the fire and rescue
station (or citizens’ security centre — see next sub-section), so that the local and voluntary staff are ready to work at the same time as their facilities. All employees and
volunteers that take part in rescue activities should be trained in how to treat, provide assistance and rescue people with special needs.

01

02

The AH authority must also provide insurance to protect the health and lives of local FPS staff during the performance of their tasks, the expense of local budget, in
accordance with the Law of Ukraine “On Mandatory State Social Insurance” and the
CMU Resolution “Regulation on procedure and conditions of mandatory personal insurance of departmental and local fire protection service employees and voluntary
fire brigade (team) members” No. 232, dated 3 April 1995 (with amendments and
modifications).
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LSGBs, including AH authorities, are obliged to ensure the readiness of citizens for
any emergencies, if and when they arise. If residents are ready with the required
knowledge, skills and facilities, then it will take less time and resources to organise
them in the critical period, thereby reducing or avoiding victims. The basic tools are
an alerting system, providing shelters (where and when needed), evacuation plans,
and evacuation exercises.
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An alerting system is a logically organised set of technical equipment and responsible staff, which enables the AH to warn all the citizens about possible or real threats,
and inform about required behaviour or actions in the shortest time. Different communities can organise alerting system in different ways: via local radio or TV station,
loudspeakers, SMS-cascade alerting, focal points, etc. There is no common “best
practice” as every community is quite specific and has its own most effective means
of communication. The main criteria is that the system is capable of sending appropriate messages to the whole population and these messages will be seen / heard
by everyone. In terms of digitalisation of society worldwide, AHs need also to bear
in mind new ways of communication (e.g. alerting apps, social networks) as one of
many instruments — but not the only one! The AH authority, or any other organisation
that initiates the alert (e.g. citizens’ security centres, SESU, ministries, neighbouring
hromadas, etc) must be able to reach other institutions and, most importantly, all
AH residents and must be certain that these messages will be seen / heard by all of
them, including citizens might have restricted eyesight or hearing.
Early warning systems are essential, but can be totally ineffective if LSGBs do not
have well-elaborated plans for sheltering and evacuation in case of emergencies.
Such plans should be developed to take account of all the places in the hromada
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Case study:
Ivanivska AH (Ternopil oblast)
Ivanivska AH was formed in July 2015 from four villages with a total population of
1,592. From the outset, civil protection became a pressing need for the AH, as the
nearest fire rescue unit was a long distance away and was incapable of assisting the
AH’s residents within a short time. Having weighed up the pros and cons, and taking
account of the proposals of the SESU unit in Ternopil oblast, the active members of
the AH decided to establish a local fire-fighting unit. Its main purpose and task was
to reduce the time of arrival to the place of call, preserve lives, and protect the AH
territory and material heritage. The proposal was submitted to the AH council for
consideration and was approved in September 2017. A local fire protection team
was established in the village of Ilavche, and four AH residents were trained and
provided with jobs.
The initiative to establish a local fire protection team was pursued actively by the
Head of AH, representatives of Terebovlianska rayon unit and staff of the SESU department in Ternopil oblast and was promoted also by the heads of Ternopil OSA
and Terebovlianska RSA.
More broadly, it only became possible to establish local fire rescue teams in Ternopil
oblast because of the following actions:

•

Commissions for human-made and ecological safety and emergencies
submitted proposals to the OSA, RSAs and AHs;

•

At the initiative of the Ternopil SESU Department, plans for pilot projects were
drafted for each AH and adopted between the RSAs and AHs;

09

Representatives of SESU’s rayon divisions and oblast department personally
raised the issue of establishing local fire-fighting teams at the AH council
meetings; and

10

•
•

It was included in the OSA’s work plan.

Based on the fire statistics in Ternopil oblast, it can be stated with certainty that one
third of all countryside fires are now dealt with solely by the local fire-fighting teams.
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Source: https://storage.decentralization.gov.ua/uploads/library/file/330/
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Krashipraktiki_09_2018.pdf

+

294

↪

01

02

03

04

05

06

07

08

where people might be located, at home, work or leisure. They should foresee many
different variables, including inter alia:

•

Type of emergency;

•

Day-time / night-time;

•

Season of the year;

•

Citizens’ movement patterns (e.g. from village to town during worktime);

•

Location of safe zones or shelters relating to the type of emergency;

•

Geographical peculiarities;

•

Road conditions.

Obviously, it is impossible to develop a model plan that anticipates all emergencies
under every circumstance. Since the AH’s experts know their local situation better,
they can develop practical plans for all of the most relevant cases, linked to the risk
assessment. Route planning should take particular account of the needs of citizens
with disabilities.
While early warning must be linked to evacuation planning, this in turn requires
the plans to be practised regularly and properly. Unfortunately, people sometimes
do not take such evacuate exercises seriously, as necessary for their future survival, because they think “this will never happen to me”, or because they are conducted in the manner of a game. Obviously, such situations can have extremely negative
consequences in conditions of real danger. In order to safeguard citizens’ safety,
AHs should treat evacuation exercises as mandatory measures in implementation of
their local public safety policy. Appropriate mass-explanatory campaigns can help
to reduce resistance of people to such activities and shift perceptions to see them
as essential.
Evacuation exercises should be conducted with different scenarios depending on
potential risks facing the AH. This will prepare citizens better for a wide range of
emergencies and make them more interested in conducting such activities on a regular basis. At the same time, local officials should not organise them too frequently,
as this will take too much time and lead to loss of interest.
Alerting is a two-way process. There must be mechanisms for citizens and businesses to easily and quickly alert the appropriate authorities (SESU or AH) about
the emergency, but equally there must be the means for these authorities to alert
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the citizens and businesses, especially if the emergency is sufficiently serious that
it requires the public to use shelters or evacuate the area. In the latter case, the AH
authority will need an automated central alerting system that uses all the relevant
media — local radio or TV broadcasting, loudspeakers, SMS-cascades, key contact
persons, social networks, etc. — as suits the situation in the AH.

Establishing citizens’ security centres
To provide a locus for their public order and civil protection measures, AH authorities
are increasingly introducing citizens’ security centres (CSCs). Starting in just a few
oblasts (Donetsk, Rivne, Odesa, Vinnytsia, etc.), CSCs are becoming a popular solution across Ukraine for integrating different services in one building.
The core activity of CSCs is fire, rescue and other emergency services, as a location
for teams, trucks and equipment. However, CSCs can also be multi-functional, potentially hosting police services, emergency medical care services, offices and meeting
space all under one roof. The decisions on which services to accommodate will depend on the existing infrastructure in the AH and discussions with SESU, NPU and the
officials and institutions responsible for healthcare. The CSC is established as a public utility, which can potentially accommodate some or all of the following services:

•

A dispatch service, equipped with appropriate communications
and alerting facilities;

•

The situation centre, receiving the feeds from video surveillance,
so that the AH’s security can be monitored;

•

Rooms for duty shifts of fire-fighting and rescue teams, including
night rest and meals;

•

Rooms, with a separate entrance, to locate the NPU post (police station);

•

Rooms to locate the ambulance duty shift;

•

Garage for at least two specialised vehicles.

If the CSC has sufficient space, it can become the location for training activities to
improve skills and qualifications of law enforcement officers and fire-fighters.
The CSC can also be the platform for residents to meet together and discuss the key
question: how best to make the AH safe and comfortable? The venue can be the focal point for information, education and consultation, forming priorities for public
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order and civil protection, developing projects, and conducting training. For the police, such institutions are important as they allow them to discuss issues, including
the dynamics of criminal situations, in comfortable conditions. For AH authorities,
the CSC can improve communication with the local population and involve the public in the decision-making process to help to develop targeted programmes on crime
prevention and civic protection.
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At the same time, CSCs can also be considered a “cultural space”, which is enjoyed
by local people and part of the natural fabric of the AH. To achieve this status, it is
worth investing in modern and “non-standard” architectural solutions, which will
make the CSC visitor-friendly and reflective of the AH, as well as flexible enough to
adapt to its various purposes. Some AH authorities even offer their space to citizens
for celebratory functions, such as weddings and other events, which can bring in additional income.

Accessing financial assistance
↩ 03
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AH authorities can finance their targeted programmes for public order and civil protection15 from their local budgets, as well as voluntary contributions from individuals and legal entities, including enterprises, charitable organisations and citizens’ associations. They can also apply for state subsidies and subventions,16 namely from:

•

State Fund for Regional Development (SRFD); and

•

Subvention from state budget to local budgets for infrastructure
development of AHs.

These state funds can be used for constructing, reconstructing or overhauling facilities in municipal ownership. Information on how to develop and implement infrastructure projects is posted on the SESU website.17

15 In accordance with CMU Resolution “On Adoption of the Procedure for Funding the Emergencies
Prevention Actions and Removal of its Consequences”, No. 140, dated 4 February 1999.
16 http://www.minregion.gov.ua/napryamki-diyalnosti/regional-dev/derzhavna-rehional-na-polityka/
derzhavniy-fond-regionalnogo-rozvitku.
17 http://www.dsns.gov.ua/ua/Metodichni-materiali.html.
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Case study:
Attracting state budget funds
for civil protection measures (Khmelnytskyi oblast)
Most newly-established AHs have limited financial capacities to spend on civil protection. For example, just two of 39 AHs of Khmelnytskyi oblast have deficit-free
budgets. In this context, Heads of AHs, Khmelnytskyi’s SESU oblast department, the
OSA’s Regional Development and Construction Division, and the Khmelnitsky LGDC
has succeeded in attracting money from the SFRD and the state subvention for infrastructure development of AHs, in particular for:

•

Creating local fire-fighting forces, including construction of CSCs;

•

Procuring fire-fighting and rescue equipment for new or existing forces; and

•

Modernising alerting systems.

In this way, local fire-fighting forces have been established in three AHs in the
oblast — Kolybayivska, Poninkivska and Lisovohrynivska — with UAH 1,890,000 (approximately EUR 63,000) from the SFRD and UAH 1,200,000 (approximately EUR
40,000) from the state subvention.
Source: https://storage.decentralization.gov.ua/uploads/library/file/330/
Krashipraktiki_09_2018.pdf
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Working in partnership
As the legal framework in Ukraine makes clear, citizens’ security and safety is not
a matter for LSGBs on their own. This issue requires AHs to work together with other governmental institutions, either at the same level (for instance, other AHs) or at
a higher level (for instance, rayon, oblast, centre). This concept is known as multi-level governance (MLG) — how public authorities at various levels, each with their
own responsibilities and resources, coordinate plans and activities with each other and interact with other stakeholders, including non-governmental organisations
(NGOs) and enterprises. For example, AH authorities could approach local NGOs
concerning potential cooperation and open up the opportunity to provide assistance
on a contractual basis, so that municipal staff can focus on their daily duties.
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For AH authorities, MLG means that they should be aware of the objectives and operations of national and regional authorities, to understand where they are integrated and can make these relationships understandable for citizens. For instance, there
is a common opinion that only the NPU is in charge of public order, but town, settlement or village security is a joint responsibility of the police, local authorities and
residents, according to both legislation and good practice.
Besides, many AHs are not sufficiently prepared to resolve all security and safety
issues on their own. Quite often, newly-established AHs do not have a full set of ci
vil protection services, as their support is too expensive. Even for longer-established
AHs, they might provide these services in a more effective and efficient way by joining forces and pooling resources with their neighbours. This can include joint training
of fire and rescue services, local volunteer contests, inter-municipal campaigns to
raise awareness of special threats, joint large-scale evacuation exercises etc.
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Case study:
Inter-municipal cooperation (Cherkasy oblast)
Steblovska and Selishchenska AHs and Zarichansk village council have signed a cooperation agreement on implementation of the joint project “Purchase of a fire truck
for the needs of local fire protection unit of Steblovsk settlement council”. In the future, the implementation of this project will enable more than 10,000 residents of
12 settlements of Korsun-Shevchenkivskyi rayon to rely on prompt and efficient services of the local fire brigade, aimed at jointly addressing the problem of ensuring
the protection of the population from the consequences of natural and human-made
emergencies, saving lives and preserving municipal and private property.
The relevance of the project lies in cooperation aimed to address jointly the problem
of population protection from the consequences of natural and human-made emergencies, saving lives and preserving the health of people, communal and personal
property.
This new agreement on inter-municipal cooperation, among others, was concluded
due to the “Workshop on cooperation of Cherkasy AHs’, conducted by the U-LEAD
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Cherkasy Regional Centre for local self-government development and Cherkasy Regional Development Agency, with the support of the Cherkasy RSA’s Department of
Regional Development.
Source: http://www.siogodennya.org.ua/?p=76488

The Law of Ukraine “On Cooperation of Territorial Hromadas” specifies the mechanisms for addressing common issues, such as developing infrastructure and improving service quality to the population. The potential of partnership working is exemplified by the cooperation initiated by AHs in Novograd-Volynsky rayon, which sought
to tackle both public order and civil protection challenges in collaboration with nonAHs, NPU and SESU.

Case study:
Novograd-Volyn partnership — security for all
(Zhytomyr oblast)
The Novograd-Volyn partnership was established to minimise the security problem
faced by multiple communities, which are connected by transit routes across the
rayon, and which are affected by organised crime, fires in landfills and forests, and
dumping waste by the roadside, which creates risks for individual farms.
This is how the idea of the partnership came about, initiated by four rural AHs (Bronylivska, Horodnytska, Pshyvska and Chyzhivska) and three other hromadas (Gulska, Nataliivska and Suslivska), under the responsibility of the Deputy Head of Bronylivska AH.
With the addition of the urban AH, Novograd-Volynska, a working group was formed
comprising the Head of Rayon Council, representatives from each of the five AHs,
the Novograd-Volyn Police Department, and the State Emergency Service of Ukraine
(SESU), and prepared the project: “Implementation of new safety standards on

09

10

11

12

+

300

↪

01

02

03

04

05

06

07

08

formation of comfortable and safe space for residents of 23 territorial hromadas of
Novograd-Volyn rayon of Zhytomyr oblast”. Ultimately, an intermunicipal agreement
was signed on 28 February 2019 by the five AHs and 18 village councils of Zhytomyr
oblast that had not amalgamated at the time of the agreement (Bronytskogutyanska, Velykogorbashivska, Velykomolodkivska, Gulska, Didovytska, Zholobnenska, Kykivska, Kiyanska, Kolodyanska, Nataliivska, Nesolonska, Oreshkivska, Pylypovetska,
Stryivska, Ternivska, Tokarivska, Yarunska and Suslivska).
At its first meeting, the working group considered the situation and took several
key decisions which are being subsequently implemented. Analysis of primary data
showed a significant increase in calls to the police from villages during the last three
years. Mapping the location of these registered police calls’ locations confirmed
that it would be feasible to establish just four Security Centres in order to cover the
needs of all 23 communities. Unfortunately, primary data on categories of emergencies was not yet available from SESU, nor information on the time elapsed between
the emergency / fire happening and the call to SESU dispatcher. Similarly, there was
no data available from the Regional Emergency Medical Services Centre at the time
of the working group, but it was recognised that supplementing the project with
a medical component was likely to be impractical, except for the establishment of
emergency medical dispatch (EMD) brigades in the newly established Citizens’ Security Centres. Internet providers operating in the local market have reported on
plans of creating network can be used for project purposes.
As a result of the project, it has been agreed to establish a communal enterprise,
with the five AHs as founders and the other hromadas cooperating with it on a contractual basis.
The project has already had a positive impact in generating interest from the local
populations, especially military veterans, as they have better understanding of safety issues and are ready to support project implementation, creation of volunteer fire
brigades and municipal guards.
Sources:
https://www.csi.org.ua/news/partnerstvo-zarady-bezpechnogo-zhyttyevogo-seredovyshha;
https://www.csi.org.ua/news/novograd-volynsk-na-chasi;
https://www.csi.org.ua/articles/partnerstvo-spivrobitnytstvo-nedovira.
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Concluding thoughts
AH authorities have certain legal obligations for public order and civil protection. Beyond the legal minimums, AH authorities can invest as much in citizen’s security and
safety as resources allow, to provide a secure and safe environment in which to live,
work, study and enjoy leisure time. They can also take advantage of the potential
partnerships with NPU and SESU, and also neighbouring hromadas and NGOs. There
is much that can still be done. According to U-LEAD with Europe’s survey of AHs,18
58% of respondents had a fire protection team and 53% had a police office in their
territory. Perhaps the greatest scope for collaboration is with society itself. While
there is always the danger of stereotype thinking — “someone will do everything instead of us” — the responsibility for security and safety starts with citizens themselves. They are well placed to advise on both potential “trouble spots” and solutions. They can also have a role in designing and implementing policies. They can
play an even more active part by becoming volunteers, including as fire-fighters or
participate in “Neighbourhood Watch” projects. AH leaders can encourage and enable citizens to become catalysts for changes on the ground, tapping into their energy,
ideas and common interests.

09

10

11

18 The survey‚ “Overview of public investment priorities for improved municipal services and local
economic development in amalgamated hromadas”, was conducted by the U-LEAD with Europe

12

programme among the AHs established prior to end 2017.
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Economic Development
Why is economic development important
to AH authorities?
The economy is central to everyday life — making and trading goods, growing and
selling food, building and buying / renting homes, delivering and using services, creating and engaging in employment. What is less obvious is how to ensure the local
economy is growing sustainably and functioning effectively to meet people’s needs,
including their desires for well-paying and stimulating work, higher living standards
and a better quality of life. When opportunities are scarce, and prospects are poor,
local residents, especially young people, often seek their futures elsewhere. The
challenge for AH authorities is to create alternatives “at home”.
A thriving economy creates employment, generates wealth and provides the prosperity that draws in more business activity, leading to a cycle of further investment
and job opportunities. It also generates the tax revenues that enable the AH authority to invest over time in better education and training, health and social care, water
and waste management, transportation and other key services.
In principle, every Head of AH has thousands of reasons to see his or her local economy become as prosperous as possible (while safeguarding the local environment).
Given every AH authority retains 60% of Personal Income Tax (PIT) from the employees of enterprises that are registered in its territory,1 there is a strong incentive
to encourage both registration and economic activity — to see a growing number of

1

AH also benefit from other revenues that derive from local economic activity, including land,

10

11

12

property and single (FOP) taxes.
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new and expanding businesses, creating more and better jobs, and generating higher revenues and incomes. This means seeking to:

•

Retain existing businesses by giving them reasons to stay;

•

Encourage new entrants by stimulating start-ups and facilitating
inward investors; and

•

Foster the growth ambitions of both new and established businesses.

While AH authorities can rely on state subventions and other fiscal transfers in the
short term, a strong local economy is essential for ensuring a capable and viable AH
in the long run.

What do you need to know?
Across the world, business is increasingly done electronically: trading online; creating Internet-based services; and even linking production facilities that are separated
by large distances, so that a product can be designed in one place and made in another. Even so, the practical reality is that almost all economic activity still happens
where the business or individual is physically located. “Place” matters, and hence
so do local economies.
While policy-makers and media commentators tend to think and talk about the economic performance of the country as a whole, every national economy is made up
of a mosaic of local economies. Central Government and the National Bank can set
the framework through policies on spending, taxation, borrowing, interest rates and
money supply, and the legal base and institutional arrangements, but economic development equally depends on what is happening at the local level.
There are many ways of measuring economic activity. These include output (also
known as “GDP” at the national level), how many people are available for work in the
local labour force (participation rate), how many of them are actually working (employment rate) and not working (unemployment rate), the level of imports and exports (trade balance), etc. In practice, most of these indicators cannot be measured
meaningfully for an AH. What really matters for economic performance at any level
(whether country, region, municipality or business) is productivity — how much output is produced by each person or each working hour.
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“Productivity isn’t everything, but, in the long run, it is almost everything. A country’s
ability to improve its standard of living over time depends almost entirely on its ability to raise its output per worker.” Paul Krugman, Professor Emeritus of Economics
and International Affairs Emeritus at Princeton University, 2008 Nobel Prize in Economic Sciences.
To make your local economy more successful, and improving the incomes of citizens
and their future prospects, means increasing productivity — while ensuring this is
not at the expense of the environment. While a simple “dash for growth”, by accepting any investment from any industry, might appear attractive on the surface, public
administrations must always weigh the wider interests of society. If the immediate
gains of more jobs and income place natural resources at risks (attractive landscape,
unpolluted groundwater, air quality, peaceful environment), the longer term losses
might be greater.

Making the economy more productive
Increasing productivity is not a matter of “make people work harder”. It is about
working smarter and involves a combination of key factors, including:

•

The education and skills of the local labour force;

•

The investment that is put into land, equipment, technology and infrastructure
(transport, energy, communications, water and waste); and

•

How people make best use of technology, how they are managed, and how
they work together.

While commentators sometimes refer to the “competitiveness” of countries, regions and municipalities, the real test is whether these territories, and the people
and businesses are becoming more “productive”. Despite the high levels of literacy (99.7% literacy rate), participation in education (4th most educated nation in the
world) and the overall quality of the workforce, Ukraine’s productivity is relatively
low by international standards, which is then reflected in average income levels.2

2

With GDP per capita around USD 2,700, Ukraine is characterised as a “low middle income
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country” in the World Bank classification.
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Better use should be made of Ukraine’s resources and talents to raise productivity
and boost living standards.3

01

Achieving higher productivity is about relationships and interactions, both public-private and private-private:

02

•

The performance of the private sector is strongly reliant on the policies and
practices of the public administration — setting the regulatory framework,
specifying minimum standards, spending on public services, and investing
in infrastructure and technology.

•

Every economy needs the stimulus of competition to give the customer
a choice and to encourage businesses to experiment and improve the quality
of their products, processes and services — which is why a continual flow
of new enterprises and investors is essential to a healthy economy.
But economic development is also based on business cooperation,4 such
as industry associations to represent common interests, buyer-supplier
relationships, which often involve sharing information and technologies,
joint research and training, and forming cooperatives (not just in agri-food).
Competition co-exists with cooperation.
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Local economies are often characterised by the presence (or absence) of concentrations of business activity in “clusters”. There are examples all round the world — 
most famously, Silicon Valley (software cluster) and Hollywood (film-making cluster) — but you also see them on every high street, as retailers take advantage of
shoppers gathering in one place, which happens precisely because of the “retail
cluster”. Paradoxically, firms tend to locate near to their closest competitors, in order to take advantage of common inputs (such as raw materials, specialist suppliers,
or access to skilled staff) or to seek sales from common customers.
Sometimes clusters are supported or even incentivised by government interventions; often they evolve in their own way, driven by market forces. This clustering
has a multiplier effect, as it tends to draw in service businesses, such as designers,

3

Compared to New Zealand, Iceland, Singapore, Denmark or Netherlands, which have similar
levels of education according to the World Economic Forum’s Global Competitiveness Report,
Ukraine’s productivity is up to 10 times lower.

4

Where it is proper and legal, unlike collusion to fix prices for example, which is unlawful.
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lawyers, accountants, caterers, etc. It also justifies public investment in education
and training, healthcare, etc. This creates a virtuous spiral of economic activity, as
more customers locate to benefit from the greater choice in the marketplace, and
more people are drawn towards the growing job opportunities, which in turn drives
up consumption further, stimulating the local economy still more. The competition
acts to drive up productivity, making the concentration even more attractive to employers. The local economy benefits through higher output, employment, salaries,
and returns to capital for investors.
In Ukraine, examples of these concentrations of interconnected businesses, both
competing and cooperating, can be found in both more traditional sectors and newer
technologies (see table below), often centred in or close to cities, which can provide
the springboard for spin-off investments in AHs.

Sector

Examples

Automotive

Zakarpattya

Agri-food

Chernivtsi, Kropyvnytskiy, Melitopol, Mykolaiv

Textile, clothing and footwear

Khmelnytskyi

Wood-working

Rivne

Tourism

Kherson

Energy and eco-energy

Ivano-Frankivsk, Kharkiv

Information technologies

Cherkasy, Chernihiv, Chernivtsi, Kharkiv, Kyiv, Lviv,
Sumy, Ternopil, Vinnytsia

In accordance with the State Strategy of Regional Development for the period until
2020, clusters are seen as an instrument for stimulating local economic development. AH projects that support the formation or development of clusters, for example through intermunicipal cooperation, are eligible for finance from the State Fund
for Regional Development. Given certain advantages available to local self-government bodies (e.g. ability to manage land plots outside settlements, and the functions
of architectural and construction control), there is potential to encourage business
location and to implement projects on their territories, as illustrated by the fruit and
horticulture cluster in Snitkiv (Vinnytsia oblast) in the rural development chapter.
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Unleashing the hidden potential of AHs
This sets the scene for understanding place-based development, which is about
raising productivity and making the most of cluster effects maximising every AH’s
potential, based on its intrinsic strengths and indigenous assets:

•

People and their talents, skills, knowledge, accumulated experience,
languages and customs;

•

Geography, with regard to location, connections and climate;

•

Land resources (fertile soil, minerals, surface and groundwater, etc.)
and landscape;

•

The established “hard” infrastructure of education, healthcare, social
care and cultural facilities, business premises (incubators, business
centres), transportation (roads, railways, inland and sea waterways,
and airports), telecommunications, energy generation and distribution,
water supply and wastewater collection and treatment; and

•

The existing business base, organisation and associations.

04
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08

Utilising these strengths and assets requires creativity from municipal administrations and, where resources allow it, investment in “soft” infrastructure, such as
education and training, research and development (R&D) and innovation, advisory
services, and brokering links between businesses and with education institutions.

09

It also depends critically on the business environment: well-considered and well-
elaborated laws, high quality public administrations to implement them, and predictable, impartial and efficient justice to enforce them.

07

Every year, the World Bank assesses the conditions for starting a business, paying taxes, accessing credit, enforcing contracts, importing and exporting, and other
situations faced by enterprises in countries across the world. The World Bank study
mainly takes account of processes (number of steps, time, cost, etc), but also to
some degree perceptions, and scores each country’s performance against the best
practice globally on a scale of 0–100 (see right, where the scores have been rounded to whole numbers). It then ranks each country in order. While Ukraine’s ranking
for overall ease of doing business has improved in recent years, it is still ranked 71st
out of 190 countries studied globally. This is below every EU member except Greece
(72nd), and all Ukraine’s immediate neighbours — Poland ranks 33rd by comparison.
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Ukraine’s scores in World Bank ‘Doing Business 2019’ report
(100 = best regulatory practice)

Overall ease of doing business

68

Starting a business

91

Paying taxes

79

Trading across borders

78

Dealing with construction permits

77

Getting credit

75

Registering property

70

Enforcing contracts

64

Getting electricity

59

Protecting minority investors

58

Resolving insolvency

32
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The World Bank’s international comparisons are reinforced by the Union of Ukrainian
Entrepreneurs (UUE) 2019 business survey,5 which found bureaucracy at all levels
among the biggest burdens. One-third of all responding companies / FOPs from the

10

5

12

“Survey on the Ukrainian enterpreneurs”. The survey of 461 businesses was conducted within
the project “Increasing attractiveness of amalgamated hromadas for business” supported

11

by the U-LEAD with Europe programme.
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oblast centres (33%) consider bureaucracy as the main obstacle for doing business
at the local level.

01

Other international indicators, such as the World Economic Forum’s annual Global
Competitiveness Index (GCI), consider a range of factors in assessing each country’s performance. The 2017–2018 GCI ranked Ukraine as 81st out of 137 countries, and rates it particularly low (118th) for its institutions. Its Executive Opinion
Survey found that, after inflation (number 1), the next most problematic factor for
doing business in Ukraine was corruption. This is reinforced by the Union of Ukraini
an Entrepreneurs’ survey, which found that businesses perceive corruption as one
of the main obstacles at the local level. The prize for tackling corruption is releasing
the logjam of prospective inward investment, and realising the potential of local
economies across Ukraine.

02

03

04

The shadow economy of undeclared economic activity tends to grow where institutions, laws and especially their enforcement are weak. This deprives public administrations, including AH authorities, of essential tax revenues and undermines public
services and infrastructure for citizens — and for the businesses themselves, including those operating in “the shadows”. According to the calculations of the Ministry
of Economic Development,Trade and Agriculture of Ukraine (MEDTA), the shadow
economy in the first half of 2018 accounted for a third of national output.6

05

06

07

Moreover, many businesses in Ukraine are not registered at the place of operation.
According to the Union of Ukrainian Entrepreneurs, close to 50% of surveyed businesses operating in hromadas had their registrations in the oblast centres or Kyiv.
This means that resources are being mis-directed to cities, when they should be going to the AH authorities that are responsible for the services that keep these enterprises going, such as transportation, water supply and sewerage, administrative services, healthcare for the workforce, and education for their children.

08

09
↩ 03
Municipal finance

If businesses can be encouraged to re-register to their real locations and / or declare
all their activiries and income, it can potentially release huge additional revenue
streams for AH authorities.

6

32% of GDP; methodological recommendations for calculating the level of the shadow economy,
approved by Decree of the Ministry of Economic Development, Trade and Agriculture of Ukraine.
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Start-ups and SMEs as the bedrock of local economies
Large enterprises are often the most visible in national and regional economies, as
major employers with a high media profile. In reality, the vast majority of businesses are characterised as small and medium-sized enterprises (SMEs), with fewer
than 200 employees, including “micro-enterprises” which are limited liability companies with less than 10. In Ukraine, this is set out in the Law “On Development and
State Support of Small and Medium-Sized Businesses” and the Commercial Code of
Ukraine.7 As can be seen, micro and small enterprises dominate the business base,
representing 95% of companies.
Business base of Ukraine, 2017
Type

Employees

Number

Micro

0–9

278102

Small

10–49

44818

Medium

50–199

14937

200+

399

Large
Total

338256

In addition, Ukraine has 1.5 million self-employed individuals (фізична особапідприємець, ФОП (FOP) in Ukrainian or sole proprietor in English).
According to the Strategy for Small and Medium-sized Enterprise Development in
Ukraine until 2020, SMEs make a major economic contribution, accounting for
around 8 out of every 10 jobs, as well as the majority of “added value” in the eco
nomy. While each one is an entity in its own right, of course, making and supplying
goods, providing services or constructing buildings and infrastructure, many of them
perform this role within the “supply chains” which are the basis for larger enterprises’
success.

7

The EU’s classification according to Regulation EC 70/2001 contains three criteria:
number of employees, annual turnover, and balance sheet. The classification in Ukraine’s

10
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Law and Commercial Code refers to just employees and income.
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While large enterprises can often afford to invest in substantial research and development (R&D) facilities to invest, discover and commercialise the next generation of
materials, products and services, many SMEs also play a vital role in innovation, as
their scale means they have to distinguish themselves and fight for survival by pioneering new techniques and technologies, often in partnership with their customers.
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05

↩ 05
Administrative
services

The SME base is constantly being “refreshed” by new entrants8 — start-up businesses. The decision to form a business entity, either as a self-employed individual (FOP) or limited liability company (LLC), can not be taken lightly, as it brings with
it legal obligations (business registration, potentially VAT registration, tax declarations, etc.) and immediate interaction with public administration at different levels
of government.
Entrepreneurs can have many reasons for launching new enterprises, including as
spin-off from existing ones:

•

In some cases, it is necessity. For many self-employed individuals, they form
FOPs because it is a condition of a work contract,9 or because self-employment
is the default business format (e.g. specialist trades working on building
sites, or freelance journalists), or simply because they have struggled to find
employment and forming a business is the alternative to no job at all.

•

In other cases, the decision is borne out of ambition. The classic image of a new
business is the individual (or small group of like-minded people) with a vision — 
a new idea for a product, process or service who wants to introduce it to the
commercial market place. In some cases, the enterprise is launched because
the individual wants to leave their current employer, potentially doing the same
thing but working for themselves. In other cases, the individual stays in their
existing job, but takes on other work as a side-line, and seeks FOP status to
earn income.

8

It is rare for a “start-up” to be medium or large, unless they have “spun-out” of

06
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09

an existing large enterprise, possibly as a result of insolvency and liquidation
9

In these cases, sole proprietors included in the statistics are often a substitution for
a labour agreement. Nevertheless, they are also users of the AH’s administrative
services, and hence their needs and expectations should be taken into consideration.
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The challenges that businesses face depend in large part on their size and maturity.
Like infants, enterprises are especially vulnerable in the early stages of life. Most
businesses fail in their first three years — often within the first year. This means that
they need special nurturing during their formative period.
Closure can occur for many reasons, including economic downturns and misfortune, but also because the original business proposition was poorly-conceived, or
more concretely, because the entrepreneur lacked a well-elaborated and realistic
business plan, which identified the market (customers), competitors, suppliers and,
trends, realistic revenue and cost expectations, and sources of finance.
Ultimately, the biggest threat to businesses is cashflow — the enterprise simply has
insufficient income and working capital (including cash in the bank) to cover its costs
(including any debt repayments) and is forced into insolvency. This can have a devastating effect on the individual(s) involved, and their families. Moreover, many startups, micros and even small businesses struggle with access to credit, as the company lacks the track record and often the collateral to apply successfully for loans. This
is harder for SMEs than large enterprises, as the latter can rely more on equity and
own resources. In Ukraine, the share of loans in SME capital is only 20%, compared
with 60% in developed countries.10 Moreover, the applications for funding are coming mostly from enterprises from oblast capitals and Kyiv. Often, entrepreneurs take
out personal loans (if they can) and are left bankrupt as a result. Hence, the business
risks are higher for start-ups and SMEs.
At the same time, these start-ups and SMEs are critical. They bring fresh ideas and
energy to the functioning of the local economy, and keep established businesses
from becoming complacent by providing competition, as well as opportunities for
cooperation. They are also the future. Not every business wants to expand and become a world-beater. Equally though, mighty oaks grow from small acorns — every
large enterprise was a start-up once.
10

11

12
10 http://molodyvcheny.in.ua/files/journal/2018/2/99.pdf.
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What are the opportunities and challenges
for AH authorities?

01

The key question for any AH is: how can we make our local economy more successful?
02

Ukraine has experienced huge internal disparities in economic performance for
many years. In its study of decentralisation in Ukraine, the OECD looked at the period 2004–2014 and found that 90% of economic growth was concentrated in just
six oblasts, with Kyiv city responsible for 50% alone (despite representing less than
20% of the economy). The challenge is to strengthen local economies right across
the whole country by unlocking their potential.

03

04

In practical terms, there are four main ways in which Heads of AHs can both encourage and enable local economic development in their communities:
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•

As the starting point, they should have a sound understanding of their
local economies, especially the local business base and its needs.

•

They should ensure there is a “business-friendly environment”
within the AH authority, which welcomes and supports enterprises,
without favouring one over another.

•

They can provide practical support to start-ups, micro-enterprises
and SMEs, within the limits of available resources (budgets and staff).

•

They can ensure that “business-friendly AH” translates into
“investor-ready” AH, when presented with opportunities for direct
investment in land, factories, offices and other facilities.

Each of these opportunities and challenges is explored further below.

Understanding the local economy and business base
↩ 01
Strategic
management

As part of their strategic thinking for the AH authority, the Head will wish to have
a clear vision of the direction of economic development that is achievable and sustainable in the short, medium and long terms. This should be integral part of the
overall strategy of the AH authority, as well as potentially a specific local development strategy, to mobilise local resources effectively and steer the relations with
stakeholders, including businesses.
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The starting point is to develop a good understanding of the local economy: the area’s assets and its comparative advantages. This will help to identify which aspects
of the local economy will form the platform for future growth, and which weaknesses need to be addressed and which gaps should be filled. If this information does
not already exist, the AH authority should be taked with finding the answers to key
questions, such as:

•

How many businesses operate in the AH? Of these businesses,
how many are registered in the AH?

•

In each case, what is the size of the business, in terms of employment,
and ideally turnover (i.e. sales)?

•

How long has each business been established (i.e. how “mature” is it)?

•

In each case, what is the activity of the business? Does it supply citizens
and / or other businesses within the AH? To what extent is it dependent
on customers within the oblast, country, internationally?

•

Taking this information in aggregate, which are the key “industries”
in your AH? Is there the basis for an industrial cluster, either within the AH
or wider regional economy?

•

How large is the available labour force (unemployed or waiting to re-enter
the labour market)? What education and skills do they have?

•

What is the state-of-play with access to business premises, including offices,
shops, factories / production, warehouse / logistics, even laboratory facilities?
For each category, what is the size of available units?

•

What is the condition of communal infrastructure, including transport (roads,
rail, waterways, as applicable), energy / power / heating supply and distribution
(electricity, gas, oil, etc), access to telecommunications (especially broadband
internet), water supply, wastewater collection, solid waste collection (including
industrial and hazardous waste)?

While some of this information may already be available to the AH authority internally or its municipal enterprises (such as the state-of-play with infrastructure), others
might require surveys of businesses, citizens (labour force), and real estate agents
(premises). This also presents a golden opportunity to find out much more information from local businesses that can help to guide the AH authority.
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For example:

01

•

What are businesses’ views of the AH economy and its potential?
What more could be done to strengthen the local economy?

•

What are the perceptions of the AH authority? Given its powers and resources
how can the council and executive best help business to flourish in the AH?

•

More broadly, what will help each business to survive and thrive? Are there
any factors that are holding it back, such as access to different types of finance,
qualified staff, new knowledge and skills, suitable premises (larger, customised,
etc), inputs (including utilities), partnerships with other businesses, etc?

02

03

04

Such local business surveys can yield much valuable intelligence, especially if the
sample is either 100% or at least proportionate to business size and sector, and
hence representative of the business population. For example, U-LEAD with Europe’s national survey has already found that the most important factor for enterprises who are registered elsewhere to “re-register” in the AH is the guarantee that
the additional tax income they will generate will be used for infrastructure and other
local development projects that can be jointly defined by local authorities with the
businesses themselves.
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↩ 04
Communication
and engaging
with citizens and
decision-makers

↩ 03
Municipal finance

As well as questionnaire surveys (face-to-face, telephone or online), these business
impressions can also be gathered through other modes of research too, such as regular focus group or panel discussions.
This type of analysis and assessment should form a central component of any local
development strategy. The data should be accessible as much as possible and presented in an user-friendly format. Most importantly, the “business register” should
be regularly updated, and shared with the AH authority’s financial specialists, so
they can follow-up on tax registration and compliance. Other aspects are key for
prospective investors (see “Moving from business-friendly to investor-ready”).
To advance the AH authority’s role in economic development, the Head of AH might
want to consider the following functions for its dedicated economic development
unit (EDU):

•

Analysis and planning: identifying obstacles to development, preparing
targeted programmes and monitoring their implementation, advising other
units on business needs, including simplification of procedures, education
and skills needs of the local workforce, investment in infrastructure, etc;

Economic Development

•

Liaising with businesses and other stakeholders: reaching out to enterprises
of all sizes and sectors, communicating with business representatives
(including associations of entrepreneurs, and regional chambers of commerce
and industry), etc), governmental bodies (OSA, RSA, Ukraine Invest, etc), and
other potentially valuable partners for individual enterprises and key clusters
(consulting and advisory bodies, research institutions, extension services,
universities organising consultations, etc.);

•

Creating favourable conditions for business: providing information and
advisory services for entrepreneurs, ensuring the marketing of the AH creates
a strong “brand” for inward investment, lobbying the government in the
interests of entrepreneurs and on matters of importance to the business
environment, encouraging and supporting investment in the AH.
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The EDU could assume some of the functions which are described in the following
sub-sections.

Creating a “business-friendly AH”
Rules and regulations are necessary for a fair and functioning society. They ensure the safety of consumer goods, food, buildings, transport, infrastructure and
workplaces. They protect land from contamination, and air and water from pollution. They safeguard people’s rights as consumers, employees, investors or innovators. Enforced properly, they create a “level playing field” for all enterprises, allow
fair competition and stimulate economic development. At the same time, regulatory compliance creates costs for businesses and ultimately their customers. Hence,
rules should be designed to be administered as easily as possible, without losing
their effectiveness.
Even the best-managed firms will struggle when faced with avoidable bureaucratic hurdles that are placed there by public administrations. Sometimes this happens
“unconsciously”, as governmental demands are not seen from the recipient’s perspective. Procedures are designed to be rigorous, but are too elaborate — beyond
what is really necessary. Sometimes it happens deliberately, where officials abuse
their discretionary power to seek a “favour” or payment to speed up a slow process
or reach a favourable decision. Like citizens, enterprises have to deal with all levels of government: what can the AH authority do to help businesses to “navigate”
through the labyrinth of public bodies?
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↩ 02
Managing human
resources

The business environment is not just about the legal framework, but how it is implemented and enforced. AH authorities face many choices about how to convert rules
and regulations into processes and procedures:

•

Is it possible to provide clearer, more accessible and reader-friendly
information?

•

Can you reduce the number of steps and the required supporting
documents to the minimum?

•

How can you make the best use of the Internet — putting information and
documents online, conducting interactions and transactions electronically, etc.?

Such changes will not only reduce the administrative burden on business, but ultimately increase the efficiency of the AH authority too, after some upfront investment in time and effort. Improving information, minimising bureaucracy and growing
the role of e-government will also reduce the risks to the AH authority’s integrity,
by making the system more transparent and removing some of the circumstances
where corrupt behaviour can take place. This is especially important for those functions where the risk is highest, such as land transactions, approving permits, procurement below ProZorro thresholds, etc. By removing steps in the processes and / 
or putting them online, there is less opportunity for either party to the transaction
to “influence” outcomes. Where this is not possible, one solution is to implement,
where possible, the “many eyes” principle, so that decisions have to be confirmed
by line managers or third parties within the administration, including supervisory
boards. The AH authority’s senior management can reinforce this message by sending a clear signal to business about its core values, with zero tolerance for unethical
behaviour, including through its recruitment policy and other personnel practices.

Creating an ethical and transparent environment for enterprise, with a reduced administrative burden, would help AH authorities make the case for re-registering
and “coming out of the shadows”, with a considerable impact on the AH authority’s
resources.

There is a limit to how much AH authorities can do to directly affect the factors that
make it easier to do business in their territories. Some of the issues identified by
the World Bank’s “Doing Business” report, for example, concern national laws and
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instititutions, which the AH authorities can only indirectly influence through repre
sentation via the local self-government associations. However, the AH authority should never be an obstacle to legitimate business activity, but rather a positive
force that searches for solutions.
Furthermore, the AH authority’s primary role in economic development is to create
the right conditions for businesses to set-up, invest, grow and employ, through the
way it spends its resources and interacts with the private sector. This means:

•

Ensuring business-oriented operating conditions: Officials should be
thinking about how to approach and organise land use, the property portfolio
and communal infrastructure (local roads, electricity and gas distribution,
connections to the water supply network) from the perspective of existing
and potentially incoming businesses, and their needs for premises and utility
connections — informed by the continual dialogue.

•

Considering how AH resources can be used creatively: While this might
not be an obvious priority for AH authorities confronted with multiple
challenges (education, healthcare, social services, etc.), the Head of AH
should contemplate whether and how the AH budget can be used to
strengthen business innovation and skills, by supporting vocational training
and adult education facilities, centres of R&D and innovation, businessrelated infrastructure, etc.

•

Cooperating with neighbouring communities: Local economies do not
end at the AH border, but instead extend across administrative boundaries.
Businesses source their inputs and supply customers in other territories.
People commute to other towns and villages to work. Clusters tends to be
inter-municipal, rather than purely local. The Head of AH should be conscious
of the power of these relationships to amplify the AH authority’s own efforts,
especially with respect to making common clusters function more effectively
by joining forces and resources.

•

Working with other government bodies: The AH authority should look
for potential opportunities to make the most of the roles and resourceas of
governmental partners, including MEDTA and their SME Development Office
(SMEDO), the Better Regulation Delivery Office (BRDO), the economics
departments of the Oblast State Administration, and Regional Development
Agencies.

↪ 10
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All enterprises with an interest in the AH should find the AH authority to be “open
for business”, ready and willing to answer questions and provide assistance, even
if the matter is not under the AH authority’s jurisdiction, but falls to a different level
of government. By contrast, the survey conducted by the Union of Ukrainian Entrepreneurs found that 68% of surveyed enterprises claimed that the dialogue with the
local authorities was inefficient.
For all issues, the AH authority should support business in seeking a quick and efficient solution. This relationship might necessitate a business liaison office, but such
openness should not be solely the responsibility of one or two officials, it should
be a mindset across the municipality, as illustrated by the example of Hultsfred in
Sweden.
Moreover, the AH authority should maintain a continual dialogue with businesses.
The Head of AH and the relevant staff should be talking regularly to both individual
businesses (many, not few, to get a broad perspective) and any representative associations within the community, organising and moderating roundtables, to understand better their problems, their perceptions and experiences of the AH, and what
can be done to improve the business environment within the limitations of the law
and public-sector ethos (impartiality, integrity, efficiency, etc).
Both the format and the content of the dialogue are important. The discussion should
focus on the concrete issues that are most relevant to business. The dialogue could
be established not just with local enterprises, but also with enterprises and their associations from the oblast centres. This happens, for example, in the business dialogues held in Shyrokivska AH in Zaporizhzhia region, or the visits of the Bukovyna
business club companies to the AHs of Chernivtsi region organised by the Agency of
Development of the Bukovyna’s hromadas.
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Case study:
The Municipality of Hultsfred, Sweden — “LOTS” project
When a company or an entrepreneur has an errand to run at the municipality, they
expect a high level of service. They also expect that this high level of service should
be equal in all municipalities, since companies do not operate according to municipal borders. The problem is that many municipalities have one or two officials who
are responsible for answering and handling all the questions from all companies. In
short, there is only one way into the municipality and every company must take the
same route.
The Municipality of Hultsfred wanted to change this perspective and create many
contacts for the private sector to use, and hence the LOTS project was launched in
2010. The model is to spread responsibility and knowledge throughout the organisation, to create lots of positive ways for companies to get help, support and guidance from the municipality. This means that officials must have a wider knowledge
of the different areas covered by the municipality, as well as about the conditions
of running a company. The LOTS Group currently comprises about 23 persons from
different departments. Each official, who has other main tasks outside of LOTS, can
be the first point of contact for a new business that wants to establish itself in Hultsfred, and they can all answer the most common questions from the private sector.
The biggest cost of the LOTS project has been the time and effort spent by all of the
persons involved in it, otherwise only minor investments have been made. The success is based on dedication — not budget.
Since the project was first launched, Hultsfred has climbed the rankings of the most
corporation-friendly municipalities in Sweden. Moreover, the LOTS model became
a new Swedish standard regarding how municipalities can work when it comes to
company contacts, certified by the Swedish Standards Institute, which major cities
such as Stockholm, Gothenburg and Helsingborg have begun to adopt.

10

Source: European Commission (2017), Quality of Public Administration — 
A Toolbox for Practitioners.
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Case study:
Bukovyna business visits
The Bukovyna Communities Development Agency, in cooperation with the Bukovyna Business Club, organises regular visits of companies from the regional capital
Chernivtsi to the AHs of Chernivtsi region. The main purpose is to inform these businesses of new opportunities and the progress that has been made in the AHs for
business development. One of the visits was organised to Nedoboivska AH, which
had established a Centre of Economic Growth. The regional companies were positively surprised by the progress that had been made in developing an apple-growing
cluster and visited a modern production line, established by a local entrepreneur,
which sorts the apples using 14 different criteria (colour, shape, size, weight, etc.)
and cleans and packs them. The visits had beneficial spin-offs in that they stimulated dialogue between the local authorities and local businesses, and also between
the business representatives themselves.
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Case study: 
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Business dialogue in Shyrokivska AH (Zaporizhzhia oblast)
In Shyrokivska AH, the Shyroke Development Agency organised its first business
dialogue event in March 2018, which has since become regular quarterly meetings.
The main aim is to facilitate open dialogue and effective interaction between the AH
authority and the entrepreneurs, to identify any problems and find solutions, to create the most favourable conditions for business development and expansion, and
increase employment. From the local self-government side, the meetings are attended by leading specialists of the Shyrokivska AH authority, including economists,
lawyers and land managers. Representatives of businesses, expert institutions and
public organisations from the regional capital, Zaporizhzhia, are also invited to the
meetings. Based on the results of the second Business Dialogue, it was decided to
develop the “Programme for Supporting Small and Medium-Sized Entrepreneurship
in Shyrokivska AH for 2018–2020”.
Source: http://shyroke-agency.com.ua/nashi-proekty/biznes-dialohy/
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Providing practical help to start-ups and SMEs
While it is important to talk to enterprises, it is crucial to back it up with action. As
larger enterprises can largely take care of themselves, as long as they have a supportive environment, the main focus should be new and small businesses. The legal
and strategic framework for supporting start-ups and SMEs is set out below.

Relevant laws, strategies and programmes for SME support

•

The Law “On Development and State Support of Small and Medium-Sized
Businesses” No. 4618‑VI, dated 22 March 2012 defines the legal and economic
principles of the state policy on SME support and development.

•

The Strategy for Small and Medium-sized Enterprise Development in Ukraine
until 2020, fulfilling the Decree of the President of Ukraine No. 5 (dated
12 January 2015) and the Government’s Action Plan for the Year of 2017
as approved by Cabinet of Ministers Instruction No. 275 (dated 3 April 2017).

•

The Law “On State Support to Business Entities” No. 1555‑VII, amended
2 August 2018.

Heads of AHs can draw inspiration from the SME Development Strategy, which is
based on the principles of the EU’s Small Business Act and the OECD’s SME Policy
Index. Its objective is “to facilitate business development in Ukraine, create favourable conditions for opening and running SMEs, and expand the SME sector by consolidation of all stakeholders’ efforts to ensure socio-economic development of the
country and raise standards of life”. The strategy has six directions:
1. Creating a favourable environment for SME development;
2. Improving access to finance for SMEs;
3. Simplifying tax administration for SMEs;
4. Promoting an entrepreneurial culture & developing entrepreneurial skills;
5. Promoting SME exports / internationalisation; and
6. Improving competitiveness & developing the innovation potential of SMEs.
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This sets the framework for AH authorities to develop their own approaches to stimulating start-ups and SME development at the local level, preferably in dialogue with
the businesses themselves. This is already happening with the support of the EU-financed FORBIZ project under the EU4Business initiative, which has been helping
two city administrations, Chernihiv and Nizhyn, to develop SME development strategies for their communities.

03

Furthermore, the USAID Leadership in Economic Governance (LEV) Program was
supporting export promotion of SMEs until December 2017, leading to the White
Book on SME Development Policy.

01

04

For prospective entrepreneurs who are considering whether and how to set up in
business, the AH authority could offer an advisory service, either in-house staff or
outsourced, which:

05

•

Provides an independent and impartial perspective on the likely feasibility
of the business idea, and explains the pros and cons of starting an enterprise;

•

Explains the legal and practical steps that the wannabe entrepreneur will
need to take step, with regard to registering their business, opening back
accounts, seeking sources of finance, etc., and the documentation that is
required in each case;

•

Helps the entrepreneur to develop a viable business plan, which can be
used to raise finance and seek customers;

•

Signposts towards potential premises and financial sources, including
bank loans, government and donor grants, etc.;

•

If there are experienced business people who are willing to act as mentors,
the AH authority could operate as a broker for a mentoring service for
the new entrepreneurs.
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If the AH authority choose to go down this path, it will be important that the advisory
service is impartial, and it is made clear that the responsibility for decision-making
remains with the client.
If there are sufficient resources in the AH, the authority could also consider offering
“business incubators” — premises for brand new start-ups, which are offered initially at a low rent to help them get started, often accompanied by information and advisory services (business planning, help with accessing premises and finance, etc.).
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The low rent is typically time limited and / or increased gradually over time to reach
a fully commercial rate.
With established SMEs, there are a range of potential services that the Head of AH
could contemplate, ideally based on a survey of business’ needs:

•

As with start-ups, this could include information and advisory services. In this
case, this is likely to include specialist topics, such as financial management,
marketing, even technology, if the AH authority can form a partnership with
a university or research institute. As with the start-ups, this could be offered
“in-house” (possibly as an extension to the administrative service centre, or
as a distinct “business service centre”) or outsourced.

•

Similarly, the AH authority could consider offering unoccupied premises
to SMEs, if they are struggling to find suitable space. If there are sufficient
resources, the AH council could devote funding to establishing industrial or
technology parks, which could also form part of the AH’s offer to potential
investors. At present, there are relatively few AH authorities offering some
sort of business support infrastructure — fewer than 1 in 10, according to
U-LEAD with Europe’s survey of AHs established up to 2017.11

In some instances, local entrepreneurs have taken the initiative and established
their own centres to support SMEs, as exemplified in Dunayevetska AH.

10

11

11 The survey‚ “Overview of public investment priorities for improved municipal services and local
economic development in amalgamated hromadas”, was conducted by the U-LEAD with Europe

12

programme among the AHs established prior to end 2017.
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Case study:
Business support centre in Dunayevetska AH
(Khmelnytskyi oblast)
The business support centre was created in Dunayevetska AH at the initiative of the
local Council of Entrepreneurs. While the AH authority provided the premises for the
centre, the repair works and furnishing was financed by the entrepreneurs themselves. The business centre is managed by a board composed of 30 local enterprises. When it was established, the first task was to form a list of local entrepreneurs
and to create communication groups through Viber and Facebook. Now, the centre’s
activities aim to support existing and new (young) entrepreneurs with legal advice,
help with searching for staff to fill job opportunities, and exploring the ways of business development both within the AH and beyond.
“We will look for vacant niches in the region, attract young local entrepreneurs looking
to grow a business, or create value-added or related services for existing businesses.” — said Yuriy Voytsehov, one of the founders of the centre.
The centre organises regular thematic visits to share experiences with other entrepreneurs. Thus, the Council of Entrepreneurs organised a visit to Mr. Chip Taylor, an
American businessman living in Dunayevetska AH who was producing organic products. Mr Taylor had large orders from restaurants for sauces, but was lacking raw
materials and was looking for partners. During the visit to his farm, local entrepreneurs interested in growing vegetables were able to understand in detail what they
needed to do to provide the raw materials and in what amounts.
The local entrepreneurs gradually formed groups on specific thematic areas, such as
animal husbandry, crop production, etc. In July 2019, the Council of Entrepreneurs
organised a seminar on the creation of snail farms, at which possible business plans
were discussed and possible support which could be received from local authorities.
Sources: https://ye.ua/syspilstvo/38973_Yak_amerikanec_v_ukrayinskomu_seli_
na_Hmelnichchini_organizuvav_organichnu_fermu.html;
http://dunrada.gov.ua/news-one/1759;
https://ye.ua/syspilstvo/37579_Na_Hmelnichchini_vidkriyit_centr_
dlya_pidtrimki_miscevogo_biznesu.html
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The Head of AH could also explore the establishment of AH financial instruments
for new and small businesses, subject to the provisions of the Budget Code. The AH
council would agree to devote some of its budget, either on its own or in cooperation
with other AHs. This could include:

•

Grants: These would not be reimbursed, and hence should be allocated
by competition, following an easy-to-understand application process, and
clearly demarked for specific purposes, such as: researching a business idea,
marketing and exporting (market entry analysis, promotion, attendance at trade
fairs) or innovation (developing a commercial application of a new idea).

•

Small loans: These are typically known as “micro-credits”. If the condition
is that they are repaid with a small interest rate (below commercial levels),
then the total loan fund should “revolve” in principle, meaning it is continually
refreshed as the debt is repaid. Obviously, this depends on the rate of
default — the extent that participating enterprises are unable to meet their
payment schedules — given there is a high failure rate among start-ups
and SMEs, especially young businesses. Alternatively, the AH council could
accept that the loan fund will be depleted over time (particularly if a zero
interest rate is applied), and agree to top it up annually, or simply write off
the losses in the accounts.

•

Loan guarantees: In this scenario, the AH council does not make the loan
itself, but instead agrees to provide the security that enables the enterprise
to apply successful for credit from a commercial provider (typically, its bank).
The loan guarantee takes the place of collateral, either corporately (such as
the company’s premises or equipment) or personally (such as the business
owner’s property or land), which is often not an option for new or even small
businesses. In this way, the loan guarantee allows the business to access
credit that would not otherwise be available. The advantage of loan guarantees
is that they do not necessarily involve a financial cost to the AH, as they simply
create a “liability”, and hence the size of the loan guarantee “fund” can be
many times larger than a loan fund in principle. However, both the individual
and aggregate guarantees should be subjected to a risk assessment,
as a certain proportion will be “called” by the lender (e.g. bank), for example
if the enterprise becomes insolvent. So, while the AH council could agree
to a large loan guarantee instrument, it also exposes itself to the possibility
(however improbable) that 100% of the guarantees will be utilised.
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Interest rate compensation: This scenario shares some similarities with loan
guarantee schemes and some with grants schemes. Like loan guarantees, the
objective is to enable the enterprise to access commercial sources of finance
(banks and other lenders), by changing the terms in the enterprise’s favour — 
in this case, covering the costs of the interest payments. Like grants, however,
this is money that the AH council must write off, as it’s not refundable.

With loan guarantees and interest rate compensation, there is the danger of “moral
hazard” — that the enterpreneurs behave in a way that it would not if they were exposing their own money, by taking risks because they feel they have nothing to lose
(given the AH council is covering the costs). This places more onus on the AH authority to assess each application rigorously, especially the intentions and viability
of the enterprise.
To spread the risk, the non-grant instruments could be developed in partnership
with business, which would increase the size of the “fund” in each case. However,
as businesses will be looking for a commercial return on their investment, this would
dilute the original purpose, to support start-up and SME development.

08

In any case, there should be a transparent application, appraisal and approval process, whatever the selected scenario, to ensure that public funds are properly used
and not abused. This may require business and financial skills that are not available
in the AH authority, and hence it might be necessary for the Head of AH to form an
evaluation committee to perform the assessment and a supervisory board to oversee the process, each with a broad-based representation.

09

Either alternatively or additionally, the AH authority could also stimulate and promote the availability of financial support mechanisms, potentially in cooperation
with neighbouring AHs, such as:

07

•

Business angels: These are independent and wealthy individuals, usually
successful entrepreneurs themselves, who invest their own money in small
and growing businesses in expectation of earning a return from dividends
or future sale of the business, and typically mentor the original owners as they
run the business. AH authorities could seek to identify potential business angels
and encourage them to consider local investments and signpost them towards
prospective candidates.

•

Venture capital funds: Enterprises that invest risk capital in early stage
businesses and SMEs with growth potential, in return for an equity stake.
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While the fund may aim to earn dividends from its investment, there will
usually be an exit strategy, which envisages listing the company and selling
shares in the open market, a trade sale to a third party enterprise (merger
or acquisition), or purchase of the shareholding by another pivate equity fund.
Another option is for the original owners to buy out the venture capital fund.
Again, AH authorities could play a similar intermediary role as described
for business angels.

•

Crowd-funding: This form of investment involves financing a new venture
by raising small amounts of money from a large number of people through
the Internet, using a moderating platform to bring the parties together. AH
authorities could make start-ups and SMEs aware of this scenario, if it
looks a feasible option.

AH authorities can inform start-ups and SMEs about existing financial possibilities at
the national, regional and local levels, including the above sources. AH authorities
can collect the information on the different financial programmes. This could be for
example the information on preferential loan programmes (which are usually implemented by the international funds through the Ukrainian partner banks), the rates,
conditions and application process, as well as supporting them in their applications.

Moving from business-friendly to investor-ready
A strong SME base and a favourable local business ecosystem creates the ground
for attracting larger enterprises who wish to set up an office or factory in the AH.
AH authorities need to be open to new business entrants to the community.
Domestic investors offer huge potential for Ukraine and for the AHs. According to the
UUE’s recent survey (op. cit.), 43% of companies situated in the regional capitals are
interested in business projects at the local level in AHs.
In the case of foreign direct investment (FDI), it is not feasible or desirable for AH
authorities to try to attract such investment on their own. Sometimes, major city administrations or regional development agencies in other countries will try to facilitate
FDI by opening lobbying offices in key capital cities, or participating with stands in
international conferences to promote their locations. In practice, foreign investors
will use their own sources to identify potential sites, for example accountancy advisors with global networks. When it comes to dealing with government, their first
port-of-call will typically be Ukraine Invest.
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The challenge for AH authorities is to be ready to respond to approaches, as business-friendly administrations, and promote their “offer”, especially through Ukraine
Invest in the case of FDI. This has four elements.
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↩ 01
Strategic
management

First and foremost, it is important that the AH authority speaks “the language of
business”, not the language of government. This means focusing on what will make
the investment viable, rather than how the investor can comply with rules and procedures. Business managers are accustomed to dealing with investment projects, and
will have clear financial targets in mind They will also want to see that they are dealing with a business-friendly administration, so any public statements by the Head of
AH regarding the AH authority’s strategy towards business will help to reassure them.
Second, it means presenting the AH in the most favourable light. Most importantly, the AH authority should have key facts and figures available “at their fingertips”.
These can be assembled as a standard package for the “generic investor” (any enterprise that shows an interest in the AH), but should be customised for specific enquiries to suit the situation and the investor’s expectations, which demands flexibility and responsiveness. The AH authority (for example, the EDU) should be ready to
answer important questions, such as:

•

Do you know what land is currently available?

•

Do you have business premises or industrial parks with units that could
be customised to investors’ needs?

•

How well connected are the sites to utilities, especially electricity,
water and sewerage?

•

How well connected are the sites to the transportation network and key
destinations (distances, travel times)?

•

Are there potential providers of materials, components, sub-systems
and / or services located in the AH or wider region that could act as suppliers?

•

If the business is based on consumers, what is the size of the
population in the AH and the wider economy (broken down by age groups
and other demographics if available), and how many visitors are there
to the AH each year?

•

How large is the potential labour force in the AH and wider
“travel-to-work” area?

•

What is the local unemployment rate?

09
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•

Can the local labour meet the investors’ skills requirements?

•

Which are the local taxes, fees and charges and how much are they?

•

What procedures will the investor have to follow to register, employ,
pay taxes, etc?

•

Is there easy access to housing and healthcare for incoming staff?
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This requires the gathering, assembly and packaging of information, including the
findings of any business and citizen surveys, business directories (if prepared), and
spatial planning documentation. It should be presented in a clear, user-friendly manner and follow business logic, based on objective and verifiable facts, not vague formulations. There should be preferably at least two versions of the presentation — 
very short and concise for the first impression about the AH, and a more detailed
presentation for the interested investors. This can include examples of local business success stories, as well as education and other facilities. Pictures and maps
should be used to make the presentation visual and easier to read.
Third, AH authorities should be ready to host site visits, to liaise with local partners
(e.g. business associations, employment services, training providers), even to line
up some local businesses who can speak positively to the visitors about their experience in the community.
Fourth, there should be a dedicated contact point for the investors’ enquiries. This
could be the Head of AH, but it will be important to have someone at the operational
level who can answer questions.
“Investments” should be seen in the broadest sense and extended to “partnerships”. It is possible that the incoming enterprise is not interested in a “greenfield”
or “brownfield” investment (i.e. a new site), but instead to form a joint venture with
an existing local business. These can take several forms, including; representative
sales offices; licensing or franchise arrangements; cooperation agreements to jointly develop, produce or sell a product or component, or to provide after-sales (maintenance) and warranty services.
It could also take the form of acquisition, where the investor purchases the local
business as a going concern, or takes it out of insolvency.
The AH authority should be open to all possibilities and act accordingly.
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Concluding thoughts
Whatever the global trends and tendencies (population movements, climate change,
the rise of biotechnology, blockchain and artificial intelligence, etc.), the local economy remains at the heart of a country’s sustainable development. And every local
economy is much more than the sum of all the activities of individual enterprises, it
is about relationships, interactions and dynamism — in constant evolution. AH authorities can make a difference to local productivity through their policies: spending
on education and vocational training; investing in infrastructure; and most of all by
being “open for business”. All enterprises have the right to expect a partner in the
council meeting and the “town hall”, a business-friendly (not overly-bureaucratic),
ethical and pro-active administration.

333

10

11

12

+

334

↪

01

02

03

04

05

06

07

08

09

335

10
Spatial Planning and
Infrastructure Development
Why are spatial planning and infrastructure development
important to AH authorities?
Spatial planning and public infrastructure are instruments for achieving the sustainable development1 of any AH — providing the framework for prosperity, protecting
natural resources, and improving quality of life for residents.

↩ 04
Rural
development

Spatial planning refers to the methods used by public authorities to influence the
future location and distribution of people and activities. The aim is to create a more
rational organisation of land use, by balancing the potentially competing needs of
the economy (business), society (people) and the environment (nature and climate)
concerning how the territory should develop over time.
By designating land for different uses, spatial planning can stimulate business activity, house-building and opportunities for recreation for local people, including access
to sports, culture and green areas. Spatial planning determines the location of kindergartens, schools, clinics, transport routes, water supply networks, waste treatment sites, and many other public services. Careful spatial planning also reduces the
risk of man-made and certain natural disasters (for example floods and landslides)
and helps to ensure that natural resources are used sustainably (for example, by
designating water protection zones, and limiting the development in them or directing it away from them).

1

Development that meets the needs of the present without compromising the ability
of future generations to meet their own needs (“Our common future”, World Commission

↩ 06
Education
↩ 07
Healthcare
↩ 08
Citizens’ security
and safety

11

12

on Environment and Development, 1987).
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Public infrastructure is an integral element of every AH and is an object of spatial
planning among others. According to the Constitution of Ukraine, “the material and
financial basis of local self-government is movable and immovable property, incomes
of local budgets, other means, land, natural resources owned by the territorial communities of villages, settlements, cities, town districts, as well as objects of their joint
property, which are in the management of rayon and oblast councils” (Article 142).
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Economic
development

High quality infrastructure is also one of the key ingredients of economic and jobs
growth. Public infrastructure has long been recognised as a “tangible asset” of the
local community. Clearly, infrastructure is more than just a matter of assets on the
AH’s “socio-economic” and actual balance sheet, although that should not be overlooked, especially as they reduce in value unless they are renovated regularly. It is
also the enabling factor that allows AH administrations to provide essential services to their citizens and businesses. In the end, the goal should be to make sure that
these services are both available and affordable to citizens and enterprises.
The two are inter-linked: spatial planning is a precondition for infrastructure development. But it is also much more than that. It sets the framework for the AH’s overall
strategic development, by providing a consistent direction for decision-making that
takes account of the community’s needs, both now and in the future.

What do you need to know?
Public infrastructure refers to infrastructure facilities, systems and structures that
are owned by the “public” (i.e. local self-government at AH level or government at
national level) and which are open to the general public to use. Public infrastructure
is a highly diverse sector. In any one AH, it can cover some or all of the constructions,
described in the table (right).
The concept (notion) of public infrastructure is closely intertwined with the concept
of public services. Basically, the population has an initial need for services, which in
turn creates the need for infrastructure for the delivery of these services. And here
comes the question how these two spheres are organised in terms of ownership, responsibilities, regulation and operation.
Owners of the public infrastructure — not only AHs or state, but also the private sector — are responsible for its maintenance and development, but usually delegate
operational functions to special enterprises, especially if the owner is the publicity
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Potential scope of public infrastructure
Sector

Examples of elements of infrastructure

1. Water

Water supply systems, water resource management,
flood management, proper sewage and drainage systems,
coastal restoration infrastructure

2. Waste

Collection / sorting / utilisation facilities, landfills

3. Transport

Roads and ways, public transport network,
pedestrian and bike paths

4. Power and energy

Power grid, power stations, windmills, solar panels

5. Recreation and sport

Public parks and gardens, beaches, historical sites,
natural reserves, cultural facilities, sport facilities

6. Telecommunications

Telephone network, internet network, WiFi services

7. Administrative

Governmental institutions, regulatory bodies, administrative
service centres (ASCs), citizens’ security centres

8. Education

Public schools and universities, public training institutes

9. Healthcare

Public hospitals, clinics, etc.

10. Public housing

Social housing, dormitories, etc.

11. Business

Incubators for start-up enterprises, industrial parks
and technology parks

(community or state). These functions may include services delivery (e. g. water supply) or may not (e.g. some forms of road transport). Examples of private owners and
operators in one entity can be found in telecommunication sector: internet and mobile connection providers. In case of latter, frequencies used are still owned and
controlled by state.
In most cases, public utility enterprises functioning at the local level are publiclyowned (communal enterprises) by the AH or state (in case of electricity and gas supply), but may also be co-owned with the private sector as a public-private partnership (PPP), or operate as fully private enterprises under contract to the AH with strict
conditions. But the role of regulating the quality of the public service always remains

↩ 01
Strategic
management

11

12

+

338

↪

USERS
(citizens, businesses, public institutions)

01

02

Properly use and pay for services

PUBLIC AUTHORITY

OPERATOR

(AH, rayon, oblast, state)
03

(AH, public utility company, PPP)
Prepare, finance, construct,

Regulate and monitor

decommission

Operate and maintain

04

05
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with the AH or other public body. This public authority also has to assure proper
monitoring of the quality of the public service and protect the users.
Obviously, such a diverse sector is regulated by a wide range of sectoral laws, but
everything starts with the Law “On Local Self-Government”, which sets responsibilities of local self-government bodies (LSGBs) in ensuring and provision of municipal
services. Below is the list of main laws and legal acts relevant to the topic, but not
an exhaustive one:

07

Legal framework for public services and infrastructure management
08

09

10

•

Law of Ukraine “On state regulation in the field of utilities”

•

Law of Ukraine “On Housing and Communal Services”

•

Law of Ukraine “On Waste”

•

Law of Ukraine “On drinking water, drinking water supply and drainage”

•

Law of Ukraine “On Highways”

•

Law of Ukraine “On the improvement (“blahoustrii”) of settlements”

•

Resolution of the Cabinet of Ministers of Ukraine “On Approval of the Rules
of Provision of Passenger Road Transport Services”

•

Resolutions of the National Commission for State Regulation of Energy and
Utilities (e.g. “On Approval of the Procedure for Development, Approval and
Execution of Investment Programmes of Entities in the District of Heat Supply”)
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The Law of Ukraine “On Regulation of Urban Development Activity” puts the responsibility on local self-government bodies to ensure spatial planning at the local level,
while the Law “On Local Self-Government” describes their own and delegated authorities in the field. There are also other laws to be observed regarding spatial planning in Ukraine, set out below.
Legal framework for spatial planning in AHs

•

Law of Ukraine “On Regulation of Urban Development Activity”

•

Law of Ukraine “On the Basics of Urban Development”

•

Law of Ukraine “On Architectural Activity”

•

Law of Ukraine “On Strategic Environmental Assessment”

•

A range of sectoral laws, e.g. Land Code of Ukraine
or Law of Ukraine “On Environmental Protection”

Please note that there is ongoing work on a draft law introducing the term “spatial
planning”, along with new types of spatial documentation. The draft law is also intended to settle specific issues related to spatial planning in AHs.
This legal framework sets the context for four key concepts:

•

Mandatory spatial planning;

•

Spatial planning in the framework of sustainable development strategies;

•

Land management; and

•

The life-cycle of infrastructure from concept to “closure”.

Mandatory spatial planning
The purpose of spatial planning is to create and maintain favourable living conditions,
and to satisfy citizens’ and business’ interests, while protecting the AH’s resources.
However, the term “spatial planning” — widely used across Europe — is still not recognised in the legislation of Ukraine. Instead there is the term “містобудування” (lite
rary: urban development), which is a synonym of the phrase in its essence. Never
theless, the term “spatial planning” is already used broadly among experts, and as
mentioned above, introduced in the draft of amendments to current legislation.
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The results of spatial planning activity, in the form of strategies and decisions, are reflected and enshrined in spatial planning2 documentation. It is mandatory to comply
with such documentation. It consists of textual and graphic materials that can only
be elaborated by certified specialists or organisations that employ such specialists.
In the case of AHs, there are four types of formal documentation that must be developed to satisfy legal requirements, each having its own use and scale:
Mandatory spatial planning documentation for territory development

•

Planning Scheme of AH’s Territory (in upcoming legal framework);

•

Master Plan of the settlement, which is located within AH;

•

Zoning Plan of the settlement, which is located within AH;

•

Detailed Plan of the territory, which is located within AH.

Territory development means here any intended changes: improvements, construction on or under ground, intervention into water objects and other natural resources.

•

Development of the territory inside / outside the settlement must comply
with the Detailed Plan in the first instance and cannot be started without
its existence. This document reflects urban development conditions and
restrictions (містобудівні умови та обмеження) and specifies the provisions
of the Master Plan within settlements for the area of intervention, and
the provisions of the AH / Rayon Planning Schemes outside the settlement.
Thus, it can be developed only when the Master Plan or AH / Rayon Planning
Scheme has already been adopted.

•

The Master Plan is a long-term strategy for planning and development
(забудова) of a settlement territory. For settlements with populations lower
than 50,000 people, it can be combined with the Detailed Plan.

•

The Zoning Plan is elaborated for determining conditions and restrictions
of territory usage for development needs. It establishes the functional
purpose, requirements for the development (забудова) of separate territories
(functional zones) of the settlement, and their landscape organisation.

2

In legal terms, “urban planning”.
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It can be elaborated as a part of Master Plan or can be elaborated separately,
if based on the Master Plan.

•

The Planning Scheme of AH Territory is the same as the Master Plan
in essence, only it serves a larger scale territory and community.

As can be seen, the documentation complies with a certain hierarchy of scales. The
local level documentation described above must correspond to the sub-regional
level (for now, the Planning Scheme of Rayon Territory), which corresponds to the
oblast level (Planning Scheme of Oblast Territory), which finally corresponds to the
national level (General Planning Scheme of Territory of Ukraine). This means decisions enshrined in documentation at the lower level must not contradict those at the
higher level within the hierarchy.
Spatial planning documentation does not have due dates, but is based on indicators
of a certain estimated period, which is usually 10-20 years, thus losing its adequacy
over time. That is why constant monitoring of indicators and actual development of
territories must be ensured not to miss the moment for timely initiation of amendments or the elaboration of new documentation.
The Planning Scheme of AH’s Territory is a novelty in Ukrainian practice emerged
to address the needs of AHs. It is an overarching spatial planning document for the
AH. Currently, it is not prescribed in the legislation. Nevertheless, in 2017 the then
Ministry of Regional Development, Construction, Housing and Communal Services3
issued norms “On composition and content of the scheme of planning the territory in
which the powers of village, settlement, city councils are exercised”, which applies
to AHs. Based on these norms, Planning Schemes are developed now for some AHs.
At the same time, it is still legally correct (as at September 2019) to elaborate planning schemes for AHs in a form of Planning Scheme of Part of Rayon Territory and
some AHs do this. In either case, the Planning Scheme:

•

Defines the basic principles and directions of the spatial organisation and
functional allocations of the territory in the AH; and

•

Provides direction for the organisation of public services, transport / mobility
infrastructure, public spaces, protection from hazardous natural and man‑made
processes, environmental protection, real-estate management, cultural and
heritage protection.

11

12
3

Since September 2019, the Ministry of Development of Communities and Territories of Ukraine.
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The Planning Scheme should usually comprise the following elements (full list in
ДБН Б.1.1-21:2017, or ДБН Б.1.1-13:2012 in case of Planning Scheme of Part of
Rayon Territory):

02

Content of Planning Scheme of AH’s Territory

03

04

•

Map of the road network and transport infrastructure;

•

Map of the utility infrastructure;

•

Scheme for spatial organisation of the medical emergency service;

•

Scheme for spatial organisation of education institutions; and

•

Landscape plan.

05

06

The example of Volochyska AH illustrates the spatial analysis and decisions on opti
misation of education network included in the Planning Scheme of AH’s Territory.

07

Case study:
08

Education institutions in Volochyska AH
(Khmelnytskyi oblast)

09

10

Volochyska urban AH was created (first elections) in October 2015, uniting 18 councils with total population of 33,579 people, of which 43% live in rural areas.
The AH authority has developed the Planning Scheme for its territory, which contains
inter alia the scheme of education institutions (see overview, right), based on the requirements of the new education legislation.
Previously, school facilities in Volochyska AH were fragmented. In developing the
new scheme for the future education system, the AH authority took account of the
quality and conditions of school buildings and the demographic forecasts (forecast
number of children of different age groups). At the same time, the scheme was also
harmonised with the projected road network.
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Focusing on part of the picture, a new complex of
educational institutions is proposed for Lonky village (below). A pre-school institution (kindergarten)
will be placed in one of the buildings and a school in
the other. Such a solution will optimise the maintenance costs of education institutions and is a step towards the optimisation of school network in the AH.

11

Source: “Guidebook on Spatial Planning for authorised bodies of urban planning

12

and architecture of AHs”, U-LEAD with Europe
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There are eight steps in the development of the Planning Scheme, which can also be
replicated for the development of the Master Plan / Zoning Plan:

01

02

03

1

2

Preparation, adoption and publishing of AH Decision
on Development of the Planning Scheme of AH’s territory

Selection of licenced institution for development of
the Planning Scheme in accordance with ProZorro procedure

04

05

06

07

3

Development of the draft document (collection of data for
implementor, participation in the process of document development)

4

Public consultation

5

Harmonisation of interests with neighbouring communities

08

6
09

10

Consideration of the draft document by Urban Development Council
at Oblast State Administration

7

Submission of the draft document for expert opinion

8

Adoption and publishing of the final document
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By law, spatial planning documentation at all levels should be subject to a strategic
environmental assessment (SEA), which was introduced into the Ukrainian system
as EU standards and requirements by law only in March 2018.4
According to the Law: “SEA is a procedure for defining, describing and evaluating the consequences of realisation of documents of state planning («державне
планування») on the environment, including effects on public health. SEA includes
justification of alternative solutions, assessing prevention and mitigation measures
to reduce the negative impact of the planned activities in the space when they will
occur. The procedure includes defining the scope of the SEA, developing the SEA report, and conducting public hearings and consultations. In cases where planned infrastructure has an impact on other countries, the SEA should include a cross-border
assessment and consultation process”.
In the process of producing a SEA, the report of the assessors is integrated in the
spatial planning documentation, while the results of the public discussion and consultations are published. In preparing the SEA, at least two options of the proposed
plans should be considered to understand the future impact on the environment and
public health. It is expected that the alternative with lower impact on both environment and health will be enshrined in the planning documentation.
As the practice of preparing SEAs continues to evolve, wider use of this process will
improve the quality of planning in Ukraine.

Spatial planning in the framework
of sustainable development strategies
As was mentioned above, the spatial planning documentation at the AH level sits
inside a nest of spatial plans at the national and sub-national levels, starting from
the General Planning Scheme of Territory of Ukraine. But it also fits within a broader framework of sustainable development strategies and programmes, as the table
overleaf shows.
It is necessary to ensure alignment in the elaboration of development strategies and
spatial planning activities. Interdependence of these two activities is simple: for development of a good strategy spatial data and analysis are needed; for its realisation certain allocation of different elements in space is required; and sustainability

11

12
4

Law of Ukraine “On Strategic Environmental Assessment”.
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Sustainable development strategies and spatial planning in Ukraine
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Socio-economic development strategies and programmes

02

National level

Spatial Planning

10

Rayon level

AH level

Oblast

Rayon

AH Development Strategy

Long-term
Sustainable
Development

Development

Development

Strategy for

Strategy

Strategy

Oblast

Rayon

AH socio-economic
development programme

Ukraine
State Strategy
for Regional
Development
Short-term
Ukraine
socio‑economic

socio‑economic

socio‑economic

development

development

development

programme

programme

programme

General

Planning Scheme

Planning Scheme

Planning

Master Plan,

Planning Scheme

of Territory of

of (or Part of)

Scheme

Zoning Plan,

of Territory of

Oblast

Territory of

of AH’s

Detailed Plan

Rayon

Territory

Formal and statutory

08

09

Settlement level 5

Oblast level

Ukraine
Informal and integrated

Integrated spatial
development concept

5

Settlements within AH.
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of strategy implementation should be secured by fixing its provisions within formal
spatial planning documentation.
The table distinguishes between formal and informal processes:

•

Formal, statutory processes are led by legal procedures with typically a topdown approach, whereby documents at lower government levels have to be
in line with those at higher levels. This requires an institutionalised planning
process that is policy driven and sets out defined steps and outputs.

•

Informal, integrated processes are led by the interested parties and provide
a bottom-up platform for citizens and enterprises to take initiative. Due to their
informality, local leaders are able to mobilise public support, find cost-effective
solutions, and perform a quick search for new opportunities. Informal planning
results in visions and concepts of different scales, formed by the community,
which should be reflected in graphic and textual materials. Such concepts
contribute to initiating the development of formal documentation, drafting of
terms of references for the implementor, and guiding the implementor later.

With the aim of introducing sustainable practices in the development of their territories, local authorities in Europe have introduced different kinds of tools and approaches to integrated and informal strategic planning. To find the best solution
for the whole community, this translates into active involvement of the residents,
cross-sectorial debate, and dialogue between the political representatives, the residents and the economic actors. This integrated policy approach was founded with
the Leipzig Charter on Sustainable European Cities.6 Although it has “cities” in its title, the principles described there are relevant to the AH scale and context. The Leipzig Charter identifies two key aspects:

•

6

First, planners and policy-makers need to ensure the greater use of integrated
urban development policy approaches. Integrated urban development pro
grammes will be based on analysis of the current situation and will define con
sistent development objectives for the urban area and develop a vision for the
territory. This calls for improved coordination of the different neighbourhood,
sectoral and technical plans and policies and calls for the investments that
will help promoting a well-balanced development of the urban areas.

Leipzig Charter on Sustainable European Cities adopted by the informal meeting

11

12

of the Council of Ministers in Leipzig on 24 May 2007.
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Integrated urban development programmes will widely involve economic
actors, stakeholders and the general public which can substantially contribute
to shaping the future economic, social, cultural and environmental quality
of each area.
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•

Second, special attention should be paid to deprived neighbourhoods
within the context of the city or the territory as a whole, pursuing strategies
for upgrading the physical environment. This also calls for strengthening
the local economy and local labour market policy, proactive education
and training policies for children and young people and promotion
of efficient and affordable urban transport.

It is not correct to consider formal and informal processes as separate and independent from each other. The interplay between formality and informality, and between governments and communities, is inevitable. Therefore, the optimal way is for
formal processes to follow informal ones, or to perform them in parallel.
It is also not correct to elaborate AH development strategies separately from spatial
planning concepts and documents. The inclusive approach shown in the example
of Trostyanetska AH demonstrates the principle of integrated spatial and strategic
planning, based on involvement of all stakeholders into the development process.
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Case study:
Addressing fragmented town centre development
in Trostyanetska AH (Sumy oblast)
Currently, Trostyanets town is connected to the railroad Vorozhba — Sumy — Kharkiv
and Sumy — Poltava highway (H-12), which provides inter-modal transport infrastructure for the development of the economic zone in the north-western part of
Trostyanets AH, particularly access to “Trostyanets” industrial park. However, the
railroad and highway cut off the historical and administrative centre of Trostyanets
from the eastern part of the town. There are currently just two rail crossings for cars
(a regulated crossing and an overpass) and two for pedestrians (one underground
and one through the building of the railway station), which offer poor accessibility
for people with disabilities.
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AH boundaries
central settlement

Sumy

other settlements
railway line Vorozhba – Sumy – Poltava
highway of national significance Sumy – Poltava (H-12)

TROSTYANETS

detour scenario #1
detour scenario #2

POLTAVA (122 km)

Vorozhba

Trostyanetska AH was one of 30 AHs from all over Ukraine participating in “Integrated Spatial Planning for Amalgamated Hromadas”, an educational programme
implemented by CANactions School and supported by U-LEAD with Europe. Interdisciplinar y and inter-generational teams were formed to work on spatial development concepts, involving the leadership and staff of the AH authority, local stakeholders and external spatial planning practitioners.
As a result, several spatial development scenarios were proposed to reconnect
the green areas and public spaces in the centre of Trostyanets, and at the same
time, boost the economic zone’s development and preserve its connection to the
H-12 highway. The AH authority was able to use spatial planning to integrate and
harmonise sectoral strategies for local economic development and connectivity with
the “Pulsing Heart of Trostyanets” concept of town centre development, thereby
preserving its historical and recreational amenities, and thus increasing its overall liveability. The alternative scenarios created the room for manoeuvre in negotiations with the local community and others, as well as for dealing with budget
considerations.
Source: “Integrated Spatial Planning for Amalgamated Hromadas” Project,
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CANactions School
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Land management
Land management is an integral part of spatial planning, with the aim of ensuring
the rational use and protection of land, to create a favourable ecological environment and to improve natural landscapes, as well as ensuring the correct boundaries
for land plots, and assigning location, purpose and ownership. It is regulated by the
Land Code of Ukraine and the Law of Ukraine “On Land Management”. Land mana
gement documentation is a source of data for the development of spatial planning
documentation and becomes an instrument for implementation of approved spatial
planning solutions. Moreover, it is an important component of infrastructure management, since issues regarding purpose, allocation and ownership of plots for infrastructure objects are key during organisation of its construction / reconstruction.
According to the legislation, LSGBs have the right to:

•

Dispose of territorial community lands;

•

Transfer communal property to ownership and lease
of citizens and legal entities;

•

Buy land for public needs;

•

Organise land management;

•

Control the use and protection of communal land;

•

Monitor compliance with land and environmental legislation;

•

Settle land disputes, etc.

Legal decisions regarding the transfer (assignation) of land plots owned by the state
or community to the use of natural persons and legal entities for urban development
needs are made only on the basis of the AH’s approved Zoning Plan or Detailed Plan.
The transfer of land is not possible in the absence of these documents, except in
cases specified by the Law of Ukraine “On Regulation of Urban Development”. Similarly, the purchase of land for public use is also carried out based on the approved
spatial planning documentation. The landowner may change the purpose of the land
only in accordance with the Zoning Plan and / or Detailed Plan of the territory. The
local spatial planning documentation is also a basis for the estimation of land value.
To effectively perform these tasks, it is necessary not only to create an appropriate
unit within the AH authority, but also to have up-to-date information on the existing
state of land use in the community and to plan rational land use in the future. The
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absence of up-to-date land management documentation has potential consequences for AH authorities:

•

Ineffective decisions regarding the limited land resources of the community;

•

Land not used for the intended purpose;

•

Unauthorised seizure of lands under communal ownership;

•

Impediments to inward investment and hence economic development; and / or

•

Shortfalls in AH budgets from lower land taxes and rents.

The infrastructure “life-cycle”
In assessing an AH’s infrastructure needs, there is a natural tendency to focus on
“investment” costs — how much needs to be spent to build a new facility or network
or to rehabilitate / modernise an existing one. But the only sustainable way to view infrastructure is to consider the entire life cycle, from concept to “closure” (see below).
In this way, decision-makers can ultimately see the full costs of infrastructure development, including conceptualisation (deciding what is needed, where, and when),

Conceptualisation

End of Life

Preparation

11

Operation & Maintenance

Construction

12
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preparation (organising feasibility studies, designs, assessments, permits, tenders,
etc.), construction (after tendering and contracting), operation and maintenance,
and can also consider the potential sources of financing at each stage. The concept
of “end of life” can have different interpretations for different infrastructures. For
example, a landfill site for solid waste should be “decommissioned” at the end of
its useful life, and the site prepared for alternative uses, while in the case of a local
road, it is not “closed” but instead enters a new cycle of preparation and rehabilitation so that it is fit for purpose again. In both case, infrastructure is not protected
from deterioration, due to usage, aging, climate, geological conditions, or changes
in use, which can shorten its useful life. The key is to bring all the questions of cost
and financing, and an assessment of the socio-economic benefits, under control.
The life-cycle cost of an infrastructure is defined as the total cost, which includes
the project preparation and implementation costs, but also the ongoing costs (operation, maintenance and repair) over the lifespan of the infrastructure, plus the costs
of either closing the infrastructure or extending its useful life. By taking all of these
costs into account, which extend many years into the future, and any income it will
generate (from tariffs, charges etc) along the way, it is possible to calculate the “net
present value” of investment, using some assumptions (economic life of the infrastructure, the “discount rate” to be applied to future borrowing, etc.) as the basis for
securing financing sources. The length of the infrastructure life cycle depends on the
type, but is usually in a time range of 10 to 30 years, as illustrated the EU’s standard
reference periods (right).
For public infrastructure, these financial calculations must also be weighed up
against considerations of the impact on the economy, society and environment. Public infrastructure provides possibilities to use (like water supply systems) and protect
natural resources (like underground water reserves with wastewater treatment systems). So, it is not only the life-cycle costs (building, maintenance, etc) and benefits
(potential income generation) that we are interested in, but also the socio-economic
costs and benefits of the infrastructure:

•

Use of a good or service may generate socio-economic benefits, for example
time savings or prevention of accidents for the users of a new, safer, transport
service.

•

On the other hand, we must understand there may also be some socioeconomic costs related to the infrastructure — for example, environmental
impacts during the construction, operation and decommissioning phases, such
as air / soil / water pollution, greenhouse gas emissions and noise.
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European Commission’s reference periods by sector 7
Sector
Railways
Roads
Ports and airports
Urban transport
Water supply / sanitation

Reference period (years)
30
25-30
25
25-30
30

Waste management

25-30

Energy

15-25

Broadband

15-20

Research and innovation

15-25

Business infrastructure

10-15

The “polluter pays” principle is the commonly accepted practice for addressing
the environmental impact and cost arising from the construction and operation of
the infrastructure and services, whether it originates in the public or private sectors. Those who produce pollution should pay for the management and prevention
of damage to human health and the environment. For example, if a factory produces
a potentially poisonous substance as a by-product, it is held responsible for its safe
disposal and other necessary measure to protect human health and environment.
The “polluter pays” principle underpins legislation on pollution of land, water and air
and is effective to all polluters, whether private or public.
In Ukraine, this principle is implemented by the so-called “environmental tax” described in Section 8 of the Tax Code of Ukraine, which prescribes particular rules and
rates. The tax is paid by enterprises and organisations that emit harmful substances,
according to the type and amount of such substances. Proceeds from this tax go to

7

Guide to Cost-Benefit Analysis of Investment Projects, Economic appraisal tool

↩ 03
Municipal finance

11

12

for Cohesion Policy 2014–2020 (European Union, 2015).
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the state budget (45%), the oblast budget (30%) and the special fund of the local
budget (of a village, a settlement and a town including AHs) in the territory in which
the pollution happens (25%), respectively (Budget Code of Ukraine, Article 69). The
funds received out of the environmental tax can be spent only for financing of environment conservation and protection measures.
In practice, the main polluting public infrastructures owned by AH remain waste
management facilities (mainly landfills), sewerage (especially its absence), public
transport and solid fuel heating systems. Since the AH authority is not a business
entity (суб’єкт господарювання), the environmental tax is paid by the respective
public utility company.

What are the opportunities and challenges
for AH authorities?
With decentralisation, AH authorities became responsible for providing their citizens
and businesses with good spatial management and high quality infrastructure to assure a decent quality of life and a fully-functioning economy.
The planning of space, infrastructure and services are inter-linked. Where people
live, where production takes place, and where services are delivered, influence both
the need for infrastructure and its layout. Equally, the availability of public infrastructure and services influences the choices that people make about where to live,
and business owners make on the location of their investments.

09

To manage development of their local communities, LSGBs are faced with many
competences for spatial planning and infrastructure development under the law,
including:

10

•

Ensuring preparation of the spatial planning documentation;

•

Ensuring construction and maintenance of infrastructure;

•

Developing public and green areas;

•

Managing communal infrastructure and services;

•

Maintaining an urban cadastre and performing urban development monitoring;

•

Implementing the functions of state architectural and construction inspection.
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In order to discharge these responsibilities, they need to engage in certain tasks:

•

Forecasting future development and developing local programmes for:
land management, environmental protection, climate change
mitigation, infrastructure investments, waste management,
“blagoustrii” (territory beautification), protection of historic
and cultural heritage, public transport (public mobility),
and public security inter alia;

•

Issuing land use permits, in accordance with the relevant law;

•

Approving land management projects and allocating land plots;

•

Ensuring public participation in spatial planning;

•

Coordinating activities of stakeholders in spatial development
and architecture;

•

Ensuring an effective system of data gathering and management;

•

Engaging and contracting proper implementers for spatial
planning documentation elaboration, construction, infrastructure
development and management; and

•

Creating and managing cost-effective communal enterprises.

Local spatial planning must comply with spatial and sectorial strategies at the natio
nal and regional levels, but AH authorities are also given an opportunity to develop
their territories in accordance with local characteristics and needs.
Even as the legal framework continues to evolve, AHs will always face potential challenges in spatial planning and infrastructure development arising from:

•

Coordination with other public authorities at higher levels
of government that have powers and resources in the AH’s territory;

•

Possible disputes over the management of resources (e.g. water,
land, mineral resources, and forests) outside the settlements;

•

Unpredictable population changes, both positive and negative, which
complicates the estimation of the required scope of public services (education,
healthcare, transport load, energy and water usage, waste generation, etc.)
and hence, the construction, maintenance and rehabilitation of facilities;
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•

Economic trends and occasional shocks, which will have a similar
impact on infrastructure usage and service needs; and

•

Possible changes to AH borders in the future, for example due
to further amalgamations, which will require changes in the spatial
planning documentation.
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AHs have an opportunity to increase their income through the transfer of agricultural land to AH communal ownership, which will make them more independent and
effective in spatial planning and land management. However, if the AH lacks spatial
planning documentation, these processes could create social tensions, as local residents will try to get this land into ownership or lease it, but without taking account
of the societal benefits. Participation of the local population in the process of spatial
planning promotes its activation, cohesion, and raising responsibility for the common future.
The reality is that most Ukrainian AHs and rayon state administrations (RSAs) are using out-of-date or inadequate spatial documentation, as many plans were produced
before 1990. Some communities do not have spatial planning documentation at all.
This has many consequences — for example, high costs of developing infrastructure
and services, corrupt practices to obtain permits, insufficient or inadequate municipal services, and the reluctance of businesses to locate in these AHs. U-LEAD’s survey of AHs8 with 652 respondents found that 70% recognised missing, old or overly-restrictive Master Plans as the most significant obstacle for growth.
However, most AH authorities are held back by insufficient capacity to address spatial planning and infrastructure project preparation, due to the lack of professional
staff. This situation makes the case for AH authorities to:

•

Assign responsibilities for spatial planning;

•

Build their in-house expertise in spatial planning;

•

Prepare essential land management documentation;

•

Coordinate centrally infrastructure project preparation and management;

8

The survey‚ “Overview of public investment priorities for improved municipal
services and local economic development in amalgamated hromadas”, was conducted
by the U-LEAD with Europe programme among the AHs established prior to end 2017.
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•

Prioritise and prepare infrastructure projects;

•

Encourage and enable public participation in decision-making.
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Assigning responsibilities for spatial planning
In most rural and settlement AHs, performance of spatial planning functions is
transferred to the authorised organs of spatial planning and architecture at the rayon state administration (RSA) or assigned to land management specialists that are
already working in every AH. The current financial position of most AHs should permit them to proactively engage in preparing spatial planning documentation from
their own budgets.
Ideally, to accomplish the AH’s legal responsibilities and tasks, the Head of AH
should establish an organisational unit (department) for spatial planning and architecture, in order to coordinate the preparation of spatial planning documentation,
ensure public consultation and ensure urban development monitoring. The unit
would also issue conditions for construction and construction passports and maintain the urban cadastre. To do so, the unit needs to be consulted during the preparation of the municipal budget and the preparation of public infrastructure projects.
Under the current legislation, the possibility to establish the authorised Unit for the
Spatial Planning and Architecture only applies to urban AHs. The Head of the Unit
may only be a chief architect of oblast / rayon / town according to the Law “On Archi
tectural Activity” (article 14). This means the rural / settlement AH can establish the
unit, but the unit cannot have an active head, which means they are losing the necessary formal authorities in spatial planning. As an alternative, rural / settlement
AHs with insufficient resources may involve specialists from neighbouring communities based on inter-municipal cooperation. Even if the role of head of the unit is
performed by RSA personnel, this should not prevent AH from being active in spatial planning.
In case of urban AHs, it is recommended that such a unit has at least three employe
es with the necessary equipment (computer, GIS and CAD software, internet), but
ultimately it depends on real needs. According to the current Law “On Architectural
Activity”, the Head of the Unit must be a person with higher architectural education
and at least five years of professional experience in the field of spatial planning and
architecture. The Head of the Unit must be appointed in accordance with the public
recruitment procedure.

↩ 02
Managing human
resources
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Preparing documentation for land management
Given that AH authorities are responsible for the organisation of land management
in their territories,9 and budgets are limited, which types of land management documents should be produced in the first place?
First, the AH authority should prepare a “land management project on establishment (change) of settlement boundaries” to determine the territorial boundaries
of its powers to dispose of communal land. This will allow the AH authority to avoid
conflicts with different land managers, such as the State Geocadastre or OSA, and
to increase the territory of individual settlements based on the preliminarily developed Master Plans.
Having reliable data on the boundaries of its own territory, the AH authority should
develop “technical documentation on land management concerning the land inventory”. This should be carried out in accordance with the Cabinet of Ministers of
Ukraine Resolution of June 5, 2019 No. 476 “On Approving the Procedure for Land
Inventory and declaring as invalid of certain Decisions of the Cabinet of Ministers of
Ukraine”, with the purpose of:

•

Establishing the location of land management objects,
their boundaries, sizes, and legal statuses;

•

Identifying unused lands, used irrationally or not
for the intended purpose;

•

Identifying and conserving degraded agricultural lands
and contaminated lands;

•

Establishing quantitative and qualitative characteristics
of lands necessary for maintaining the State Land Cadastre;

•

Exercise state control over the use and protection of land; and

•

Adopting appropriate decisions on their basis.

This kind of documentation can be developed by the decision of the AH council, either for the whole AH territory, individual settlements, or even separate quarters or
streets.

9

According to Article 19 of the Law of Ukraine “On Land Management”.
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From the land inventory, the AH authority receives up-to-date information on all
lands and land plots in its territory, which will be the basis for the preparation of the
Planning Scheme of AH Territory or Master Plan for individual settlements and the
“technical documentation on the normative monetary valuation of the lands”.
As a result of the land inventory, special uses of the territory will also be identified,
such as the territories of the nature reserve fund and other nature conservation purposes or for recreation, historical or cultural purposes, forestry, etc. This allows AH
authorities to develop “land management projects for the organisation and delimitation of these objects”. This document ensures the preservation of these objects,
as well as providing evidence for investment decisions.
Based on the Master Plan of individual settlements, the AH authority should develop “land management projects to streamline the settlement’s territory”, in order
to substantiate, develop and further implement the necessary volume of organisational and engineering-technical measures for the development and improvement
of the quality of land, their rational use and protection, and in particular, protection
against destructive processes.
When it becomes necessary to form a separate land plot for communal needs or for
sale through land auctions, the AH authority must develop a “land management
plan for the allotment of a land plot” or the “technical documentation for land
management for inventory of a land plot”.
Thus, the essence of the design decision in land management lies in the AH authority’s / author’s design of the object of land management (separate land plot, territorial
zone, administrative and territorial formation) with the definition of its spatial characteristics, legal regime, and solution of social, economic, environmental, sanitary,
hygienic, technical aspects that are captured in the graphic and textual parts of the
land management documentation.
All project solutions in the field of land management must include identification of
land plots that need to stay in communal and state ownership, and identification of
land plots with permanent usage rights, while this data needs to be entered into the
State Land Cadastre. All project solutions also need to determine land plots that
need to be transferred to the communal ownership for future public needs and list
of land plots that are able to be transferred to private ownership (with preference
for auctions).
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Computer technologies in spatial planning
For almost three decades already, spatial planning documents have been developed in Ukraine using specialised computer programmes. At first, these were mostly drawing programmes, but gradually the transition to geographic information systems (GIS) took place. This transition was caused by the fact that planning the
development of the territory is not purely drawing work, but requires consideration
of geographical principles and the use of methods of geospatial analysis.
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The development of geoinformation technologies in our time allows us:

03

•

To collect data both in the office and directly at the territory,
and immediately introduce them to the geodatabase;

•

To perform data processing and analysis;

•

To model the development of the territory; and

•

To design geospatial data, as in previous times,
in the form of paper maps, but also in the form of
interactive mapping applications available through
local networks or the Internet.
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↪ 08
Citizens’ security
and safety

Gradually, the use of GIS has extended beyond exceptionally narrow specialists to
a wide range of stakeholders — decision-makers, specialists of various profiles, the
public, and local businesses — who can access geospatial data, including spatial
planning documentation, information on conditions and resources of the territory,
infrastructural and tourist objects, etc. Specialised geoinformation applications have
been developed to address specific tasks, such as traffic flow management, assessment of potential risks from hazardous natural or human-made events, etc.
Geoportals are specialised web-portals with a customised set of tools for spatial
analysis, and are increasingly used to share geospatial data at the state, regional and
local levels. One of the possible uses of this software is the urban planning cadastre (see sample data view,10 right), a national geo-data management system which

10 Source: “Guidebook on Spatial Planning for authorised bodies of urban planning and architecture
of AHs”, U-LEAD with Europe.
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is public and accessible (except for information with restricted access) and which
informs users about:

•

Administrative-territorial units;

•

Ecological and engineering-geological conditions;

•

Sources of information related to the civil construction norms, state standards
and rules used in planning of territories and construction; and

•

Formation of sectoral component of state geographic information resources.

Thus today, GIS is a tool for managing territorial development based on an objective
assessment of available data. Spatial documentation, developed with GIS application, immediately becomes an indispensable tool for evidence-based decision making, as illustrated by Berezivska AH.
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Case study:
Modelling suitability for the development
of tourist services by GIS in Berezivska AH
(Sumy oblast)
Berezivska AH was established in October 2015 and includes eight village councils,
with a total population of over 5000 people and a land area of 465.1 km². In line with
its strategy, one of the priorities of the AH’s development is the use of its natural potential and historical heritage to develop the tourist trade. For this ambition, the hromada has the following advantages:

•

A favourable geographical location, with access to international motorways;

•

Available natural resources, namely forests and water basin;

•

A location near Hlukhiv, which is a former capital of “Left-Bank” Ukraine.

Experts of the “E-Solutions for Hromadas” project, implemented by the Centre for
Innovations Development with the support of U-LEAD with Europe, performed some
modelling of the suitability of the AH for the development of tourism services. The
following data were used for GIS modelling: access to roads; access to water bodies; the terrain; landscapes; land use data; slope of the surface; and a set of data for
polling the local population. Information about the location of settlements, natural
preserves, and objects of cultural and historical heritage was also included. This enabled an assessment of environmental assets of the AH to take place, and the allocation of territories that are suitable for the development of tourism services (see
figure right, showing areas for recreation, with red being the most attractive).
In turn, these data are necessary inputs for drafting strategic planning documents
and locating new production and infrastructure facilities. They also help to decide on
the advisability of developing a certain economic activity in the AH’s territory, as well
using the available natural resources, including the development of recreation services. The figure on the next page shows perspective areas for the creation of tourism infrastructure, marked in blue, overlaying the existing AH planning map.
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Source: “E-Solutions for Hromadas” project, Centre for Innovations Development

With the support of U-LEAD with Europe, experts of the “E-Solutions for Hromadas”
project have developed the GIS DATA Portal (https://cid.center/gisdata), with a view
to promoting the use of geospatial data in managerial decision-making at the level
of AHs and oblasts. The portal has catalogued sources of geospatial data, multilayer e-maps and examples of their use for managing hromadas / regions. In particular,
the portal has over 100 data sources, an atlas of geospatial layers for the pilot hromadas that are the project users, as well as numerous recommendations for using
these data in management. These open data may be used for developing various
web services for AHs, as exemplified by Zasulska AH.
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Case study:
Use of geospatial data in managerial decision-making
in Zasulska AH (Poltava oblast)
Zasulska AH was established in December 2016 from 11 councils, includes 38 villa
ges, has 16,573 population and a land area is 604.3 km2. In frame of the “E-Soluti
ons for Hromadas” project a web application (https://arcg.is/0KfmfP) for the AH
using ArcGIS online technology has been developed. The application has data
concerning agricultural crops that are grown in its territory from the free precision
farming platform: https://map.onesoil.ai (see figure right).
The application provides some tools for spatial analysis:

•

An analysis of distribution of agricultural crop types across the AH territory;

•

Field area ratio by crop yield;

•

Crop yield depending on the type of products; and

•

Agricultural crop dynamics over different years.

Using this web application, the AH can:

•

Obtain information about the types, productivity and area
of agricultural crops;

•

Assess the dynamics of changes in planting acreage and crop yields
in different years;

•

Track observance of crop rotation rules; and

•

Identify the land plots that are in fact ploughed, but have not been included
in the State Land Cadastre, which results in a situation where no taxes
are paid on them.

Aside from the agricultural crops data, the web application has the following geospatial layers: data from the public cadastre map; AH boundaries; buildings; street
layout; agricultural lands; and river system.
Source: “E-Solutions for Hromadas” project, Centre for Innovations Development
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Coordinating infrastructure development
Typically, each unit or department of the AH plans the development of the public
infrastructure in its own remit (e.g. education, healthcare, transport etc.). Moreover, infrastructure preparation, operation and maintenance is often delegated to
public utility companies, usually to communal enterprises. With regards to public
infrastructure, there is typically no separate structural unit in AHs with overall responsibility for overseeing the preparation, construction and maintenance of public
infrastructure, but usually communal (environmental) services and infrastructure
are covered by the Department of Housing and Communal Services. The only central coordination tends to happen within the budgeting process, which is the point at
which hard choices about priorities must be made.

↩ 01
Strategic
management

In terms of budget planning, it is logical to think in terms of each stage of the infrastructure life-cycle:

•

Preparation: What resources are needed to prepare infrastructure projects
for implementation? Depending on the nature of the infrastructure, this might
involve commissioning external engineers, surveyors and / or economists
who can assess hydrological, geotechnical and / or topographical conditions,
prepare designs and feasibility studies, conduct cost-benefit analyses and
environmental impact assessments, prepare tender documentation, and
possibly grant or loan applications to domestic or international sources.
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•

Construction: Once the decision has been taken to proceed with
project implementation (typically through external contractors via
public procurement / ProZorro), the AH will have to finance construction
with its own source revenues (OSRs), state subventions, and / or funding
from national sources (e.g. State Fund for Regional Development),
the donor community (GIZ, USAID, Polish Aid, Swiss Agency for
Development and Cooperation, etc.) or international financial
institutions (IFIs), such as the European Investment Bank (EIB),
European Bank for Reconstruction and Development (EBRD),
or Germany’s Kreditanstalt für Wiederaufbau (KfW), etc.

•

Operation: Budget preparation should factor in the running costs
of municipal services (offset by revenue streams), capital spending
on equipment and refurbishment, but also the continuous maintenance
or “running repairs” that is necessary to ensure infrastructure does not
deteriorate;

•

End of life: When infrastructure needs to be physically decommissioned,
the costs will include elements of preparation (commissioning studies
by engineers and surveyors concerning how best to proceed, including
alternative uses of the site) and construction (tendering of physical works).
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Each source of external finance, whether grants or loans, has its own distinct applica
tion process and specific set of conditions. However, there are common factors:

•

Calculations must be realistic and justified, which places a premium
on financial analysis, budgeting and forecasting skills.

•

International donors, especially IFIs, require that projects
will deliver net positive socio-economic benefits (i.e. outweighing
any socio-economic costs), take equal opportunities and environmental
factors into consideration, are sustainable in every respect, but would not
be financially viable without the donor’s financial contribution (in other
words, it would have a negative net present value).

•

The AH authority should ensure that all the necessary pre-conditions are
already in place before approval is given, such as the ownership of land
or buildings is resolved, or in the case of inter-municipal cooperation
(IMC), there is a legal agreement between the parties regarding their
roles, contributions, shares of revenues and on-costs, etc.

10
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•

Typically, the AH authority should demonstrate they have the systems in place
to manage the infrastructure project through its construction (quality control,
etc.) and operation. For example, there should be a legal entity in place to take
responsibility of the infrastructure when complete, run and maintain it, and at
the end of its useful life, manage its “closure” or replacement.

Moreover, hromadas are not isolated units. Transport, communications and energy networks extend beyond the AH’s borders, whereas the environment does not
respect administrative boundaries, especially contamination of land, air and water.
Some infrastructure projects, such as waste management centres and wastewater
treatment plants, require a minimum efficient scale to be operationally and financially viable, which is typically larger than one AH. While inter-municipal cooperation can be time-consuming and tricky, it is also sometimes the only solution that
will bring much-needed benefits for all the AHs’ citizens and enterprises.

Planning and prioritising public investment
Even with access to grants and loans from external sources, AH typically have limited resources for investment, especially compared to the scale of their infrastructure needs. Hence, it is important to plan and prioritise, especially as part of budget
preparation and in the context of the move to medium-term budgeting. But how to
choose between renovating a school, converting an empty building into a citizens’
security centre or installing a sewage collection system in a village? These are the
types of dilemmas faced by every LSGB across Europe. Here, AH leadership must
be guided first and foremost by its legal obligations, and second by the expectations
of its citizens and businesses.

↩ 03
Municipal finance

Regarding regulatory requirements, for example:

•

In accordance with the Law “On Education”, AH authorities act as founders of
educational institutions and are responsible for optimising the school network,
which might mean that some schools are closed, while others are opened
and expanded (for example, hub schools) and will need full connectivity
to utilities. Changes in use will bring refurbishment costs. Each functioning
school should comply with the principles of the New Educational Space
in its design and equipment. The location of schools, as per the spatial
plan, will have implications for transportation of pupils and teaching staff,
which is also the responsibility of the AH authority.

↩ 06
Education
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↩ 07
Healthcare

•

AH authorities are responsible under the law for ensuring primary healthcare
(PHC) coverage in their territories, which involves, inter alia, optimising and
managing the network of PHC facilities, so that it is accessible to their citizens,
providing investment finance for buildings, equipment and IT, and financing
utility services and energy consumed by health care facilities — all of which
presupposes every facility is well-served by transport links, energy and water
supplies, medical waste and sewage collection.

AH authorities also have opportunities and obligations in other sectors, with potential implications for infrastructure, for example, citizens’ safety and security (maximum 20 minute response times to fires) and social services (moving away from residential care to personalised care). Many are also opening administrative service
centres to bring information and transactions closer to the people.
In many cases, policy decisions in key sectors for the AH will have consequences
for transport, communications, energy and environmental (water, waste, wastewater) infrastructure. These networks are fundamental to the functioning of any
community.
Carefully planned public infrastructure will create opportunities for jobs creation,
enable social cohesion, improve business competitiveness and better protect natural resources. In principle, the instinct and intention of most AH authorities is to prio
ritise the areas of highest need, where the long-term benefits to the community will
be greatest. So, what are they?
U-LEAD’s 2019 survey of AHs11 asked about the state of local infrastructure. The
picture presented will not surprise Heads of AHs (see top of opposite page).
Across Ukraine, many structures and facilities have been neglected and have received only remedial treatment or no treatment at all, because of under-funding or
poor management. Furthermore, public services are often not sufficiently developed, because the initial investment in infrastructure was too expensive or it fell
into disrepair because of the high maintenance costs. Unfortunately, this only stores
up problems down the timeline.

11 “Overview of public investment priorities for improved municipal services and local economic
development in amalgamated hromadas”, op. cit.
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Households with access to utilities

Electricity network
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Possible access to broadband internet
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The survey also asked AH authorities: what were the main infrastructure obstacles
to business development? The top five responses are presented below:

Poor quality of local road infrastructure

100

↩ 09
Economic
Development

68%

Non-existent waste collection services

45%

Non-existent / poor wastewater treatment facilities

42%

Non-existent / poor access to water supply

33%

Insufficient / inappropriate housing capacity

31%
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Given the state of infrastructure, U-LEAD’s AH survey showed the top five sectors
they saw as the highest priorities for investment were roads (83%), solid waste management (64%), health facilities (57%), education (55%) and water supply (55%).
However, when it came to actual planned investments, the highest priority in practice was cultural and sports facilities.
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Given limited resources, the tendency is to prioritise the quickest and most affordable option that is also popular with local people. Ultimately, this is not a sustainable
solution, as communal infrastructure will continue to deteriorate and fail to meet the
demand for better quality of life, jobs and growth, especially where there are gaps
in coverage.
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The same survey of AHs found the high cost of preparing project documentation was
a major obstacle to the development of infrastructural projects — over 80% consi
der this to be either a “significant” or “very significant” problem. Almost a quarter
(22%) did not plan budget expenditure for preparing priority infrastructure projects.
It is not just the construction cost that is constraining investment, but an inadequate
“pipeline” of potential infrastructure projects.
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The prioritisation of transport and environmental (water, waste, wastewater) infrastructure needs a medium-term planning approach that takes full account of the
infrastructure life-cycle, the potential socio-economic impact of infrastructure development, and the sequencing of investments to make them manageable.
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↩ 04
Communication
and engaging
with citizens and
decision-makers

Understanding the needs and expectations of local citizens and enterprises, and the
extent to which poor access to utilities is holding development back, is the starting
point for a planned approach. Such a needs assessment can be quickly established
through local surveys, service user panels and focus groups, which will help to build
ownership among local people — which is essential, as they will both benefit from
the investment and play some role in financing it too, either through taxation or service charges.
To properly understand all aspects of the AH’s public infrastructure, the AH should
establish and maintain (i.e. update over time) a comprehensive infrastructure asset
register, classified by sector (roads, water supply, etc.). This should be assembled
from existing sources, including the spatial planning documents and communal enterprises. GIS software is of great use for creating such a register.
This inventory provides the baseline for an assessment of the quality of existing infrastructure, with input from civil engineers, by:

•

Making an assessment of the condition of existing infrastructure (roads and
bridges, mains water supply, etc.) based on its ability to meet municipal needs
(e.g. leakage rates of water pipelines) and its expected useful life.
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Depending on its condition, estimating the costs of a) maintenance to the end
of its useful life, b) renovation to extend its useful life, and / or c) replacement to
start a new useful life, for each infrastructure.

Obviously, this only allows the AH executive to maintain and potentially update the
established systems and networks, rather than to extend and enhance it. Hence,
the second aspect of the analysis of the AH infrastructure asset base should be
to consider, for each sector, how the infrastructure and related services might be
modernised for the benefit of citizens and enterprises. This sort of strategic thinking
should not be limited to simply what is feasible within existing resources, but what
might be achievable with additional resources. Dare to dream. It should also consider the utilities’ potential impact on optimising the school and healthcare networks,
enhancing the attractiveness for business investors, improving the response times
to fires, crime and other emergencies, and increasing social cohesion by bringing local people together.

↩ 01
Strategic
management

The AH administration should adopt a vision and policy position for infrastructure
and services in each sector. For each sector, this policy position should be consistent with spatial planning at every applicable level (national, oblast, rayon and AH),
compatible with the legal framework and any sector strategies, and effective and
efficient for the type of infrastructure, which might require partnerships with other
AHs (inter-municipal cooperation).
This means asking questions that go beyond the “status quo”. For example:

•

Road network: Is it possible and desirable to increase capacity of existing
communal roads? Is there potential for new local roads that link to the regional
and national road network? Does this have any implications for bridges and
tunnels?

•

Household waste: How many households (and what percentage) are served
by waste collection now? Is there sufficient landfill capacity to serve 100% of
households? What is needed to introduce recycling to reduce landfill as close to
zero as possible? Is this feasible for the AH on its own, or will it need a regional
or intermunicipal waste management centre? Are there illegal dumpsites and
what needs to be done to close them?

•

Wastewater: What percentage of households, businesses and other facilities
(schools, clinics, etc) are currently served by wastewater collection? Where is
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the wastewater disposed? What is the environmental impact? Is it feasible to
increase wastewater collection to 100%, or does it make economic sense to
retain septic tanks? Is it economic to construct a wastewater treatment plant
for the AH, or on a regional or intermunicipal basis?
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This sort of analysis helps to identify both the scope and scale of potential infrastructure projects. It should not necessarily lead to the conclusion that every possible upgrade or filled gap is desirable — some might not be economically viable (for
example, connecting remote settlements or households to sewage treatment facilities). What it does, however, is create the framework for prioritisation and sequencing, including linkages between projects — for example, if pipes or cables are to be
laid, it does not make sense to refurbish the road first.
This analysis will form the basis for an infrastructure project “long-list”, from which
the AH authority, in dialogue with citizens and other stakeholders, can seek potential sources of finance. But how to choose within this long-list which are the top
priorities?
The AH leadership could focus on project readiness, but the reality is that most projects will not be ready for implementation and must be “made ready”. The tendency
then is to lean towards those projects that are easiest to prepare — the “low hanging
fruit” — which are not necessarily the most important. The solution rests in combining two concepts: mandate and impact:

•

Mandate is about legal obligations and stakeholder expectations (both
citizens and businesses). Put simply, which infrastructure projects are “must
haves”, which are “should haves” and which are “like to haves”? These three
straightforward criteria should enable the AH leadership to start ranking their
long-list projects, with the “must haves” as top priorities.

•

Impact is about socio-economic benefits. Within the “should haves”, which are
the ones that are expected to offer the greatest net benefits to the AH?

09
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The “must haves” are the projects that, if no alternative sources are forthcoming
(subventions, grants, etc), should be the first choice for own revenue finance. The
“should haves” represent the wish-list for non-AH funding, based on their expected
impact. Ideally, the top priorities within this category will be the ones that match the
potential sources of finance, but this will not necessarily be the case. The “like to
haves” rank lowest, as the name suggests.
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Preparing individual infrastructure projects
AH needs to ensure each infrastructure project is properly prepared and assessed
before it engages in its implementation. Clearly, something like the renovation of
a kindergarten is very “light touch” compared with installing pipelines for water supply, relaying a road or building a recycling centre.
By necessity, the infrastructure long-list, prioritisation and sequencing is based on
a rudimentary assessment of the merits of each individual project, which largely
focuses on construction costs. The AH authority also needs to take account of all
the life-cycle costs — preparation, operation, maintenance and depreciation too — 
as well as sources of income to cover these costs. For international donors and IFIs,
and some domestic sources also, the AH authority will need to demonstrate that
they have explored all these aspects, and consider alternative scenarios, in order to
release the required resources.
The exact approach to project preparation will depend on the nature of the infrastructure and the conditions applied by the potential provider of project finance. As
a guide, however, the following set of questions are a useful “rule of thumb” that can
be applied to any international donor / IFI. If the AH authority is able to provide positive responses to each point, then it is a long way up the path to success. Many of the
questions are helpful in a more general sense as indicative of whether the project is
ready for implementation, irrespective of the funding sources — especially the issues
concerning scope, ownership, operation and regulatory compliance.

Guiding questions to meet IFI requirements

•

What is the purpose and scope of the project?

•

Does it represent a “complete” investment (i.e. there are no elements missing
that would prevent it from functioning after construction)?

•

Where is the planned site for the infrastructure?

•

Who will be the legal owner of the infrastructure when constructed?

11

•

If the infrastructure will be jointly owned by two or more hromadas, is there
an appropriate legal agreement regarding ownership rights and
responsibilities?

12
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•

If different to the legal owner, who will be the operator
of the planned infrastructure?

•

Does the proposed owner of the infrastructure hold ownership
rights over the land (through acquisition or expropriation)?

•

Have all relevant spatial planning documents relating to the project
been legally adopted by the appropriate public authority?

•

Has a pre-feasibility study been prepared that contains
an options appraisal, a preferred solution, and a general
design / preliminary solution?

•

Has the preliminary design / solution been approved
by the relevant authorities?

•

Does the infrastructure have a location permit?

•

Based on the selected solution in the pre-feasibility study,
is there a feasibility study and preliminary design, including
a cost-benefit analysis and setting out the total investment value
and any revenue-generating activities, calculating the funding gap
calculation and identifying the financing requirements?

•

Does the proposed infrastructure comply with relevant
environmental legislation (including environmental
impact assessment, if required)?

•

Has a detailed design been prepared for the execution
of construction works (Red FIDIC), or will this be developed
by the selected contractor (Yellow FIDIC)?12

•

Is there a construction permit for the infrastructure?

•

Is there a full set of FIDIC contract documentation,
ready for tendering?
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12 FIDIC Books are the internationally-recognised conditions of contract for public
procurement of infrastructure projects (FIDIC is abbreviated from French
for “The International Federation of Consulting Engineers”).
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Public participation in decision-making
Throughout spatial planning and infrastructure development, dialogue with citizens
and businesses is very important to make sure they understand and “own” the decisions that will shape the community for many years to come. In fact, a minimum
degree of community involvement is mandatory in some cases, such as preparing
spatial plans and SEAs, in the form of public consultation. Such consultations (or
hearings) are prescribed in the Law of Ukraine “On Regulation of Urban Development
Activity” (Article 21) and the Law of Ukraine “On Strategic Environmental Assessment” (Article 12) respectively. The procedure for conducting public consultations
during development of spatial planning documents at the local level is determined
by the Cabinet of Ministers of Ukraine by the Decree № 555-2011-п.
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Thanks to the public consultations on spatial planning documentation, the community will be informed and ready for future developments. This is important, since in
the case of infrastructure projects, the impact of building work can be highly disruptive in the short-term, while citizens and businesses will enjoy the benefits only in
the medium-term, so it is essential to explain and gain acceptance of this trade-off.
Some of the decisions may also create some localised “losers”, if constructions have
longer term consequences (for example, due to the specific siting of waste management facilities or wastewater treatment plants), as well as widespread “winners”.
Participatory planning is an approach that involves all the stakeholders in a broad,
inclusive and transparent process that can be considered as part of community development. However, it also takes time and requires both careful preparation and
good communication, as well as negotiation skills, because consultations and community involvement may bring together participants with strong views, interests and
understandings.
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Concluding thoughts
Although most AH authorities lack experience in spatial planning and infrastructure development, this should not be the reason for avoiding or postponing it. Even
starting the planning and development process with small steps, such as conceptualisation and prioritisation of potential projects, can be worthwhile, as working at
a small, cost-effective scale can ultimately bring momentum and large cumulative
change. There are upfront costs, but the benefits are manifold and enduring — creating a more stable economic environment, avoiding environmental risks and enhancing the quality of life.
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Social Cohesion
Why is social cohesion important to AH authorities?
Every AH leader wants their territory to be prosperous — to enjoy economic growth,
create job opportunities, and see standards of living rising. But it should also be “cohesive”, with all citizens contributing to its success and enjoying the benefits. In the
words of the OECD, a cohesive society is one that “works toward the well-being of
all its members, fights exclusion and marginalisation, creates a sense of belonging,
promotes trust and offers its members the opportunity of upward mobility”. Where
social cohesion is weak, the risk of unrest and conflict is higher, and the prospects
of socio-economic development are lower.
Social cohesion is about each and every one in the community, whatever their age,
gender, ethnicity, sexuality, physical or mental ability, or life circumstances Every
person is somebody’s child, parent, sibling or partner. Fostering social cohesion is
about the moral imperative of care and kindness for each other.
In accordance with the 1997 Law of Ukraine “On Local Self-Government”, munici
palities play a crucial role in ensuring the safety, welfare and well-being of all the
citizens of the community, i.e. children and youth, families, people with disabilities,
veterans, internally displaced people, elderly people etc. Previously, there were re
latively few regulations in this field, but the picture is becoming clearer. This is a time
of change. The 2019 adoption of a new Law “On Social Services” will have profound
implications for AH authorities from 2020 onwards. The old system that prioritised
organisations’ needs and residential care is being replaced by a new approach that
is citizen-oriented, client-centred and community-based. In line with best international standards, Government strategies see the way forward as decentralisation
and de-institutionalisation.

12

+

380

↪

AH authorities need to be ready for the new duties they will take on. The planning and
delivery of social services will involve new authorities for elected Heads of AHs and
other responsible officials. Functions that were always carried out by state bodies1 at
higher levels of government, such as planning and monitoring of service provision,
are being transferred to AH authorities. To meet these obligations, fiscal decentralisation has opened up new possibilities. AH authorities can raise more financial resources to plan their policies, and design and develop services that meet local needs.
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02

But social cohesion is more than just assuming additional responsibilities. It is about
active citizenship. People want to play a full role in local life. Many AHs are strugg
ling with depopulation, especially rural communities. If young people feel more connected to the community, they might be keener to stay (or to return) and to work and
earn locally. In the case of the elderly, active ageing enables them to lead independent lives, not reliant on state provision in care homes, but empowered to enjoy life
to the full.
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A cohesive society has three dimensions, as represented by
the OECD’s triangle of social cohesion.
Social inclusion is about facilitating individuals and groups to
participate fully in society. This includes the empowerment of
poor and marginalised people, so that they can take advantage of available opportunities to learn, work, access servi
ces, etc. Social exclusion is the opposite.

Social mobility is the extent to which members of the community can move upwards (or downwards) in social status, including from generation to generation. Social unrest emerges when there is a feeling of frustration that life chances cannot
improve. Education has been the traditional tool for self-improvement and has enabled children to have better prospects than their parents. The current reforms of the
education system are designed to bolster both inclusion and mobility.

1

For example: Service for Children, Centres of Social Services for Family, Children and Youth,
and Territorial Centres of Social Care
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“Due to chronic underfunding in the sector, today not all Ukrainian citizens enjoy
equal access to the quality education that has been guaranteed by the Government…
Children from poor families have a worse chance to get a good education and climb
the social strata. Radical reform is needed that will reverse all the negative trends
and turn Ukrainian schools into entities able to leverage social equity and consolidation… Unlike universities, schools still allow to level out any misbalance in the development of children from different social environments”. Ministry of Education and
Science of Ukraine, The New Ukrainian School, Conceptual Principles of Secondary
School Reform.
Social capital is “the resources that result from people cooperating together toward
common ends”, in the OECD’s words. This can take many forms, including involvement in civil society organisations (CSOs), such as local charities and clubs, and can
also include citizens’ contribution to AH authority decision-making.
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The role of fundamental rights and needs
Social cohesion starts from citizens’ human rights, which are set out and safeguarded in the Constitution, including freedom from discrimination, equality of men and
women, and respect for personal dignity. The Republic of Ukraine is also a signatory
to two international agreements, which establish a wider framework for social cohesion in AHs:

•

The European Social Charter is a Council of Europe treaty that
guarantees social and economic rights relating to employment, housing,
health, education, social protection and welfare, which should be enjoyed
without discrimination. It places specific emphasis on the protection
of vulnerable persons such as children, elderly people, people with
disabilities and migrants.

•

With the unifying principle of “leave no one behind”, the United Nations’
Sustainable Development Goals (SDGs) requires all signatory governments
to ensure access to basic services for the whole population, develop social
infrastructure, and enhance opportunities for self-realisation for everyone
within a secure environment.

This framework provides legal protection that both individuals and groups (e.g. civil
society organisations) can use to seek recourse through the justice system, if they
feel their rights are being neglected or abused.
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•

The most basic level is physiological. It includes people’s physical
requirements (air, water, food), good health, and their need for rest
and shelter, all of which are guaranteed by the Constitution of Ukraine.

•

Once these fundamental needs are met, attention turns to safety.
Do people live in a secure environment? Is there stability in their lives?
Are they free to live and move without danger?

•

When the foundation of physical survival and safety is secured, the
psychological need for belonging becomes important, which is a matter
of identity and intimacy, including relationships with family and friends,
and a sense of connection with the community (social capital).

•

The next level is typically termed esteem, which concerns status, prestige,
recognition and a sense of achievement. These needs are often associated
with qualifications and employment, but also equality, dignity in old age,
respect at all ages, and the absence of prejudice and discrimination.

•

At the top of the pyramid is self-realisation, the ability for people to fulfil
their potential, which includes the possibility to engage in creative
activities (sport, music, and culture).
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Nevertheless, these safeguards are insufficient on
their own to ensure social cohesion. This requires
governments at all levels to take active measures,
which ensure social inclusion as the basis for social
mobility and which is accentuated by social capital.
The role of government, including local self-government bodies (LSGBs), can be understood with
the help of “Maslow’s hierarchy” of human needs
which is represented by a pyramid (see left) with
five levels: the two lowest levels (physiological
needs and safety) are essentially about survival; the
next two levels (belonging and esteem) rely on relationships and respect; the two highest levels (esteem and self-realisation) are about empowerment
and opportunity. The ideal of social cohesion is to
ensure all five levels are achievable for all citizens.
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An alternative perspective on human need is to consider eradicating poverty. Absolute poverty is about the minimum standard of living to survive,2 whereas relative
poverty is about the individual’s possibility to participate in normal society, so is
usually measured as a percentage of average income (mean or median) in the country. According to the World Bank, the national poverty headcount ratio in Ukraine,
which is a country-specific measure of absolute poverty,3 has fallen steadily in recent years from 8.6% of the population (2014) to 2.4% (2017). However, reducing
(and ideally eliminating) absolute poverty only resolves Maslow’s lowest level of human need — physiological.
The Government of Ukraine’s 2016 Poverty Reduction Strategy implies the responsibility of local government to ensure access to public services to all groups of population, and to minimise the risks of social exclusion for inhabitants of rural areas and
vulnerable groups of the population. Poverty risks are higher in smaller communities,
while the level of relative poverty is also higher in rural than urban communities (30%
and 17% respectively, in 2016). Rural areas, in particular, suffer from a low level of
service provision: 42% of households lack access to emergency services; 28% lack
access to healthcare facilities; 25% lack regular transport connections, etc. In many
cases, LSGBs can enhance the living conditions of their citizens, and since the Revo
lution of Dignity, this has become the main goal of the decentralisation reform.

The role of social services in social cohesion
A cohesive society does not tolerate absolute poverty, and seeks to tackle relative
poverty, by ensuing at least a minimum standard of living for all its members, so that
citizens and their families have adequate income levels beyond simply sustaining life.

2

According to the United Nations, World Summit for Social Development, 6–12 March 1995,
absolute poverty is “a condition characterised by severe deprivation of basic human needs,
including food, safe drinking water, sanitation facilities, health, shelter, education and
information. It depends not only on income but also on access to services.”

3

National poverty lines are the benchmark for estimating poverty indicators that are consistent
with the country’s specific economic and social circumstances. National poverty lines reflect local
perceptions of the level and composition of consumption or income needed to be non-poor.
Almost all national poverty lines are anchored to the cost of a food bundle — based on the
prevailing national diet of the poor — that provides adequate nutrition for good health and normal

12

activity, plus an allowance for non-food spending.
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AH authorities cannot guarantee that people will reach the highest peak of the
Maslow’s pyramid (self-realisation) by achieving all their dreams, although they can
help by providing children with a high quality education and supporting businesses
that create well-paid and stimulating jobs. But they can (and must) help those unfortunate citizens who find themselves at the bottom of the pyramid — where their
physiological needs and even safety are threatened — through social services, and
to do so in a way which increases their sense of belonging (by involving family and
friends, if possible), and respects their esteem.
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The foundation of social services is ensuring that society offers protection to those
members of the community that face risks to their well-being (they are vulnerable)
and support to those who find themselves in difficult life circumstances (they are
disadvantaged). In the past:

•

Social services has sometimes been seen as an act of charity, which
treats people as victims and sees social support as a matter of morals.

•

Alternatively, it can be seen as simply a transaction — meeting the
client’s needs — which makes the citizen the “object” of the service.

In both cases, there is a danger of making judgements about who deserves help and
who does not. Today, all citizens are understood to be “bearers of rights” (to dignity,
choice, privacy, information, safety, impartiality, and against discrimination), which
places an obligation on state and local self-government (at the appropriate level under
the law) as the “bearers of duty” towards the person. Rather than deserving help (or
not), citizens in the community have the right to help (non-negotiable) under the Constitution of Ukraine and the Law “On Social Services” (Article 12). This has to be managed effectively and efficiently, within the resources and potential of the community.
There is no universal Europe-wide definition of “social services”, but the European
Commission has identified two broad categories, which are useful for distinguishing between the “safety net” approach to social services and the “personal support”
approach.

•

Social protection & welfare: This covers “statutory & complementary
social security schemes covering the main risks of life”, which can include
unemployment, occupational accidents, disability, health problems, ageing
and retirement. In this first category, the State’s social protection provides
insurance for all citizens to safeguard them against poverty by providing
welfare payments.
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Personal social services: This is “services directly to the individual”,
and includes for example social assistance, employment & training, social
housing and long-term care. This second category is designed to meet the
needs of individual users (for example, placement in foster care) compared
to groups of citizens (for example, cash benefits for unemployed, etc.).

For the first time, the 2019 Law “On Social Services” broadens the notion of social
services in Ukraine,4 bringing it closer to this two-pronged concept,5 by including
measures aimed at the prevention of difficult life circumstances, and provision of
support to the families or individuals who find themselves in such circumstances,
adapting to them or minimising their effect.
In this way, the new approach towards the organisation of social protection and provision of personal social services aims to achieve four goals:

•

It minimises the use of institutional (residential) services for children
and other persons (people with disabilities and elderly people), and even
abandons the system of residential institutions in general. Instead, familybased and community-based services treat the person as an individual and
an active participant in society, which is also more efficient and cost-effective.
This client-centred approach is fully in line with the National Strategy of Reform
of the System of Institutional Care of Children for 2017–2026, which implied
the responsibility of AH authorities for ensuring the best interests of the
child, establishing all necessary conditions for development of the child
and supporting his / her family, and ensuring the safety and well-being
of every child in developing social, medical, education, and rehabilitation
services for families, children and youth within the community.

4

In Ukraine, the 2003 Law of Ukraine “On Social Services” took a narrow interpretation, defining
social services as “the package of measures of providing support to individuals and certain groups
who are facing difficult life circumstances and who cannot cope with them on their own”. This
started to change with the 2012 Strategy of Reform of the System of Provision of Social Services.

5

As background, the EU-Ukraine Association Agreement sets the framework for cooperation
between the Republic of Ukraine and the European Union. Among the priorities, it envisages
modernising the whole system of social protection, improving quality of social care, and ensuring

12

financial stability of social support.
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It promotes the market for social services, introduces real mechanisms of
social contracting at the community level that will expand the range of social
services providers, and creates a competitive environment that will enhance
the quality of services.

•

It ensures availability of services at the community level, as the range
and types of services should be determined by the results of the needs
assessment of the community.

•

It introduces such approaches in work with the recipients of services that
would ensure the interaction between the system of state benefits
and personal social services, and contribute to overcoming difficult life
circumstances more quickly.
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Scope of social services in Ukraine
According to the 2019 Law, social services are provided to prevent and / or survive
difficult life circumstances, and minimise the negative consequences of difficult living conditions. In this context, it defines two target groups:

•

Persons / families facing disadvantages: “Circumstances that adversely
affect life, health and development of a person or the functioning of a family
that a person / family cannot overcome on their own”;

•

Vulnerable groups of the population: “Persons / families with the highest risk
of falling into difficult living conditions due to the influence of adverse external
and / or internal factors”.
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The Law also identifies the factors that can create difficult life circumstances / living
conditions, which can be summarised as follows:

10

•

Old age;

•

Partial or complete loss of motor activity or memory;

•

Diseases that are incurable or requiring long-term treatment;

•

Mental and behavioural disorders, including as a result
of the use of psychoactive substances;

•

Disability;

11
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•

Homelessness;

•

Unemployment;

•

Low income;

•

Loss of social ties, including during stay in places
of deprivation of liberty;

•

Behavioural disorders in children due to divorce of parents;

•

Evasion of parents or persons who replace them
from performing their duties of upbringing the child;

•

Ill-treatment of a child;

•

Violence on the basis of gender;

•

Domestic violence;

•

Human trafficking;

•

Damage caused by fire, natural disaster, catastrophe, military actions,
terrorist acts, armed conflict or temporary occupation;
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As the colour-coding indicates, the key factors are:

•

Age (both children and elderly are vulnerable);

•

Medical condition (physical and mental);

•

Poverty (access to work, housing, and income); 6

•

Criminality (both victims and ex-offenders); and

•

Force majeure (accidents, disasters, conflicts, etc).

6

To qualify as a “low income” person, the average monthly income in the previous six calendar
months preceding the month of applying for social services should not have exceeded two
“minimum wages” for the respective category of person. A person’s average monthly gross
income is calculated by dividing the average monthly gross income of his / her family by the
number of family members. The method of calculating the monthly total income of the family
is approved by the central executive body that ensures the formation of state policy in the field

12

of social protection.
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The Law “On Social Services” places the AH authority, in effect, as an intermediary
between this diverse client base (“recipients of social services”) and the diverse array of organisations that can help them (“providers of social services”). According to
the Law (Article 13), these social services providers can come from either sector:

01

02

•

Government (state or municipal): These can include residential and
rehabilitation institutions, and other institutions, such as specialised
support for persons affected by domestic or gender-based violence.
Social services can also be delivered through employment centres,
healthcare facilities, educational institutions, cultural facilities, etc,
as appropriate.

•

Non-government: This can include NGOs, charitable bodies, enterprises
and individuals.

03

04

These providers must “ensure the best interests” of the recipients, which comes
with certain conditions regarding: training, qualifications and working conditions of
employees; performance of needs assessment of the recipient / family; providing
and using information on services offered and the recipients; service delivery in accordance with state standards; communication with the recipient; and interaction
with other entities in the system of social services provision, inter alia. The Law places certain obligations on the recipient too (providing full and reliable information,
complying with the terms of agreement for social services, etc).
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The Law “On Social Services” (Article 16) classifies services in four groups:
08
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Type

Description

Simple

Social services do not require / offer permanent or systematic comprehensive
assistance (e.g. information, counselling, mediation, representation, granting asylum)

Comprehensive

Social services provide for concerted actions by specialists by providing permanent
or systematic comprehensive assistance (e.g. care, education, joint accommodation,
social support, crisis intervention, supported accommodation, social (re)integration).

11

Complex

Social services provided to certain categories of recipients (e.g. HIV-infected persons,
victims of human trafficking, drug addicts, persons with mental disorders)

Auxiliary

Social services provided as natural aid (e.g. food, clothing, footwear, personal care
items, sanitary cleaning and care products, care products, fuel) and technical services
(transportation, translation, etc.)
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Social services are also categorised by duration — emergency, continual (not less
than once a month for more than a year), temporary (at least once a month for up to
a year) and one-off — place of delivery (place of residence, premises of social services provider, and elsewhere, including on the street).
The Law sets out the framework for case management (Article 18), including developing, implementing and monitoring an individual plan for the person / family (except
in emergency or one-off situations):

•

Conducting the needs assessment of the person / family by social worker,
supported (if necessary) by medical, psychology, rehabilitation and other
specialists as appropriate (Article 20);

•

Deciding to grant or refuse social services (Article 21);

•

Concluding an agreement to provide social services (Article 22), and providing
services in a crisis, namely a threat to the life or health of a person (Article 23);

•

Refusing or terminating social services provision (Article 24);

•

Organising and financing social services, including payment (Articles 25–28).

An integrated approach to social services is essential, because of the very diverse
clientele: young and old; in-work and out-of-work; housed and homeless; single
adults and families; infirm and healthy. These prospective clients have highly individual needs, reflecting their personal circumstances, which means they can reach the
services of the AH authority through many different routes (referrals from families,
doctors, teachers, housing specialists, NGOs, employment centres, etc), and require
individual packages of support (e.g. information, advice, financial help, access to accommodation, asylum, counselling, mediation, representation, home care, day care,
etc). The system of social services provision must match the sophistication of the citizens that it serves, by helping them to navigate through the system, rather than negotiate with lots of individual institutions (or units within them) and service providers.
The integrated approach should ensure the organisation of quality social services is
well-coordinated and agreed among all the relevant institutions and service providers, starting from the formulation of policy and the design of the service “offer” to
clients, through to its implementation (all interactions with beneficiaries), monitoring
of its performance and continuous improvement of the system.
This requires cooperation and collaboration to achieve a unified, coherent system,
not merging different providers together, but rather working in partnership towards
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common goals. It also means identifying the areas where capacity is weak or under-developed. Such an integrated system avoids the failure of treating the symptoms of disadvantage and vulnerability, but not the causes — and hence clients come
into the system, fall out of it, only to return later with bigger problems, which would
be a “lose-lose” for both citizen and the AH.

02

Facilitating social inclusion and building social capital
03

Social cohesion is about more than dealing with difficulties, it is also about creating
opportunities, through increasing inclusion and building social capital.

04

Like much of the world, Ukraine is experiencing an ageing population. Nevertheless,
one in five of the country’s population are children and over a quarter are young people. This generation represents both the current and the future of AHs.
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However, according to sociological research, “Youth of Ukraine — 2017”, almost
three quarters of 14–34 year olds would like to move from their current place of residence, of which eight out of 10 would like to emigrate abroad. While the reasons for
this are complex, some of them relate to the lack of opportunities and weak understanding of the influence that they can make on the processes in the country and in
their community. Eight out of 10 young people believe that they can influence the
developments in the country “only to a limited extent” or “cannot influence the situation at all”. When it comes to developments at the local level (at the level of their
community), the situation is slightly better — just two-thirds (68.5%) feel this way.
This might suggest the direction in which both state and local authorities could
work — empowering youth by making them more integrated into local processes and
taking care of their needs. The most recent developments in decentralisation enable
AH authorities both financially and methodologically to do so.
The State Social Programme “Youth of Ukraine 2016–2020” aims to create favourable conditions for development and self-realisation of youth in Ukraine. The programme set that the youth-targeted measures rest on the principles of equality,
transparency, its reliability, proactive and concise approach along with youth involvement into its implementation. The Programme stipulates two options to implement youth policy:

•

Either through the existing top-down approach, where the initiative goes
from the executive branch of government (Ministry of Culture, Youth and
Sports of Ukraine) to the communities (AH authorities);
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Or through the cooperation of the state / municipalities and youth
non‑governmental organisations (NGOs).

The second option offers a wider range of tools, requiring LSG officials to strongly reconsider their approach towards work with youth. It fosters inclusion, dialogue and
multi-stakeholder partnerships, and encourages LSG bodies to involve youth and
non-governmental structures in strategic planning, budgeting and implementation
of initiatives and services focused on youth.
The 2016–2020 Programme falls in line with the 2003 Revised European Charter on
the Participation of Young People in Local and Regional Life, which recognises the
responsibility of LSG bodies for the active participation of youth in decision-making
process and exercising their rights, by creating instruments, space, opportunities,
and where necessary to support to this involvement. This envisages an integrated
approach towards implementation of youth-related measures, rather than treating
youth-specific issues as a separate “sector”, and trying to be comprehensive instead by:

•

Tackling youth unemployment;

•

Creating proper housing and sports infrastructure;

•

Supporting cultural, sports and recreation initiatives;

•

Education and learning measures fostering participation;

•

Promoting youth mobility;

•

Providing proper healthcare services;

•

Ensuring gender equality, etc.

The following case of Ivanivska AH illustrates the potential not only to provide facilities for young people — and citizens of all ages — but also to provide a focal point for
the community to come together, to work to a common goal, and strengthen connection between different parts of the community.
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Case study:
Bringing people together in leisure
in Ivanivska AH (Vinnytsia oblast)
The Ivanivska AH was formed in November 2017 from the Hushchyntsi and Ivaniv
village councils of the Kalynivka rayon, with a total population of 7,533. While the
communities of the two villages traditionally competed with each other, the newly-elected Head of the AH, Mykhailo Kulyk, who was an entrepreneur prior to the
election, received local residents’ support and promised to take all measures to
unite citizens and create comfortable living conditions in the AH.
One of the measures was rather unconventional. Working with local businesses and
with the residents’ support, the AH authority succeeded in turning a waste dump on
the site of a dried-up lake into a sports and recreation centre, where both the youth
and adults can spend their leisure time.
The project budget amounted to UAH 3,886,000 (about EUR 130,000), financed by
the AH council, sponsors and entrepreneurs. Furthermore, residents from across
the AH felt a commitment and collective responsibility and volunteered to work on
the construction, making it a real “community building project” in every sense.
The sports and recreation centre consists of a football field (22 m × 42 m) with artificial turf, a field for basketball, volleyball and tennis, as well as an athletics section
with sports equipment and outdoor training facility. A playground with a “Ship of
Dreams” play set, which is a reminder of the old lake, was established for the youngest residents. For children’s safety, a rubber coating was applied to ensure they do
not hurt themselves. Surveillance cameras were also installed to guard the facility.
This is not just a place that attracts people, but also a landmark of the Ivanivska AH.
The sports and recreation centre welcomes young people, supports a healthy lifestyle among the population, and creates a space where AH residents can spend their
time together. And even more: its creation became a symbol of the community’s cohesion and an indicator of the efficiency of the decentralisation reform.
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This example of cooperation between the AH authority and business, which is often
featured in local and national media, was a signal for investors that further increases
the prospects of Ivanivska AH. A Swiss wood processing company is already building
its production facilities in the AH.
Source: U-LEAD Vinnytsia Regional Centre for local self-government development

What are the opportunities and challenges
for AH authorities?
AH authorities have specific responsibilities for social cohesion under Article 34 of
the Law “On Local Self-Government”, which sets out the powers (both self-governing and delegated ones) of local self-government bodies (LSGBs) in the field of social protection, in accordance with the relevant legislation in each case, and can be
summarised as follows:

SELF-GOVERNING POWERS

Residential care,

Help for people with

Ritual services for burial

goods and services

vulnerabilities to resolve

of veterans of war / labour, non-

at affordable

accommodation issues

attended or low-income citizens

prices, free food
for low-income
elderly people

Guarantees of social protection
12

+

394

↪
DELEGATED POWERS
01

02

03

04

05

Programmes for improvement

Measures to improve living

Support related

of working conditions and

conditions of people with

to maternity and

safety at work, employment

special needs, veterans,

childhood protection

programmes and initiatives for

elderly people, large families

social protection of employees

etc.

Volunteering and temporary work

Financial support to people

Custody and

for unemployed people, youth,

suffered from natural

guardianship issues 7

students at communal enterprises

disasters/Chernobyl accident

Control over the protection

Social services for people

Participation in social

of labour, social protection of

and families in need

dialogue and collective

employees, benefits for harmful
06

bargain

work conditions

Decision-making over special

Social services for homeless,

Social patronage over

07

workplaces for people with

prevention of homelessness

people served sentences / 

08

Raising awareness of citizens

Establishing monthly

Decisions over socially

over the vacancies available

allowance for people caring for

useful relief works

in hromada

vulnerable/disabled ones

09

10

disabilities

penalties

Extra benefits for employees of educational,

Control over employment of citizens

health care and cultural sphere in rural areas

For Town Councils and AHs

11

7

Decree of the Cabinet of Ministers d/d 24th September 2008, №866 «On the Scope
of Responsibilities of Social Protection Institutions related to Child Protection»
https://zakon.rada.gov.ua/laws/show/866-2008-%D0%BF
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The Law “On Local Self-Government” contains a wide array of powers that apply to
LSGBs, some of which concern labour law (safety at work and other issues relating
to the working conditions and environment) and labour policy (social dialogue and
collective bargaining in the workplace). The remaining powers largely concern social
cohesion, in relation to the many diverse groups in the community, as described here.
Social cohesion is a complicated phenomenon for AH authorities to manage.

•

At its most basic, it’s about ensuring that residents have the basic means
to survive — shelter, especially at night, sufficient income to feed and clothe
themselves, and access to healthcare when they suffer illness or injury. These
needs form the foundation of Maslow’s hierarchy, and fall squarely within the
AH authority’s responsibilities, including the partial payment of social benefits.
Support to community inhabitants can be provided through social payment,
subsidies and social services. While the financial support is covered by the
state, the latter one appertains to the responsibilities of LSGBs.

•

Social cohesion is also about providing access to personal social services,
especially for the poor, vulnerable and disadvantaged sections of society,
when they require counselling or care. Often these needs are long-term, when
linked to age or disability. In tune with most modern European countries,
Ukraine is looking to de-institutionalise social care, closing residential homes
and instead placing citizens at the centre of the process, so that they can
control their own lives as much as possible.

•

This links to the more aspirational aspects of social cohesion, which is
to help people to achieve their dreams and ambitions in life — or at least, to
ensure that they are not confronted with barriers due to gender, age, ethnicity,
ability and other possible sources of discrimination. This is, first and foremost,
a matter for legislation, but it also affects AH authorities in how they organise
public services. This requires them not merely to ensure equal treatment, but
also to anticipate actively any potential obstacles to access. Ukraine’s 2016
Poverty Reduction Strategy requires local self-government to ensure access
to public services among all parts of the population, and to minimise the risks
of exclusion for rural areas and vulnerable groups.
12
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In this context, Heads of AHs face three main opportunities and challenges:

06

07

08

09

10

11

The nurturing of “opportunity” can also help to instil a sense of “belonging”,
which should be the ultimate objective of the AH. This is the most complex
aspect of social cohesion, as the extent to which people feel connected to
the community and forge social bonds depends on many factors, including
trust in institutions such as the AH authority itself. Every AH authority can
contribute to this process by consulting the public and moving towards
“co‑ownership” of key decisions. Developing efficient dialogue with the
community will help to identify entry key points, understand what the needs
of the citizens are, design policies and programs, allocate available resources
in such a manner that the responsive to these needs. As a positive outcome,
the AH should develop an environment in which every citizen can state that
his / her community is a good place to work and live in, there is an opportunity
to plan the future, and they can pursue a socially-responsible citizenship.

•

Embedding social cohesion into their strategic thinking, given it is intrinsic
to the AH authority’s mandate;

•

Preparing for the duties that AH authorities are obliged to discharge within
the context of the 2019 Law “On Social Services”; and

•

Engaging and empowering young people, given their current and future
contribution to the success of the AH.

Embedding social cohesion in strategic thinking
↩ 01
Strategic
management

Given the multi-faceted nature of citizens’ rights and needs, and the new responsibilities that are expected in social services, social cohesion should be central to municipal strategies.

↩ 04
Communication
and engaging
with citizens and
decision-makers

This starts with understanding the circumstances and situations facing different groups within the community, especially the most disadvantaged and vulnerable sections of society (not just in the context of social services), drawing on demographic data but also dialogue. AH authorities should look at how they engage
with these groups — the mechanisms and messages they use to communicate and
consult with them — and analyse whether these tools are effective in reaching all
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sections of society, in discussion with the affected parties themselves. This will also
help to build relationships that are central to connecting with all parts of the community and creating social capital.
AH authorities should also assess other aspects of their planning and implementation
to evaluate whether social inclusion is fully integrated in key policy areas, such as:

•

Childcare and social protection: Are there appropriate structures established?
Are there enough community level specialists to react to cases and support?
Are teachers and primary medical staff trained?

•

Pre-school, primary and secondary education: Are schools situated and
designed to meet the needs of all students, including those with disabilities
and learning difficulties?

•

Healthcare: Is the network organised to ensure all sections of the community
can reach primary healthcare facilities within a reasonable distance and time,
and are the building themselves accessible? Is the AH authority organising
public health campaigns that are targeted towards groups at risk, such as
young children and the elderly needing vaccinations?

•

Citizens’ security and safety: Do the citizens feel safe in their AHs? To what
extent are they involved in ensuring public order in their community? Is the
infrastructure developed enough to ensure the community is safe for living?

•

Administrative services: Do the citizens have equal access to the
administrative services in their AHs? Are there bodies that can deliver high
quality services in the communities?

•

Economic and rural development: Do AHs realise that social inclusion
contributes to the development of the community? If so, is this aspect taken
into consideration when planning and budgeting?

Preparing for new duties in social services
The 2019 Law “On Social Services” sets out the rights and responsibilities that apply
to AH authorities under Article 11, clause 4. These are summarised in a box overleaf.
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Powers of the AH authorities

•

Determining the needs of the AH population for social services (including
non‑government social service providers), by collecting, analysing, summarising
and publishing this information;

•

Implementing measures to identify vulnerable groups of people
and persons / families in difficult life circumstance / living conditions;

•

Providing social services to persons / families according to their needs,
by creating a network of social service providers (state / municipal and non-state)
and / or contracting with competent authorities;

•

Ensuring that the professional competence / qualification of employees
of social service providers increases;

•

Coordinating activities of entities providing social services at the local level;

•

Ensuring interaction between social service providers and institutions / 
individuals / entrepreneurs who protect or provide assistance in the AH to
vulnerable groups and persons / families in difficult situations;

•

Providing information to the population about social services (listing them,
and describing the content and procedures for receiving them) in a way
that is accessible irrespective of their health conditions;

•

Collecting, analysing and disseminating information on the provision of social services
and promote the introduction of better experience in providing social services;

•

Maintaining registers of providers and recipients of social services at the local
level (in accordance with Article 15);

•

Monitoring and evaluating quality of the provision of social services,
and disclose relevant results;

•

Controlling the use of budget funds aimed at financing social services;

•

Controlling observance of the requirements of the 2019 Law,
and ensuring compliance with the rights of recipients of social services;

•

Appointing heads of social service providers established by the AH authority,
whose activities are financed by the AH budget; and

•

Resolving other issues related to social services provision in accordance
with legal obligations.

06

07

08

09

10

11

Social Cohesion

399

How should it put these powers into practice? The scheme below suggests a framework for fulfilling the AH authority’s legal obligations:

A. Governance

Inform

Manage

Develop

Interpret data

B. Community needs
assessment

Inform and
implement
Citizens

C. Targeted programmes
Access

Inform

Report

Commission

Organisational structure and responsibilities

•
•
•
•
•

(Self-) referrals
Case management
Social services providers
Raise awareness among citizens
Funding and payment system
Inform

D. Performance monitoring, assessment and improvement

In considering how to approach these tasks, the Head of AH should pay close attention to the four components, A–D, in particular:
A. Governance
First and foremost, the Head of AH will need to establish organisational arrangements for social services that are coherent and functional. This starts with designating or recruiting an in-house team to lead and coordinate this work, including with
external providers.
The role of Head of AH is crucial in ensuing the integrated approach to service provision, whereby responsible units and officials, communal enterprises, starostas and
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deputies of the council all work together in a coordinated manner. To help AH authorities, the Ministry of Social Policy of Ukraine produced methodological recommendations in 2017. The AH authority should coordinate all the bodies responsible
for citizens’ welfare, to synchronise their work and ensure they communicate effectively, thus ensuring a sophisticated and efficient response to citizens’ needs.

01

02

The Head of AH should initiate the establishment of relevant structures and subdivisions within the AH authority, and delegate powers and authorities in the sphere of
social protection and child rights, as appropriate. How AH authorities organise their
social services is not prescribed by law. Every Head of AH can decide what is the optimum structure, depending on their existing institutional set-up, the constellation of
social service providers, and available financial and human resources. Nevertheless:

03

04

•

The Head of AH should consider: ensuring the coordination of bodies by
assigning responsibility to a profile Deputy Head of the AH; integrating the
profile Deputy Heads’ commissions (responsible for social affairs, education
and culture, etc.) into the process of preparing draft decisions; and engaging
starostas into the process of defining citizens’ needs, communicating with
the population, and raising awareness about the existing opportunities.

•

Depending on the resources and needs of the AH, it is recommended to
establish the Social Protection Unit and the Children Protection Service.
Back in 2018, the Ministry of Social Policy prepared the methodological
recommendations on the functioning of these bodies.

•

The Head of AH should look to incorporate social services into the
Administrative Service Centre (ASC) — if one exists in the AH — following
the one stop-shop principle.

•

Depending on the AH’s needs and resources, the Head of AH could establish
the Centre for Provision of Social Services for different groups of people
and position of social worker. In reaching decisions about establishing
these bodies, the AH authority should review already existing resources
(for example, by reorganising existing communal enterprises) and engaging
private service providers (NGOs, private entrepreneurs, public-private
partnership mechanisms).

05

06

07

08

09

10

11

↩ 05
Administrative
services

Based on the above proposals, the diagram on the next page presents a “typical”
arrangement, with three levels: policy formation; policy implementation; and social
services provision.
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Example: Organisation and functional structure of integrated social services model management in AHs 8
Policy shaping (governance)

AH Head

First Deputy Head of AH

Deputy Head of AH

Starosta

Policy implementation (management)

Department of Social
Protection and Health Care

ASC

Providing social services
Methodological
interaction
Management
interaction

Department of
Education and Culture

Service of
children’s affairs

FOP, NGOs and other sorts
of service providers

Educational
establishments

Social service precinct
Social work specialists (FSRs)

Cultural
institutions

Budget institution

FOP — a self-employed
individual (sole proprietor)
FSR — Specialist
on Social Work

Health care establishments

Social service provision centre
Communal enterprise

Social Services Department
Officials, performance
of management functions

Family Support Department

Social Service
Precinct (FSR)

Not officials, performing
social work functions at the
level of Starosta district

Source: developed by OPM/P4EC, 2017

8

Concept of Model of Integrated System of Social Services in Amalgamated Hromadas. Preprint. —

12

Kyiv. — Unicef Ukraine, OPM, Partnership “For Every Child”. — 2017 — p. 22.
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Naturally, the precise set-up (A) will depend in part on the organisational structure
required to implement the targeted programmes (C), which will be designed on the
basis of the community needs assessment (B), and further enhanced as a result of
performance monitoring, assessment and improvement (D).

01

B. Community needs assessment

02

The AH authority is required to conduct research on the potential clients in the AH
population, to build a profile of key target groups and needs. This should lay the
foundations for the targeted programmes, and also inform the development of the
organisational structure (as this will depend on the choice of programmes).

03

The instruments for identifying the needs of communities in social services
have already been developed by the Ministry of Social Policy (Order No.28 from
20.01.2014). This document contains recommendations only, rather than instructions, and was developed before the decentralisation reform was launched. While
it suggests a number of forms which might be used for analysis of the needs of the
population, each AH authority might complement these instruments with other ones,
using the data from the AH “passport”, its social profile, and mapping of AH services.

04

05

06

08

Taking account of the EU’s recommendations on moving from institution-based to
community-based social services, the number of instruments for identifying and
monitoring citizens’ needs is not limited, and each AH authority might design its own
set of instruments. For example, some cases could be found and promoted within
UNICEF Child-Friendly Cities Initiatives (to which AH authorities can also participate),
aimed at establishing child- and youth-friendly communities in Ukraine.

09

C. Targeted programmes

07

The Head of AH needs to ensure that the mandate and priorities for social services
provision in the AH, based on both legal obligations and the community needs assessment (B), are translated into policies and programmes that are incorporated into
budget planning and execution.

10

11

↩ 05
Administrative
services

Whatever the findings of the need’s assessment, these programmes will need to
have several elements:

↩ 06
Education

•

↩ 07
Healthcare

There should be clear mechanisms for citizens to access social services,
given their rights under the legislation. Clearly, this will depend both on
which services are offered, and the circumstances of potential clients
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(beneficiaries) of social services. However, the system should permit both
self-referrals (“walk-in”) and referrals by relevant specialists. For example,
doctors (especially in primary health care facilities) should be able to refer
their patients in need (e.g. elderly, or with physical, psychological or other
conditions), including alerting those at risk (e.g. addicts, victims of domestic
violence, children who appear to have been abused), while respecting their
confidentiality. Education institutions should typically have a close relationship
with the social services system, with respect to children, families and young
people (including youths with non-custodial sentences). As the law indicates,
referrals might also come from other sources, such as employment advisers.
As noted under (A), it is helpful to have ASCs within the network of potential
referral agents, meaning staff should be trained to serve as a “one-stop
shop” entry point.

•

The glue that binds the system is the designated social worker, who connects
the referral agent, the client and the service provider(s). Here it is important
to use a “case management” approach, as described (but not yet prescribed)
by current legislation, to coordinate all the interested and involved parties and
ensure that the client does not get “lost in the system”. Case management
allows the AH authorities to take a personal and tailor-made approach to
meeting the client’s needs, by making a personal needs assessment, as
the basis for forming and following an individual plan.

•

The biggest challenge for AH authorities would be to assess, select and
manage the most suitable network of high-quality social service providers,
based on the community needs assessment. As noted, this could include
an array of entities and individuals from the public, private and NGO sectors.
In the case of external providers, the AH authority will need to follow public
procurement rules. This network should not only help the AH authority both
to react to situations, and also to resolve problems. In this way the system is
not just addressing “symptoms”, but tackling the root causes of vulnerability
and disadvantage, as far as practicable.

•

The final step will be to ensure prospective clients are aware of these services,
understand their content and are able to access them, whatever their individual
circumstances.

As LSG bodies have had a limited capacity to manage and provide quality social services up to now (and in many cases, they still struggle to do so), this domain of public
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services was usually limited to the “guaranteed package”, heavily supported from
the state budget. In the new context, it is very important for leaders of AHs to opt
for additional funding sources and optimise spending by looking for more cost-efficient schemes.

01

Moreover, given the diversity of clients and needs, it is important to adopt rules and
procedures that can be applied universally, but customised to specific circumstances. This would include such processes as:

02

03

04

05

•

Individual needs assessment using a single format;

•

A shared management information system within the AH authority;

•

Secure communication between cooperating institutions (in light
of data privacy considerations); and

•

Harmonised training programmes for staff and providers (to build
common competences).

Not just the processes, but also their implementation, should be integrated. This includes, for example, putting in place a so-called “single window” or common “front
office” for clients, so that they can access social services whatever their background
or situation.

06

07

D. Performance monitoring, assessment and improvement
The Law obliges AH authorities not only to establish and run a quality social services system, but also to continually collect information on its performance, publish
the findings, and use them to strengthen the system. This has several dimensions:

08

09

•

The Law requires the AH authority to maintain registers of both providers and
recipients. The Head of AH will need to ensure these registers are kept up-todate, and all data protection requirements are met under Ukrainian law.

•

The Head of AH should designate staff and develop processes to collect
evidence on the performance of the social services systems from both clients
(citizens) and providers, and mechanisms to report them back to senior
management, including the Head of AH.

•

The Head of AH will need to interpret this evidence to decide on any
changes in its social services policy (in effect, an update of the AH needs
assessment) and specifically any changes to its targeted programmes

10

11

↩ 03
Municipal finance
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(including any spending implications), plus any need to improve the
professional competences and qualifications of staff. In the case of external
social services providers, the AH authority will have two options: obliging
providers to train and develop staff as a condition of contract; and / or providing
training courses and other instruments of knowledge transfer (e.g. communities
of practice) for the providers.

•

Finally, the AH authority will need to find suitable ways to package and present
this information to the public, including the main findings and the proposals
being made to strengthen social services as a result.

The interpretation of the integrated approach to social services is exemplified by
Berezivska AH.

↩ 04
Communication
and engaging
with citizens and
decision-makers

Case study:
Integrated social services in Berezivska AH
(Sumy oblast)
Berezivska AH in the Sumy oblast was one of the first hromadas to implement a system of integrated social services. Based on the results of its needs assessment, the
AH developed a road map to solve existing problems and plan social services. In accordance with this road map, a Social Protection Department and four front offices
were established, where social workers can meet with hromada residents and provide the necessary assistance. In April 2017, the AH authority established a Children’s Affairs Service. Today, AH residents can receive social support through:

•

Primary Healthcare Centre;

•

Social Services Centre;

•

Department of Education, Youth and Sports;

•

Children’s Affairs Service; and

•

Berezivska public library.
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By referring to one of these facilities, residents can get a wide range of services:
information, counselling, mediation, crisis intervention, case management (social
support), and advice on employment and placing children in foster care. In order to
ensure that services are delivered promptly and efficiently, the Berezivska AH authority has established cooperation with the Hlukhiv City and Rayon Branch of the
Sumy Oblast Employment Centre and the Hlukhiv joint pension fund department.
Construction of an Administrative Service Centre, including social service delivery
in an open office format, is being completed in the AH.

01

02

03

The Berezivska AH authority has adopted a “Programme for Social Protection of
the Population” that envisages steps to protect people in difficult life circumstances, children, families with seriously ill children, the elderly, people with disabilities
and others. Moreover, the AU authority has implemented innovative approaches, for
example, creating street committees that are involved in identifying the needs of
schoolchildren, the elderly and other categories of AH residents, along with representatives of structural subdivisions of the AH executive committee through questionnaires. In this way the AH authority learns how to effectively provide social support and to comply with the principle of “leave no one behind”.

04

05

06

Source: https://decentralization.gov.ua/news/8014
07

08

Engaging and empowering young people
Taking into account the increased significance of LSGBs, especially AH authorities,
the Ministry of Culture, Youth and Sports elaborated a model of youth policy implementation within the decentralisation process in 2017, together with the expert
community.

09

10

11

↩ 01
Strategic
management

This model represents a departure from the previous approach of “work with youth”
to a new approach of “youth participation and involvement”, based on cross-sectoral cooperation and taking into consideration the specific needs of young people
in the community. In accordance with this model, the Ministry of Culture, Youth and
Sports undertakes to identify policy priorities and provide legal and methodological
support to AH authorities, while the AH authorities should decide on precise forms
of youth policy implementation depending on available resources and the AH authority’s strategic vision.
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Based on the model, the Roadmap on Youth Policy was elaborated in 2018, which
is designed to show step-by-step way of how to implement youth policy in practice using the resources available in AH. The following seven steps are offered for
consideration:

•

Elaborating a youth development strategy / plan, as part of the AH
authority’s overall strategy:

•

Assigning a responsible staff member / body in the AH authority
structure (depending on the needs and resources of the AH);

•

Creating an advisory body to cater for the interests of young people,
such as a youth council;

•

Elaborating a youth programme, with budget and action plan;

•

Providing youth-related services and creation of efficient youth
infrastructure;

•

Implementing a youth employment policy; 9

•

Providing financial support of youth in the community.10

The case of Solobkovetska AH is a good example of how minimal financial resources can be used to engage young people in AH life and addressing the community’s
problems. It is also fully in line with the concept of the New Ukrainian School to sti
mulate creative thinking.

9

↩ 06
Education

Youth employment policy would imply at least the following initiatives: special programmes
to facilitate in the first employment for young people aged 18–25 (e.g. by offering paid / unpaid
work experience, subsiding employment, etc.); assistance to young people to become selfemployed; programmes to compensate for knowledge and experience they possibly lack.

10 Financial support of youth at the level of AH would normally include, but not be limited to:
financial incentives / remuneration to young employees / leaders, provision of municipal housing,
support of youth entrepreneurship (e.g. special crediting system or extra allowance for renting
of premises / equipment), scholarships for further learning, and availability of training on the

12

topics that might be interesting to youth (e.g. how to start business).
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Case study:
Involving pupils in Solobkovertska AH
(Khmelnytskyi oblast)
Solobkovetska AH was formed in 2017 from eight villages with a total population of
about 4,000 residents, but only switched to direct inter-budgetary relations from
1 January 2018.
With the support of the Khmelnytskyi Regional Centre’s advisers, the Solobkovetska
AH authority developed a programme to support pupils’ projects through a “Junior
Start” competition. Employees of the AH council together with the Head of the AH,
lobbied the AH council deputies to support the programme by allocating funds from
the AH budget. As a result, the Programme received UAH 60,000 (approximately
EUR 2,000) for the implementation of the mini-projects.
With the adopted decision, a presentation was made for the target audience — the
AH’s high school pupils. The pupils then generated ideas and developed presentation plans with the support of the deputies and the Regional Centre’s advisers. The
final stage was the presentation of these ideas to the competition commission and
selection of the winners. The competition commission comprised the director and
advisers of the Khmelnytskyi Regional Centre, the Head of the Oblast Council and
the Head of the Rayon State Administration. In order to ensure impartiality in the selection process, there were no AH representatives in the competition commission.
As a result, 17 projects were submitted and seven funded. The children, together
with the village council, are actively implementing the projects, which has enabled
them to develop skills in leadership, decision-making and financial management.
The programme’s implementation has given impetus to the generation of new creative ideas, increased confidence in local self-government, and become a prerequisite to increase the attractiveness of life in the AH.
Source: U-LEAD Khmelnytskyi Regional Centre for local self-government development
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Concluding thoughts
The adoption of the new social services legislation, in force from January 2020, with
its explicit provisions for the AH authority, creates a whole new set of obligations and
opportunities for Heads of AHs.
Today, all AHs are at the edge of moving from the old system dominated by institutions to the system centred on clients’ needs. In this way, with the new approach in
place, social services will become citizen-oriented, avoiding the situation where the
client should come to request the services. Instead, under new circumstances, service providers will be looking for someone in need at the earliest possible stage, ensuring easy referral mechanism and providing the services as close, to the citizen’s
environment as possible. This will necessitate, above all, inter-agency working which
the AH authority will have to coordinate.
This focus on social services, however, should not distract Heads of AHs from the
wider picture. Helping those who are most unfortunate or most exposed to life’s ups
and downs is a route to building greater social cohesion. But there are also other opportunities, as the many cases of “social capital building” across Ukraine can testify (just two of which are presented here) — bringing people together for a common
cause, in the interests of the community.
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Rural Development
Why is rural development important to AH authorities?
Across the world, rural areas are often defined by what they are not, rather than
what they are. This is also the case in Ukrainian legislation, which describes rural
areas as the territories located “beyond city boundaries”.1 In fact, “non-urban” territories account for the vast majority of AHs,2 meaning AH development is largely
rural development.
Rural and semi-rural communities have their own special characteristics and
strengths, as well as specific challenges. The most obvious difference between urban and rural areas is population density. Put simply, for every square kilometer,
there are a lot more people living in towns than the countryside — making a difference
to rural AHs’ revenues, but also the demands on public services. This is especially
true in transportation and other communal services such as water supply, sewage
collection and treatment, solid waste management, and connectivity to gas, electricity and telecommunications, including broadband Internet. As a general rule, the
economics and often the physical challenges of serving households and businesses
are more demanding in rural and semi-rural territories.

↩ 10
Spatial
planning and
infrastructure
development

Low population density affects not only “hard infrastructure”, but also social networks, support systems and access to public services, including education, healthcare, social services, administrative services and emergency services. For example:
while rural schools can offer potentially a more “personal” education to children, the

1

For example, the Law of Ukraine “On Agricultural Advisory Activities”.

2

As of 22 May 2019, there were 128 urban AHs, 237 settlement AHs and 442 rural AHs.
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low student-teacher ratio often means they are not viable; the same sorts of issues
affect primary healthcare; while response times for fire, police and medics can be
much longer. This requires special consideration.
Low population density is not the only feature of rural territories, of course. While
rural areas are defined by their geography, history and people, rural economies are
predominantly based on agriculture and other industries that rely on natural resources (land, landscape, soil and minerals), historic structures and longstanding
traditions, including tourism and crafts production.

06

This overall context demands special approaches to sustainable local development in rural communities, including the preservation and best use of the physical
environment and cultural heritage. The dynamics of rural AHs are also shaped by
whether they are adjacent to urban areas and their economies interlinked — through
commuting to cities for work or study, for example. More remote AHs, especially in
mountainous or border areas, often experience de-population, as younger residents
especially move away for jobs and study. At the same time, rural areas managed well
can offer a quality of life that is missing in crowded cities with over-burdened infrastructure and stretched services. There is hidden potential in the countryside.
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There is no universal definition of rural development, either in Ukrainian legislation
or national and international literature.3 Instead, one generally talks about development of rural communities that is based on the principles of sustainable development and its three key components: ecological, economic and social (shown right).
As long ago as 1992, the United Nations Conference on Environment and Development characterised sustainable development as the development of a society that
satisfies modern needs without threatening the ability of future generations to satisfy their needs.
Today, countries around the world — including Ukraine — are committed to the
17 Sustainable Development Goals (SDGs) and 169 targets, which were approved
by the UN General Assembly under Agenda 2030.

3

For example, Jim Cavaye (2001), “Rural Community Development — New Challenges
and Enduring Dilemmas”.
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In the context of sustainable rural development, Heads of AHs should be familiar
with the following five elements.
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Policy and institutional framework

2

Community-led local development

3

Role of the agri-food industry

4

Added value of local traditions

5

Potential of rural and eco-tourism

Despite the frequent references to agri-food, rural communities are no longer seen
as solely spaces for agricultural production. More diversified rural areas have a more
stable economy that is resistant to external threats and crises. This is also true of the
agri-food industry itself, which is stronger through diversity.

Policy and institutional framework in Ukraine
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As early as 1990, the Verkhovna Rada approved the Law of Ukraine “On the Priority of
Social Development of Rural Areas and Agro-industrial Complex in the National Econo
my”, which stressed that: “The high priority of social development of rural areas and
the agro-industrial complex is derived from the exceptional importance and indispensability of agricultural products in the lives of individuals and society, as well as from
the need to revive the rural way of life as the carrier of moral and national culture”.
High levels of rural socio-economic development were seen as the key prerequisite for ensuring the republic’s supply of food and raw resources and its economic
independence.
Over subsequent years, the President of Ukraine, parliaments and national governments have approved a series of policy and legal documents aimed at ensuring rural
development. Many of these, however, had little practical influence on the process,
except for the following:

•

The 1999 Decree of the President of Ukraine “On Urgent Measures to
Accelerate Reforms of the Agricultural Sector”, which launched real reforms in
the collective farms and transfer of property and lands into private ownership;
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The State targeted programme of development of Ukrainian rural areas
until 2015, which was adopted by the Cabinet of Ministers of Ukraine (CMU)
in 2007 and included some basic approaches related to sustainable
development.

With the CMU approval in August 2014 of the State Strategy for Regional Development until 2020, it became evident that there was a need to develop a more comprehensive Concept for the Development of Rural Territories, which was approved
by the Government in September 2015, and an action plan for its implementation
was further adopted in July 2017. The Concept talks about the need to shift the focus of national agrarian policy from supporting solely the agricultural sector to supporting rural development — namely, improvement of the quality of life and well-being of the rural population.
In Ukraine, the main responsibility for agrarian policy rests with the Ministry of Economic Development, Trade and Agriculture, while the Ministry of Development of
Communities and Territories also has a strong interest in rural development. Other
ministries and their agencies with a direct interest include the Ministry of Healthcare
of Ukraine, and the Ministry of Education and Science of Ukraine, which has several dozen “agrarian” universities located in virtually every region of Ukraine. The National Academy of Agrarian Sciences has regional branches. There are also relevant
sectoral research and educational institutions across Ukraine.
Some oblast state administrations (OSAs) are also starting to look more carefully at
rural development. For instance, Donetsk OSA has established a dedicated Department of Agroindustrial Complex and Rural Territories.

Concept of community-led local development (CLLD)
The 2015 Concept for the Development of Rural Territories envisages the need to
build human and social capital and to foster public-private partnerships (PPPs) as the
foundations of successful rural development, which can provide opportunities to:

•

Nurture rural communities to take initiative and responsibility to
develop themselves;

•

Diversify the labour market and increase rural incomes;

•

Increase accessibility of basic services; and

•

Improve the demographic situation in the majority of rural territories.

↩ 11
Social cohesion
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These are sound objectives for any local development strategy in rural AHs, but
how to achieve them?

01

To activate rural communities, many EU countries are using the
community-led local development (CLLD) approach, which sees
local people — their knowledge and insights — as the main asset of development. CLLD can be applied in any AH context, but
started in rural areas, as the “LEADER” initiative, which derives
from the French acronym for “Liaison Entre Actions de Développement de l’Économie Rurale”, meaning “links between the rural
economy and development actions”.

02

03

04

05

While CLLD in the European Union (EU) is incentivised by access to the so-called
Structural Funds to formulate and implement strategies through EU co-financed projects, there are lessons to be learned from its seven principles:

•

Bottom-up approach: Rather than solutions imposed by central or regional
authorities, it is the local community which identifies the needs and challenges
confronting the area, proposes solutions and decides on specific projects to
deliver them, possibly with support of higher levels of government.

•

Integrated approach: There should be a single strategy that sees the area
as a whole, all its sectors (economy, education and training, social networks,
infrastructure, healthcare etc.), and seeks out connections and synergies,
so that activities work together and reinforce each other.

•

Partnership: The decision-making process should involve all key actors in the
area — public (governmental), private (business) and voluntary (civil society,
citizen representatives and NGOs), with no dominant player.

•

Area-based approach: The CLLD has distinct boundaries, to enable local
strengths, weaknesses, opportunities and challenges to be defined without
ambiguity. This could even be an area smaller than the AH itself, such as
a village, suburb or neighbourhood for a highly localised CLLD.

•

Networking and peer-learning: The actors exchange their experiences,
perceptions and ideas, so that the partners learn together.

•

Innovation: The partnership should search for new ways of thinking about
problems and responding to them, which might mean new to the area,
rather than completely ground-breaking.
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Cooperation: The partnership should not only work together within its own
local area, but also look to reach out to neighbouring partnerships, if they exist,
especially with respect to challenges that cut across administrative borders.

In the EU, this bottom-up, integrated and innovative approach is managed by areabased partnerships called Local Action Groups (LAGs). Each LAG is essentially
a multi-stakeholder network that consists of various public, private and civil society partners that ensures a wide representation of all sectors within the community. Such groups are tasked with developing local strategies, facilitating stakeholder
networking and cooperation, and (in the specific context of EU funding of Member
States programmes), assessing and approving “LEADER projects”.

↩ 04
Communication
and engaging
with citizens and
decision-makers

Pivotal role of the agri-food industry
At the heart of CLLD in rural territories is the agri-food industry. The latest data from
2018 shows that over 70% of all rural businesses were engaged in farming. The Law
of Ukraine “On Farming Enterprises” sets out the legal, economic and social parameters for setting up and running farming enterprises.
In 2016, Ukraine introduced the notion of family farms in amending the Law on
Farming Enterprises, which can be categorised as either legally-registered enterprises or enterprises without legal entity status that are using “physical entrepreneur”
status, on condition that only the labour of this entrepreneur and his / her immediate
family members4 is used. Legislation in 2018 to amend the Tax Code and other laws
relating to family farms identified a number of preferences for such family farming
enterprises without legal entity status:

•

They can be registered as flat taxpayers (group IV).

•

They assume privileges in paying social tax for all members of the family
farming enterprise (tax reimbursement from the state budget for 10 years).

•

Payment of income tax from the rent of land lots to local budgets is based on
the physical location of such lots.

4

As defined by Article 3 of the Family Code of Ukraine
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In the marketplace, organic products are steadily gaining popularity among both
consumers and producers (see examples below). This sector is regulated by the
2018 Law of Ukraine “On Basic Principles and Requirements for the Production, Circulation and Labelling of Organic Products”. Detailed rules and regulations regarding organic production and circulation of organic products are still being developed
by the CMU. Organic producers will be required to undergo certification that will also
include obligatory annual site inspection. Such producers will be included in the special register of organic businesses.

03

Examples of Ukrainian organic producers

•

Svit Bio (“Lybid-К”) is located in Khmelnytskyi oblast and produces
organic eggs as well as goat milk, vegetables, apples and walnuts;

•

Zolotyi Parmen produces fruit juices from locally-grown fruits
in Chernihiv oblast;

•

Mol’far specialises in making herbal teas from herbs grown
in the village of Pylypets in Zakarpattya oblast;

•

Organic Mils (“Haleks-agro”) from Zhytomyr oblast was the first
in Ukraine into large organic milk production and processing facility;

•

Liluck is located in Chernivtsi oblast and is the leading company
in producing organic birch juice;

•

Organico (“Casper”) from Odesa oblast makes sunflower,
flax and canola oils;

09

•

LiQberry makes organic berry paste at its processing facility in Kherson
oblast from berries sourced from regular suppliers in Volyn oblast.

10

Source: https://www.epravda.com.ua/publications/2019/04/3/646613/
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Niche agricultural products are those that are not widely available in the agricultural market. Niche plants (buckwheat, millet, edible chrysanthemum, blueberry, mint
etc.) are much less popular among growers than traditional and widely-available cultures, such as wheat, corn, sunflower and soy, but enjoy much higher profit margins
for producers to grow and process, with significant economic potential and export
opportunities. Moving from low price — low margin crops with little potential to add
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value, such as cereals, to higher price — higher margin produce, such as fruits and
vegetables, that can also be processed locally, would diversify local agri-food sectors and should increase local incomes.
Nevertheless, many farmers encounter problems while growing such niche cultures,
due to the lack of specialised knowledge and experience, as well as the need to invest considerable efforts, specifically in terms of time needed to learn new growing
methods, seeds and even use of basic equipment. However, the returns from investment can be considerable. For such niche agricultural production to be successful,
farmers need to concentrate on quality rather than quantity. The large quantities
that can be attractive for supplying major food companies and export markets can
be achieved through cooperating and forming associations with other growers.
A cooperative is a legal entity that is established by physical or legal entities that
have voluntarily united as members to carry out economic or other activities to satisfy the members’ economic, social and other needs using the principle of self-government. Thus, members of an AH can create cooperatives in any area of activity of
joint interest, such as water supply systems, outpatient clinics, kindergartens, extension services and training centres, waste treatment facilities, mills or agricultural
processing units.
In fact, cooperatives in rural areas mainly exist to bring together small and medium-sized agricultural producers. Operation of all forms of cooperatives in Ukraine
is regulated primarily by the framework Law of Ukraine “On Cooperation”, and in
the specific case of agricultural businesses by the Law of Ukraine “On Agricultural
Cooperation”, which sets out the legal, organisational, economic and financial parameters for establishing and operating agricultural cooperatives. Only agricultural
producers (individuals or organisations) engaged in an agricultural activity that falls
under one of the official classification categories and having in ownership or use agricultural land or farm animals have the right to create agricultural cooperatives and
be their members.
There are two types of agricultural cooperatives — service cooperatives and production cooperatives. Agricultural cooperatives provide the opportunity for their
members to create jobs for the purpose of generating profit thus turning such cooperatives into a regular company that simply uses cooperative principles in its
management. Agricultural cooperatives help their members (farmers, rural entrepreneurs etc.) to join resources but not labour and do something that is either not
possible or not profitable to do alone.
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Added value of local traditions
Interest in local food, especially organic, and other traditional products is a universal
modern trend. In the EU, over 7% of land is occupied by organic farms, and the overall area of organic farms has risen by 70% over the last 10 years.5 Local products are
often perceived as better (healthier and tastier, in the case of foods), cheaper and
more interesting. Examples of traditional food products include halushky from Poltava, kholotukha, turbivsky hrechanyky, myhaliv bread, surmullet from Odesa, onions
from Yalta, Carpathian brynza, all of which are well-known all over Ukraine.
Traditional products are those that have been made in a certain area for a long time
according to certain traditional methods and enjoy a certain reputation for quality
which is associated with its geographical origin. Across Europe, buyers know that
prosciutto is made in Parma (Italy) and unique sheep cheese in the island of Pag
(Croatia), since these products have a “geographical indication” (GI). This also applies to other local goods, including crafts, carpets, perfumes and flowers.
These GIs are protected under World Trade Organisation (WTO) rules to ensure that
businesses in other locations do not make sub-standard imitations at lower prices
with the same “branding” and destroy the image and reputation of the traditional product and its place of origin. This protects consumers from exploitation, but
of course, the consequence is also that such protected products are sold at higher
prices, benefiting both the manufacturers and their local communities. Hence, GIs
can stimulate local economic development, especially in rural areas.
France and Italy were the first countries to start protecting traditional regional products in Europe. Since the 1920s, they started to formally protect wines and alcoholic
beverages produced in certain regions. Among world-renowned names that are protected by EU legislation and WTO rules are “champagne” (sparkling wine made from
grapes grown in the Champagne region of France) and “cognac” (brandy made from
white grapes made in the French municipality of Cognac in New Aquitaine). Other
wine producers (for instance from Italy or other regions of France) do not have the
right to produce wines under the names “champagne” or “cognac”.
In Ukraine, this area is regulated by the Law of Ukraine “On the Protection of Rights
for Geographical Indication of Products”. For instance, the EU project “Support to

5

Source: https://ec.europa.eu/info/sites/info/files/food-farming-fisheries/farming/documents/
market-brief-organic-farming-in-the-eu_mar2019_en.pdf
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the system of geographical indications in Ukraine” is helping to include authentic
hutsul sheep cheese “bryndzya” into the state register.

Potential of rural tourism and especially eco-tourism
Local traditional crafts are an important element of diversification of the rural economy, especially when they are coupled with developing local tourism. For instance,
unique ceramic items from Kosiv in Ivano-Frankivsk oblast attract numerous tourists to this small town. This town also houses the Kosiv Bazar, where one can buy
various locally-produced traditional craft items.
While most types of tourism can be developed in rural communities, there is a specific category — “rural green tourism” — which was first formally used in the Law
of Ukraine “On Farming Enterprises” and also features in the Law of Ukraine “On
Tourism”.
In Ukraine, quality standards and criteria in this field are developed by the Association of Green Rural Tourism (GRT Association Ukraine). The main objective of these standards is to create a common set of requirements, signs and logos, simplify the
quality assessment and audit procedures, and ensure that customers understand what level of quality to expect from certified green rural tourism service providers. There is also a voluntary categorisation programme for rural green tourism service
providers called “Hospitable Ukrainian Homestead”, which was
developed by the GRT Association. The standards and requirements under this programme have become the basis of the national standards in this sector.

What are the opportunities and challenges
for AH authorities?
Unlike most other themes under “Successful hromada: step by step”, there is no legal obligation for AH authorities to engage in “rural development” as such. However,
as the vast majority of AHs consist solely or mainly of villages, this is the only form
of sustainable local development that is relevant and achievable!
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Nevertheless, the EU-Ukraine Association Agreement is one of the key factors guaranteeing that national policy, including agricultural policy, will shift towards sustainable development principles. According to chapter 17, “the parties shall cooperate
to promote agricultural and rural development, in particular through a gradual approximation of policies and legislation”.

02

Extract from the Association Agreement Chapter 17, Article 404
03

04

05

Cooperation between the parties in the field of agriculture and rural development
shall cover, inter alia, the following areas:

•

facilitating mutual understanding of agricultural and rural
development policies;

•

enhancing administrative capacities at central and local levels
for the planning, evaluation and implementation of policies;

•

promoting modern and sustainable agricultural production, respectful
of the environment and of animal welfare, including extension of the use
of organic production methods and the use of biotechnologies, inter alia
through the implementation of best practices in those fields;

•

sharing knowledge and best practices of rural development policies
to promote economic well-being for rural communities;

•

improving the competitiveness of the agricultural sector, and the efficiency
and transparency of the markets, as well as conditions for investment;

•

disseminating knowledge through training and information events;

•

favouring innovation through research and promoting extension
services to agricultural producers;

•

enhancing harmonisation of issues addressed within the framework
of international organisations;

•

exchanging best practices on support mechanisms for agricultural
policies and rural areas;

•

promoting the policy of quality of agricultural products in the areas
of product standards, production requirements and quality schemes.
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So, how can Heads of these AHs steer their economies and societies towards a better future, in a way that protects the landscape, traditions and resources of their territories? There are several ingredients:

•

Using CLLD as the basis for formulating local development strategies
that engage all the rural stakeholders;

•

Supporting family farming, organic and traditional products in your AHs;

•

Fostering non-food sectors, such as traditional craft industries,
rural tourism and eco-tourism, where appropriate;

•

Making best use of resources for rural development — both institutional
support and funding sources.

Each of these opportunities and challenges is explored below.

CLLD in a Ukrainian context
To achieve rural development goals, communities need to adopt and apply new
strategies that build on local strengths in a way that is consistent with the principles
of sustainable development. In this way, they can enhance economic opportunities
for local people while simultaneously reinforcing social cohesion and preserving na
tural resources, landscape and the environment (landscape, soil, water resources,
biodiversity, air quality, etc) to ensure a high quality of life now and in the future.
On the economic side, a special role in achieving rural development goals is reserved
for family farms and rural enterprises, according to the Ukrainian Rural Development
Network:

•

They produce traditional products and support a balanced national food
supply system, and preserve agricultural biodiversity and natural landscapes.

•

They create vital opportunities for strengthening the local economy, especially
in conjunction with government support measures aimed at strengthening
social cohesion and well-being of rural communities.

•

They provide rural hospitality services, thus promoting traditional culture
and technologies, and preserving rural authenticity for future generations.

Local development strategies should provide the framework for engaging the rural population in entrepreneurial activity, such as starting-up their own businesses, and / or moving from subsistence farming for personal use to family farming and
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cooperatives to supply food markets. Rural development means not only strengthening agricultural production, which is still very important for villages (although
needs to be diversified, including into processing raw materials into foodstuffs), but
also the development of non-agricultural enterprises. The development of micro and
small enterprises can create local jobs, and increase local tax revenues.
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Sustainable development is about taking a holistic and balanced approach. There
might be short-term gains (jobs and income) from locating a new production facility
in a rural community, but if there are environmental risks it can endanger long-term
prospects, as well as making the community less attractive to live in. At the same
time, investment is less likely, if there are not the schooling opportunities for children to attract and retain young families, access to daycare and healthcare for workers, and connections to transport and communication networks, energy and water
supplies.
In formulating and implementing these strategies, which can utilise government
guidance on preparing local development strategies (LDSs), rural AHs can apply the
approaches of CLLD, by ensuring the participation of rural dwellers from all sectors
of society — public, private and civic.
Application of the CLLD approach by AH authorities will enable them to better identify the needs of community members by activating various social and economic
actors, facilitating their collaboration, improving the quality of local governance, introducing innovations into rural communities more effectively, and stimulating inter-community cooperation. CLLD is a process that requires considerable time and
effort. However, with relatively little financial investment, it can have a profound influence on the lives of people and can generate new ideas and the joint commitment
of AH members to their implementation.
At the heart of the CLLD concept is creating a Local Action Group (LAG). In Ukraine,
LAGs do not yet have a separate legal provision. However, the Law of Ukraine “On
the Institutions of Self-organisation of Population” allows citizens to establish action committees for apartment blocks, streets, city districts, villages and towns etc.
Such types of committees can be treated as the basic provision of such local action
groups. In rural communities, often various associations or institutions (both public and private) are created using the available legal instruments, and they can also
perform as LAGs.
The catalyst for CLLD is the “local champion”. The initiative for creating a LAG partnership must come from a person who has authority, ability and wide public support
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on the local level. There are examples of such champions coming from private or civil society sectors, such as heads of local associations (e.g. village development association), farmers and prominent local entrepreneurs — but equally the local champion can be the Head of AH, councillor or starosta. It is important to ensure that LAGs
in communities are not too small and are guided from within the community rather
than by outside consultants or experts.
The process of developing a local strategy usually starts immediately after establishing the partnership (formal legal registration of the LAG can happen at a later
stage). This gives stakeholders the opportunity to better know each other and learn
to work together for a common objective. Building trust between partners is one of
the main elements of the LAG methodology. Results of such an approach manifest
themselves over many years.
Such approaches are often introduced in Ukraine with the help of international technical assistance projects, such as for instance the “Community-based Approach to
Local Development”, which was financed by the EU and implemented by the United Nations Development Programme (UNDP). Under this initiative, several thousand
Ukrainian citizens were trained in using the community-based approach to local development, and several training institutions (such as Kharkiv National University of
Municipal Services, Uzhhorod National University, Chernihiv National Technological
University, Luhansk National University, Donetsk National University etc.) integrated
the CLLD methodology into their curricula.
The wider introduction of participatory budgeting practices (such as community-led
budgeting) that help build communication between LSGs and local citizens can help
activate communities. Teams formed to develop projects for participatory budgeting
initiatives can serve as the foundation for future LAGs.
Until the model of LAGs is fully reflected in national legislation, AH authorities have
to adapt these approaches to the Ukrainian environment and regulations. Such institutions as the Hrytsiv Renaissance Association can be used as models. This association has been working in Ukraine since 2011, bringing locals together in identifying
needs and developing projects to respond to them, facilitating local philanthropy,
youth engagement and rural tourism. Such practices have to become the foundation
for stimulating local development in rural areas.6

6

More detailed information on this can be found at http://ednannia.ua/our-programs-and-activities/
pidtrymuiemo-lokalnu-filantropiiu/2-uncategorised/11916-bazovi-oznaky-fondu-hromady-v-ukraini
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Supporting family farming, organic produce and traditional goods
Given the prevalence of agri-food businesses in rural AHs, they should play a significant part in the CLLD strategy. What can Heads of AHs do to help existing agri-food
enterprises to develop and grow, and new ones to start-up?
AH authorities should foster cooperation with local farming enterprises of all sizes
and treat them as an important element of a successful local economy. The Ukrai
nian State Fund for the Support of Farming Enterprises that administers the state
financial support to farmers and the Association of Farmers and Private Landowners, which has branches in every oblast and rayon of Ukraine, can also provide assistance through state funding (in case of the State Fund), networking and advisory
services. The more farming enterprises a community has, the more jobs can potentially be created, leading to increased budget revenues and better living conditions.
AH authorities should also strongly encourage local farmers to move into higher value-added products, and assist them to build more complex processing and value
chains through cooperatives and other mechanisms.
The starting point is to remember that the individual farming enterprise (IFE) is the
foundation of the local farming sector, and can become the platform for a more productive economy with the right support. The activity of such enterprises is regulated
by the Law of Ukraine “On Individual Farming Enterprises”.
For the benefit of IFEs and family farming enterprises (FFEs), rural AHs can develop agricultural extension services, either within the AH or in cooperation with other communities, to assist the community, its citizens and businesses in satisfaction
of their needs in the field of rural development, raising their capacities and improving their productivity. Extension services are a valuable mechanism for transferring
know-how to communities, strengthening practical skills of their specialists and introducing new techniques, but this requires people and expertise. In accordance
with the Law “On Agricultural Advisory Services”, AH leaders can assess their internal capacities, explore engaging external partners, and elect to either:

•

Establish their own advisory service;

•

Use the services of existing extension services; or

•

Take advantage of relevant extension development programme
opted at the rayon or oblast level — for example, Drabivsky rayon
of Cherkasy oblast.
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Case study:
Cooperation in Zabolotsivska AH (Lviv oblast)
In 2011, locals in the village of Zabolotsi, which is now in Zabolotsivska AH in the
Brody rayon, decided to establish an agricultural cooperative “Pokrova”. Now, it is
a successful and steadily growing cooperative that brings together 10 communities,
and has seen its membership grow five-fold from an initial 50 people. It has 15 milk
collection points and their number is growing; every day the cooperative collects 5
tonnes of milk and sells it to milk processing facilities, as well as having its own processing facility. The cooperative has its own shop in the rayon centre and is planning
to open a large milk factory. Living conditions and development of the community
has significantly increased, due to establishment of the cooperative.
Source: https://zik.ua/news/2017/02/07/
na_lvivshchyni_kooperatyv_dav_druge_zhyttya_zabutomu_selu_1039137

In weighing up their options, AH authorities should consider cooperation with the
National Association of Agricultural Advisory Services, a nationwide institution
bringing together regional advisory services and providing assistance in the field of
the rural development.
AH authorities can also encourage and help to enable the formation of production
and service cooperatives, in line with the Law of Ukraine “On Agricultural Cooperation”, which can help local producers and suppliers to become more successful
through joining resources.7 LSGBs can support such cooperation not only through
providing financial and other resources, but also by activating and engaging rural
communities.
In Ukraine, unions of cooperatives are being created with the goal of helping existing
cooperatives to network and become even more successful. Such unions can create

7

The Cooperative Library of the National Association of Agricultural Extension Services can help
AH authorities to better understand what agricultural cooperation involves.
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sufficient economies of scale that can help generate additional revenues needed to
establish large-scale processing facilities, train farmers and facilitate networking.
For example:

•

Union of cooperatives “Hospodar” (Dnipropetrovsk oblast)
that is starting to build its own milk processing plant;

•

Union of cooperatives “Ricnopravnist” (Lviv oblast) which created
a training cooperative farm; and

•

Union of cooperatives “Faini Gazdy” (Ternopil oblast).

AH authorities can help their communities to foster organic and niche farming
through engaging relevant experts, studying best practices and allocating resources
through local support programmes. This can also be done by facilitating the establishment of service cooperatives and helping producers with processing and access
to markets.
Organic farming and the production of niche products should be viewed as an important form of agricultural diversification that can contribute to the stability of the
local economy. Organic products require at least 2.5 times more labour input than
regular ones, possibly up to five times more in Ukraine, making them an especially
interesting sector for AHs in terms of engaging the local labour force.
There are several organisations in Ukraine that deal with organic farming issues:

•

International Charitable Organisation “Green Dossier Information Centre”;

•

Association of Certified Organic Producers “Organic Ukraine”;

•

Organic Movement Federation;

•

Certification Company “Organic Standard”.

AH authorities can use such organisations for disseminating knowledge and information within the community about organic farming.
AH authorities can also allocate funding from their budgets to support relevant infrastructure and processing facilities, housing, soil preservation and improvement
measures etc. In addition to this, MEDTA also has a number of subordinated research and training institutions that can be potential partners for AHs. Among other
institutions that AH authorities can see as potential partners are the National Academy of Agrarian Sciences and its regional branches, as well as relevant sectoral research and educational institutions.

Rural Development

Furthermore, local self-government bodies (LSGBs) can utilise their resources and
influence, and play an active role in diversifying their agri-food industries, by attracting investors and taking advantage of cluster effects — augmenting the benefits of
the initial investment by drawing in related businesses (e.g. suppliers, buyers and
logistics). An example is provided by Snitkiv village, which initiated a fruit and horticulture cluster in response to citizens’ desire for more secure employment and incomes. The impact was felt not only in production and jobs, but also through inward
migration, budget revenues, and cooperation with other municipalities.
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Case study:
Fruit and horticulture cluster in Snitkiv village
(Vinnytsia oblast)
In the course of designing the Strategy for Sustainable Development of Snitkiv for
2012–2020, citizen surveys confirmed that the key values of an average resident
were employment, well-being and a stable income. While just a few permanent positions were available, the traditional practices of growing crops and raising livestock
were not generating commercial opportunities. The main priority of the local authorities became to provide people with a permanent work position or the ability to create
their own business.
At the same time, the Vinnytsia Regional Development Strategy was promoting clustering as an instrument. Following consultations, the local authority seized the initiative to introduce labour-intensive berry farming and horticulture on the lands of the
Snitkiv Village Council. The cluster initiative was launched in October 2012. Following this, the authorities engaged into active promotion of the investment potential,
namely vacant lands, via television, radio and print media to attract investors.
After a series of consultations, the most suitable applicant was selected, which prepared the business plan and concluded a memorandum of understanding to achieve
a common goal — the creation of a farm with a specialisation in horticulture and berry production.
The series of envisaged actions included design of a project and construction of the
irrigation system, with access to the reservoir via hydraulic units through the auction
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of the State Property Fund of Ukraine, together with a permit to use surface water and
the installation of a 790 metre transmission line. The wish to start cultivating berry
crops prompted the local authority to find a solution to the wider problem of water
scarcity in the settlement by creation of possibilities for local drip irrigation systems.
Along with generating job opportunities, the reorientation of agricultural production
to berries and horticulture was targeted at a broad age-range of able-bodied residents. However, a shortage of local workers during the harvesting period prompted
the Snitkiv Village Council and the investor to actively cooperate with the Rayon Employment Centre to recruit more labour. This encouraged young people and families
from other areas to move to the village for work.
Overall, the cluster initiative has already resulted in many positive outcomes:

•

Investments in the amount of UAH 26 million;

•

Plantations of strawberries (8 hectares), raspberries (20 hectares),
blueberries (12 hectares) and orchards with a total area of
160 hectares, including 13 hectares of cherries;

•

More than 50 work positions; and

•

Up to 200 seasonal vacancies.

Furthermore, 80 families have received 225 seedlings for 0.03 hectares each — as
envisaged by the project to motivate “pioneers” who expressed their interest.
The initiative has also raised budget revenues for the council, including from the
lease of land (UAH 96,000, or 42% of all payments for land), Personal Income Tax
(UAH 32,000 or 25%) and the disposal of the hydraulic facilities (UAH 7,600). Less
tangible but no less important, the cluster initiative has also strengthened relations
and cooperation with neighbouring villages, created a better labour market and reduced out-migration, and raised the profile of the village in the media.
Currently, the cluster includes the farming company (main investor) and individual
farmers, but also a high-tech company that is specialised in deep freeze (Vinnytsia
city) and a modern long-term storage complex (Murovani Kurylivci). A juice production plant is foreseen in the future.
Source: Vinnytsia Regional Association of Local Self-Government Bodies —
http://sg.vn.ua/news/praktyka-stvorennya-klastera-s-snitkiv-murovanokurylovetskogorajonu-vinnytskoyi-oblasti/
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Fostering non-food sectors (crafts and tourism)
The CLLD strategy should be broad-based, making best use of all the assets of the
whole economy, society and environment. This includes local craft production and
retailing industries, and tourism potential.
AH authorities have the right to support local artisans and traditional crafts using the
provision of the Law of Ukraine “On Traditional Folk Artisan Crafts”, which gives local
self-government bodies (LSGBs) a wide mandate in supporting such types of activity — but rarely use this opportunity.
Artisan and traditional folk crafts of Ukraine

Basket weaving

Artistic wood
processing

Easter eggs decor

Beading

Pottery, ceramics

Centres of Art industry:
Opishnia, Reshetylivka, Krolevets, Petrykivka,
Kosiv, Hlyniany, etc.

Artistic painting

Weaving

Carpet weaving

Artistic metal
processing

Embroidery

Source: https://svitppt.com.ua/kultura/roztashuvannya-hudozhnih-promisliv.html

AH authorities should be more proactive in effectively using available legal instruments for community development. Current legislation allows local governments
to develop programmes that support traditional crafts and allocate funding. For example, AH authorities could compile a register of local products and develop plans / 
roadmaps for supporting their production and promotion. It may be advisable to focus on several products with the most potential and promote them. Generally, local
products can be a promising area for both individual communities and the country
in general.
Products with geographical indication are an effective tool for supporting local initiatives targeted at community activation. Local products are closely linked with tourism, especially with so-called gastronomic tourism.
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•

Festival and championship of Bograch (Koson village, Berehiv rayon);

•

Gastrofest “Fire and Meat” (City of Mukachevo, Victory Park);

•

Wine festival “Uhochanska vine” (City of Vynohradiv, Pereni Park);

•

Festival “Berlibasky Banush” (Kostylivka village, Rakhiv rayon);

•

Wine and honey gastrofest “Sonyachnyi Napiy (Sun Drink)” (City of Uzhgorod);

•

Beer festival in Kolochava (Kolochava village, Mizhhirsy rayon);

•

Riplyanka8 festival (Kolochava village, Mizhhirsy rayon);

•

Mineral water festival (Polyana village, Svalyava rayon);

•

Festival “Bychkivski holubtsi”, (Velykyi Bychkiv village, Rakhiv rayon);

•

Festival “Medovyi spas (Holy Transfiguration)” (City of Uzhgorod).

Source: http://uzhgorod.in/ua/novini/2018/aprel/
top_15_najsmachnishih_festivaliv_zakarpattya
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AH authorities have to learn to effectively utilise local resources, both natural and
cultural, to facilitate the development of rural tourism and promote local attractions. It is also advisable to train local inhabitants in providing basic hospitality services and organising tourism enterprises. After this, individual tourism businesses
can be brought together into tourism and agrotourism clusters using such tools as
cooperatives.
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8

Riplyanka is a traditional dish from Zakarpattya that is similar to halushky,
but made from potatoes and corn flour.
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Case study:
Agrotourism cluster
In 2017, several local farmers (including some ATO veterans), jointly with the local
and regional government, research and training institutions, established an Agrotourism cluster “Horbohory” that covers the territory of three village councils of Pustomyty rayon of Lviv oblast — Semenivska village council and Solonkivska AH after
the election. The proximity of this cluster to the regional centre, local natural resources, climate, agricultural and human resources allows to develop organic farming, provide recreation and agritourism services, and revive traditional local crafts.
To support this initiative, Lviv Oblast State Administration has developed a project
“Development of rural entrepreneurship and infrastructure of the agrotourism cluster “HorboHory”, which was later submitted to, and received funding from, the EU-financed Sector Budget Support. The project’s goal is to ensure sustainable development of communities through building local infrastructure, marketing alternative
types of rural enterprises within the cluster.
Although the project is still being implemented, since its start in 2017, it was able to
bring together 33 farmers, organise three local food festivals, and build an organic
food shop. The cluster members are now planning to expand into rural tourism by
developing a hiking route and building several tourist facilities.
Source: https://www.horbohory.com.ua/?page_id=1439

Resources for rural development
To seize the opportunities to support agri-food, craft, tourism and other local enterprises, and formulate and implement their CLLD strategies, Heads of AHs should be
aware of funding sources to support rural communities and their enterprises, from
central government, oblast and rayon state administrations, private sector, international cooperation programmes and even civil society (crowdfunding).
In September 2017, the CMU approved the Concept of Development of Farmers and
Agricultural Cooperatives for 2018–2020, which led to a dedicated 2018 CMU decree for allocating and distributing financial support from the state budget to farming
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enterprises. Relevant specialists from AH authorities should carefully study these
documents to facilitate access of local farmers to government support and thus
strengthen the community’s economy.
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Every year, the CMU earmarks national funding to support farming enterprises. The
Ukrainian State Fund for Support of Farming Enterprises is a state budgetary institution mandated to implement a national policy of financial support and development
of farming enterprises.
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Rural AHs can also access the following five regional development programmes
approved by the Cabinet of Ministers of Ukraine on October 7, 2015, Decree No.821:
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•

“Rural development”

•

“Investment economy and innovation”

•

“Development of human potential”

•

“Tourism development”

•

“All-Ukrainian solidarity”.

Communities should not limit themselves to applying only to the “rural development”
programme, but rather look at funding opportunities in the other four too.

10

11

Since the livelihood of rural communities is still closely tied with agriculture, they
need to look at the resources offered by the Ministry of Economic Development,
Trade and Agriculture. This is especially relevant for supporting agri-food businesses,
and particularly small and medium sized enterprises (SMEs). The graphic right shows
the opportunities available in the 2019 budget.Many communities traditionally use
funding from the State Fund for Regional Development (SFRD) to implement regional development programmes and projects that align with the priorities identified
in the State Strategy for Regional Development and respective regional strategies.

↩ 07
Healthcare

There are also many oblast and rayon programmes aimed at solving specific rural
development requirements, including agricultural production; SME support; and advisory services to IFEs, FFEs and cooperatives.9 Other aspects related to rural development are also included in oblast and even rayon programmes of rural or regional
development, or even in more narrow-focused planning documents.
In the field of rural health, the Ministry of Healthcare of Ukraine is responsible for
the implementation of the Law of Ukraine “On Improving the Availabilty and Quality
of Health Care Services in Rural Areas”.
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Support to the agricultural sector from the State Budget of Ukraine in 2019

2801230
«Financial support of development
of the farming enterprises»
2801460

UAH 800 m

«Loans provision

of agricultural products»

to farming enterprises»
UAH 200 m + UAH 44.5 m
special fund

2801580
«Financial support
(equipment)

PROGRAMMES FOR SUPPORT

UAH 881.8 m

OF AGRICULTURE
UAH 5909 million

2801030

2801540

«Financial support

«Public support

of events in APK in a way

of stockbreeding»
UAH 3500 m

2801350
«Public support

of loans reduction»
UAH 127.2 m

of the development of hopping,
setting up orchards, wineries,
berries and their oversight»
UAH 400 m

Source: Ministry of Economic Development, Trade and Agriculture of Ukraine

9

Examples include: Programme for the support of priority areas in the agrarian sector of Poltava oblast until
2020; Regional small and medium sized business support programme in Kirovohrad oblast for 2016–2018;
Programme for the development of individual farming enterprises, family farming enterprises, cooperative
movement and agricultural extension services in Vinnytsia oblast for 2016–2020; Programme for the
support of agricultural extension services and activities in Drabivsky rayon of Cherkasy oblast for 2016–2018
(launching of this programme in one rayon motivated other rayons and the oblast, in general, to also approve
respective programmes); and Programme for the support of agricultural service cooperatives in Drabivsky
rayon for 2020 (funding for this programme is allocated from the local budgets, contributions from local
farming enterprises and indvidual farmers, international technical assistance and other sources permitted
under the Ukrainian legislation), which has grown steadily from UAH 120,000 in 2016 and is forecast
to reach UAH 250,000 in 2020.
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Within the implementation plan for the national Poverty Reduction Strategy, the
Government of Ukraine included a programme “Own Home” providing support to
affordable home loans for rural inhabitants, funded through MinRegion. Participation in this programme allows AH authorities not only to improve the housing conditions in villages, but also the auxiliary engineering infrastructure.
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Case study:
“Own Home” in Volyn

05

06

07

08

09

10

In Volyn region, this programme is successfully operating in all rayons. The essence
of the programme is to provide financial support to individuals and families by providing them with long-term loans for up to 20 years at 3% per year. It is implemented by the Oblast Fund for Support of Individual Housing Construction in the village.
In the first priority, the loan is given to those who are completing the construction that was started earlier, young specialists and ATO participants. Since the programme was launched in 1999, over 3,600 people have received home loans.
The programme works on the basis of co-financing from budgets of all levels. Some
AH authorities start supporting the initiative and allocate funding within this programme. For instance, Zymnivska AH contributed UAH 20,000 in 2016, and in 2018,
Prylisnenska, Boratynska and Dubechnenska AHs jointly with Zymnivska AH contri
buted UAH 330,000 to the overall financial support.
Source: How the programme “Own Home” was implemented?;
The programme “Own Home”: 165 Volyn residents received construction loans in 2018

11

12
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There are other national / state-financed and international / donor-financed programmes where AH authorities can access resources for their prospective projects.
In these cases, the programmes are not specifically aimed at rural areas, but the
benefits will be proportionately higher in reflection of rural needs, such as access to
drinking water, connection to sewage systems, collection of solid household waste
and closure of illegal dumpsites. The Ukrainian Cultural Fund can provide funding to
cultural projects initiated by rural communities.
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Rural AH authorities can also apply for funding allocated by private corporations that
are committed to corporate social responsibility and / or interested in promoting
their businesses and products in rural communities. For example, the multi-national
agriculture and pharmaceuticals company, Bayer, held an annual competition since
2013 called “Ukraine — the breadbasket of the future”, to award grants to nongovernmental organisations (NGOs) for social projects aimed at developing rural
communities. In 2019, the scope of the competition for grants up to UAH 200,000
each was:

•

Educational programmes in rural areas, in particular support for schools,
libraries, research centres and training programmes for farmers;

•

Programs for sustainable community development, including support to
improve energy efficiency and access to clean water, support for centres for
people with special needs, and other local needs.

Heads of AHs should also pay attention to potential opportunities for local family
farms and agricultural service cooperatives that arise from major agri-food companies that are looking to develop their (potential) supply chains. For example, the
multi-national food manufacturer, Danone allocated over EUR 1 million in 2011–
2012 for loans on preferential terms to transform over 3,000 private farms (IFEs)
into family farms (FFEs) across Ukraine, via 24 dairy cooperatives, alongside a social grants programme. This initiative enabled the members of the cooperative to
construct or construct family-run mini-farms, and to buy cows and equipment for
feeding, milking and milk cooling. Danone also provided technology consultants for
dairy cattle breeding. This type of initiative should be a win-win for both parties, as
it aims to increase the quantity and quality of milk production, enables the producer(s) to achieve economies of scale, and provides the opportunity to develop an important relationship between (new) supplier and (potential) major buyer that would
otherwise be unattainable. The company continues to support agricultural cooperatives by providing equipment and advisory services. For instance, since 2010 it has
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worked with various international assistance agencies and NGOs to support dairy
cooperatives and farmers in several Ukrainian regions.10

05

There are also many projects and funds, both Ukrainian and international, which are
available to provide finance to projects from rural communities. Detailed information can be found at such resources as the Resource Centre “GURT” or Hromadskiy Prostir (Civic Space). AH authorities should also be aware of the activities of the
international charitable fund “Dobrobut Hromad” (Community Well-being), which
operates in all oblasts of Ukraine (except Kharkiv and Zhytomyr) on sustainable integrated development of communities, supporting the creation and development
of family farms and non-agricultural businesses (rural green tourism, etc.), providing access to markets for small producers, creating new or improving existing value-added chains, inter alia. Since its foundation in 1994, the fund has helped to open
54 family farms and provided help for 23,000 rural families that are members of agricultural service cooperatives in the form of agricultural equipment, agromaterials,
plants, anomaterials, technical and advisory support.

06

Finding financial resources is not easy and requires substantial effort, knowledge
and skills, so Heads of AHs should consider:
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•

Introducing a dedicated fund-raising position;

•

Establishing AH development agencies, possibly in partnership
with other AHs in their rayon or oblast; and / or

•

Engaging outside consultants for help.
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10 http://www.danone.ua/news/news/na-khersonshchini-zapracjuvala-innovaciina-simeina-ferma/
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Concluding thoughts
As rural development is ultimately about people, satisfying their needs and ensuring
their active engagement in all spheres of community life, it should be seen as a process to achieve harmonious and sustainable socio-economic progress. This should
be based on the self-organisation of rural communities (CLLD), the optimum utilisation of local assets (physical, natural and cultural) and the harnessing of external
opportunities (regional, national and export markets). In many cases, the greatest
strength will be found in partnership, whether in business (farming and other cooperatives), sectors (supporting clusters), society (public, private and civic sectors
working together) or the neighbourhood (working with the hromadas “next door”).
Ukraine is just starting to formulate its rural development policy, and its future focus
and direction will depend directly on the active engagement, commitment and feedback of AHs.
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Annexes
Annex 1
Strategic management
The following annexes accompany the chapter on strategic management and cover:
1.1. Political, economic, socio-cultural, technological,
legal and environmental (PESTLE) analysis
1.2. Stakeholder mapping
1.3. Strengths, weaknesses, opportunities and threats (SWOT) analysis
1.4. The “5 why” technique and fishbone diagrams
1.5. Problem trees and objective trees
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Annex 1.1
PESTLE analysis
Purpose

This tool helps the AH leadership to learn more about external
factors influencing the AH, and especially the AH authority, that
are Political, Economic, Socio-cultural, Technological, Legal and
Environmental (PESTLE). The findings provide the basis for

03

more informed decision-making and devising strategic options
to respond to these challenges.

04

When to use it
Setting

During the situation analysis
It should be conducted in an open, participatory format
(e.g. brainstorming), involving all relevant actors within the AH

05

authority involved in strategy development, ideally from diverse
backgrounds, as well as external stakeholders to benefit from
multiple perspectives and insights (e.g. representatives of civil
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society, businesses, research institutes, universities).
Facilities and

Pinboards, workshop materials (markers, cards etc.); handouts

materials

of the relevant documents (results of previous analysis, relevant
data and statistics, research findings etc.)

Notes

While the PESTLE model should cover the AH authority as a whole,
it can also be applied to individual departments / sectors.

How to conduct a PESTLE analysis?
The objective should be to conduct an analysis that is as comprehensive as possible.
To conduct the analysis, the working group should go through all the factors individually (see table right). This could be done first by distributing sticky-notes to the participants for private brainstorming, before clustering the ideas and ranking the most
important factors. The analysis for the six factors can then be supplemented with
research and information sources, if resources are available.
The results of the PESTLE analysis can then guide the design and implementation of
the municipal strategy, especially the vision, mission and strategic goals, but also
sub-strategies (e.g. in the areas of health, education, economic development and
investment attraction etc.), where applicable.
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What do these factors include?
Political

Economic

Socio-cultural

These factors are about the

These factors concern the

These factors focus on

extent to which the political

economic context and

the social and cultural

context and the government

performance, such as:

environment, such as:

influence your AH authority,

•

Economic trends (GDP)

•

Population trends

•

Employment &
unemployment rates

•

Age distribution

•

Interest rates

•

Education levels

•

Inflation rates

•

Cultural trends and norms

•

Etc.

•

Changes in public opinion

•

Etc.

such as:

•

Political (in)stability

•

Corruption

•

Tax policy

•

Election cycles

•

Reform priorities

•

Etc.

and movements

Technological

Legal

Environmental

These factors consider

These factors look at the

These factors relate to

technological trends and

legislative framework, which

ecological aspects, which

innovations, which influence

influences your AH authority,

influence your AH, such as:

your AH authority, such as:

such as:

•

•

•

Weather and climate

•

Climate change, including

Use of digital
technologies and
automation

Legislation related to
amalgamation and
administrative structures

•

Data management

•

Research and
innovation

•

Labour law

•

Etc.

•

Environmental law

•

Etc.

conditions

flooding, droughts, weather

•

Legislation related to

extremes (and their effects

decentralisation

on tourism, economic
development, farming etc.)

•

Pollution of air, soil

•

Etc.

and rivers
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Annex 1.2
Stakeholder mapping
Purpose

This tool helps to identify, understand and visualise
the actors that might play a role in the municipal strategy,
as stakeholders who should be informed, involved

03

and / or influenced in its design and implementation
When to use it

Before engaging with stakeholders, but also regularly
over time to monitor relationships and changes
in actors’ roles and influence

04
Setting

It is usually performed in a small group (4‑6 people)
in an open, participatory format (brainstorming), ideally

05

with people from different backgrounds. It could also
be done with multiple teams working in parallel.

06

07

Facilities and

Pinboards, flip charts, workshop materials

materials

(markers, cards, pins etc.)

Notes

The stakeholder map is a snapshot of the situation
at a particular point in time, and hence it is worth
reviewing on a regular basis.

08

09

This tool helps to focus attention on the priority actors (people or organisations, including enterprises and institutions) to address and involve in key issues affecting
the AH authority. This process generally follows three steps:
1. Identifying — listing all relevant people, organisations and institutions;

10

2. Prioritising — visualising and categorising the significance of stakeholders;

11

3. Analysing — understanding the perspectives, interests and influence of
the relevant stakeholders, and the relationships between them.

12
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If time is limited or the scope of the initial exercise is broad, it is also an option to
conduct a “simplified” mapping exercise consisting of steps 1 and 3 (see examples
below).

Annexes

Identifying
As stakeholder mapping can be employed for a range of strategic and operational
reasons, the starting point is to clarify the objective for engaging with stakeholders
(e.g. to develop a shared vision, to strengthen education performance, to increase
employment in the AH). Then, the brainstorming session should compile a list of all
associated stakeholders with a potential interest or involvement. To provide some
orientation, you could cluster them, such as:
AH authority

Other public bodies

Civil society

Private sector

•

AH councillors

•

•

NGOs

•

Local

•

Starostas

•

Social

•

Different

•

Business

•

Youth groups

•

Scientists

•

Professional

•

Schools and

•

Private

•

Churches / 

•

Etc.

•

Trade unions

•

Local media

•

Etc.

departments
e.g. health,
education,
environment
and
infrastructure,
HR, economic
development
etc.

•

Etc.

•

Rayon state
administration
Oblast state
administration

•

Other Ahs

•

Political parties

•

Verkhovna
Rada

•

LSG

•

Etc.

associations

movements

colleges

religions

businesses

associations

bodies

entrepreneurs

Apart from organisations, it can also be helpful to pinpoint key individuals who might
be especially influential in achieving the objective and / or an advocate against it.

Prioritising
Stakeholder maps can follow different visualisation logics, the most popular being
the “onion”, which has several layers before reaching the core — in this case, the AH
authority itself. The AH authority can decide for itself the status of each stakeholder.
The “onion” stakeholder map overleaf is an example of how it might look.
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Secondary

● Central government

01

● Verkhovna Rada
02

● Healthcare

institutions

Primary

● Oblast council / OSA

● Social services
providers

● Rayon council / RSA
AH authority

03

● Citizens

and visitors

● Neighbouring

municipalities

04

● Education

● Businesses

● Local CSOs

and investors

● National Agency
●

LSG
associations

08

09

10

● Regional Training
Centres

● Higher education providers

06

07

on Civil Service

● Fire service

● Training providers

institutions

05

● Police

The assignment of primary, secondary and tertiary status is about the AH leadership’s perspective of the stakeholder’s importance to the strategic management
of the AH authority. This is independent of the stakeholder’s own perceptions in
each case.
The primary stakeholders are those actors that are most important from the AH authority’s perspective, irrespective of their interest or influence. Some stakeholders
sit on the boundary between primary and secondary, depending on the context (for
example, the AH authority has responsibility for some primary healthcare institutions as founders, but not all).

Analysing
11

12

+

After having established a good overview of the relevant stakeholders, it is helpful
to understand their perspectives, influence and interests. This requires a further reflection on the objective: what is the AH authority trying to achieve fundamentally?
The creation of a shared vision and strategy might be regarded as a change project,
which would challenge the status quo in the AH and which could potentially have
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far-reaching effects on how local people interact with each other, cooperate and
participate in decision-making processes. If you frame a municipal strategy as such
a change process, then it is sensible to ask two questions:
1. What is the interest of each group of stakeholders in the outcome?
This leads to two further questions, reflect the two aspects of “interest”.
First, how much will these actors be affected by the AH authority’s strategy?
Second, given the impact on them, how interested should they be in it?
2. Having established the degree of interest, how much influence does
each stakeholder have over the outcome, all other things being equal — 
in this case, the design and implementation of the municipal strategy?
This is about power relations, which are different depending on whether
their influence derives from the stakeholder’s constitutional / legal status
(e.g. Verkhovna Rada, key ministries), democratic accountability (local
people), specialist expertise (e.g. healthcare facilities, civil protection
bodies, etc.) or potential contribution to the AH’s success (e.g. local
businesses, training institutions).
Depending on the assessment of interest and influence, the grid below1 can help with
determining how best to manage stakeholder relations, and especially how to involve
stakeholders in the preparation and implementation of the AH authority’s strategy.

Interest

+

Stakeholder map: Who needs what?
Keep completely informed

Manage most thoroughly

Regular minimal contact

Anticipate and meet needs

Influence

+

–

Note, those stakeholders with a high degree of both interest and influence (top right
quadrant) can act as “veto players”, if they are opposed to the changes.

1

https://www.smartsheet.com/what-stakeholder-analysis-and-mapping-and-how-do-you-do-iteffectively
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For a more sophisticated visualisation, the stakeholder map also allows you to introduce different categories according to your needs (e.g. stakeholders from different
levels for example state / civil society / private sector or local / regional / national level).
For a better overview, it is also helpful to categorise the different stakeholders for
example as suggested on the right.
In addition to ranking the stakeholders according to their power status, interest and
the degree by which they are affected by the municipal strategy, you might also want
to explore the relations between the different stakeholders to gain insights into actual and potential alliances and conflicts between them that might affect your strategy
implementation (see table below to show relationships between actors2).

Next steps
Once you have identified, prioritised and analysed the stakeholders, the next step
is to develop a course of action for engaging the different stakeholders according to
their importance, interest and influence. If the AH leadership has analysed the relationships between different actors, this might provide some indications concerning
in which way to target the relevant stakeholders through your communication and
contact, and where sensitivities might lie.

07

08

09

10

11

12
2
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Capacity WORKS.
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High interest,

Close relationships: information

Weak or informal relation

high influence

exchange, frequency of

ships (a question mark

contact, overlap of interests,

is added where the nature

coordination, mutual trust

of the relationship is unclear

Alliances and cooperation

Relationships marked by

partnerships that are formalised

tension, conflicting interests

contractually or institutionally

or other forms of conflict

high or low interest,

A dominance of one

Interrupted or damaged

veto players

actor over another

relationships

Low interest,
high or low influence
High interest,
low influence
High influence,

449

450

↪

01

Annex 1.3
SWOT analysis
Purpose

and external environment, with regard to its Strengths,

02

03

This tool can be used to analyse the AH authority’s internal
Weaknesses, Opportunities and Threats (SWOT).

When to use it

While preparing the vision, mission and strategic goals.

Setting

It is best performed in an open, participatory format
(e.g. brainstorming), involving all relevant actors within
the AH authority (different departments), ideally from

04

diverse backgrounds, as well as external stakeholders
(representatives from public, private and civil society)
to benefit from multiple perspectives and insights.

05

06

Facilities and

Pinboards, workshop materials (markers, cards etc.);

materials

handouts of the relevant documents (results of previous
analysis, relevant data etc.)

Notes
07

08

09

10

11

12

+

SWOT is a well-known and widely-used tool that can also
be applied in different situations, including individual strategies
for specific sectors, services and local development.

While the analysis of strengths and weaknesses puts a focus on the AH authority’s
internal environment, the assessment of opportunities and threats allows the AH
leadership to broaden its perspective and focus specifically on the external environment. The findings of a PESTLE analysis can feed into the SWOT discussions to provide a comprehensive overview of the current situation and the foundation for devising strategic options for the future.

How to conduct a SWOT analysis?
In the context of an AH authority, a SWOT analysis involves focusing on four fundamental questions, as set out to the right. “Internal” applies to all the factors under the AH
authority’s control or influence, including its team, assets, communal enterprises, etc.
It is important not to simply “match” the four elements with each other when formulating the responses — such as describing “opportunities” in terms of maximising strengths, addressing weaknesses or taking action to protect against threats, or
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SWOT analysis
Strengths

Weaknesses

What do we want to protect, that we

What do we want to improve, that we

have or are good at doing?

have or that we are not good at doing?

Opportunities

Threats

What do we want to take advantage of,

What do we want to defend against,

to help our organisation?

to help our organisation?

describing threats as the strengths disappearing or the weaknesses getting worse — 
but rather to focus on particular issues in each category. For example, a strength
might be “regular dialogue with the local business community”, a weakness might
be “poor quality local road network”, an opportunity might be “vacant land plots
available for investors”, while a threat might be “high dependence on one large employer”. Together, these four elements (or others) might suggest a strategic goal to
attract new investment and revenues into the AH, and a series of operational goals
to realise this ambition.
To conduct the analysis, the facilitator could distribute sticky-notes to participants so
that everyone could start a “private” brainstorming first (do this for all 4 elements / 
topics). After a certain time, all notes could be collected and pinned up on a wall and
similar ideas could be grouped together. Then, the facilitator could think of a way of
ranking the ideas and to discuss among the participants which points would be kept
for the actual analysis. The main idea is to generate a lot of ideas to come up with
a comprehensive overview, without overloading it. It is always possible to go into
more depth in a separate analysis, by differentiating between that factors that the
AH authority can or cannot influence.
What is most essential is to approach the SWOT analysis with an open mind and to
have an honest discussion. If weaknesses and threats are not openly discussed, the
use of the tool is limited. There can be sensitivities, of course, if the SWOT analysis
considers matters such as internal organisation. It is important to be mindful of sensitive aspects regarding relationships between different units or staff members, and
remind participants from the start to be respectful in expressing their observations
and opinions, and to be constructive in their feedback.

Internally

Externally
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Some further questions
which could help the SWOT analysis
Strengths

•

Which resources / assets do you have (human, financial, etc.)?

•

What is your AH authority’s reputation?

•

What competitive advantages (e.g. career opportunities,
investments etc.) do you have?

•

Which processes are running particularly well?

•

In which areas is your AH particularly successful
(economic development, employment, education etc.)?

•

In which areas does your AH authority cooperate well with others?

Weaknesses

•

Do you lack resources in any areas (financial, human resources etc.)?

•

Which processes should / could be improved?

•

In which areas are you the least successful (economic development,
employment, education etc.)?

•

Which competitive disadvantages do you have in comparison
with neighbouring AHs?

•

In which areas should cooperation with others be improved?

Opportunities

•

What are the trends at a regional or national level that can
positively affect your AH?

•

Are there upcoming policy, legislative or regulatory changes,
which might have beneficial effects?

•

Could vertical and / or horizontal coordination or cooperation with
other AH authorities present new opportunities?

Annexes

Threats

•

Do you observe trends at the regional or national level that can
negatively affect your AH?

•

Are there upcoming policy, legislative or regulatory changes that
might have negative effects?

•

Is public opinion changing in a way that could negatively impact
on your AH?

Next steps
The purpose of the SWOT tool is to provide structure to the assessments and opinions of the current situation. These insights can then provide the basis for developing strategic options and future projects. In other words, it helps to identify the
strengths that can be exploited, the weaknesses that should be addressed and the
threats that should be mitigated (if possible), and the opportunities that can be
seized in formulating vision, mission and goals. The SWOT process does not, by itself, make connections between different factors and topics, this is the role of the
participants themselves.
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Annex 1.4
The “5 why” technique and “fishbone diagram”
Purpose

The “5 why” technique helps to break complex problems down
into smaller, more digestible parts in a structured way. The results
can then be fed into a “fishbone diagram”, which is a visual
display of causes, sub-causes and root-causes, as the basis for

03

finding appropriate and effective entry points for action.
When to use it

after identifying key challenges (for example, using PESTLE

04

05

While preparing the vision, mission and strategic goals,
and / or SWOT analyses)

Setting

It is best performed in an open, participatory setting involving
all stakeholders involved in strategy development, including
people with different professional backgrounds, as they will
bring in different perspectives and enable a more robust analysis

06

of the problem.
Facilities and

07

Notes
08

09

10

11

12

+

The “5 why” template and pens.

materials
The results of the “5 why” exercise can also be translated into
a problem tree (see next annex), as the basis for an objective tree.

The “right” solution to complex problems is not always easy to find. Often, challen
ges identified in the situation analysis can appear overwhelming and overly complex, which makes it difficult to identify effective solutions. It is also easy to jump
to quick and “obvious” conclusions about seemingly suitable solutions to the presented problems, which then fail to resolve them as the underlying reasons remain
untouched. The key is to avoid assumptions and logic traps that can lead to wrong
measures to solve the wrong causes of a problem. The “5 why” technique seeks out
the root-causes of the problem, which are not visible at first sight, and the fishbone
diagram makes them more visual.

Annexes

How to use the “5 why” technique and fishbone diagram
The essence of “5 why” is asking the simple question “why does this happen?” five
times to expose both the immediate and less obvious causes of the problem under
consideration. To do the exercise, the “5 why” template (overleaf) can be reproduced, for example drawn on a poster / flipchart. An example is provided after the
template, along with the corresponding fishbone diagram.
The first step is to formulate the problem (P) as a statement. For example, it might be
“there are tensions between residents in the neighbouring settlements of the AH” or
“the school system is costing more than the budget”. By asking “why” the first time,
the working group identifies the immediate causes (C). By asking “why” the second
time — about this apparent cause — the working group reveals the sub-cause (SC).
By asking “why” three more times, the working group exposes the root-causes. The
sub-causes and root-causes can then be further examined, using data and other evidence, which will help to convince other stakeholders of their validity.
The results of the “5 why” exercise can then be displayed in a structured way using
a fishbone diagram, which can then be used to think about concrete measures. This
presentation can also be shared with additional internal or external stakeholders
to discuss, receive feedback and potentially add more root-causes to the diagram.

Next steps
The revealed sub-causes and root-causes provide a set of focal points for engagement. Thanks to the exercise, it becomes clear which underlying causes should be
tackled to effectively solve the “surface” problem. To facilitate the search for solutions, the following categories can be assigned to different root-causes in the diagram, for example by using coloured sticky-notes.
We know how we can start solving this now. We have a potential “quick win”.
We know how we can solve this, but it will take a much longer period of time.
This is a sensitive issue. We cannot get involved in this field right now.
There is leeway in that area, so we can explore this further.

Categorising the causes in this manner helps with sequencing the actions and agreeing on short, medium and long-term goals, as part of overall strategy development.
The more sensitive and difficult areas, in turn, may require further reflection and dialogue with citizens or relevant stakeholders, including higher levels of government.
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Template for “5 Why”
The problem: 
Cause 1

Cause 2

Cause 3

Why does this happen?

Why does this happen?

Why does this happen?

03

04

Sub-cause:

Sub-cause:

Sub-cause:

05

06
Why does this happen?

Why does this happen?

Why does this happen?

Why does this happen?

Why does this happen?

Why does this happen?

Why does this happen?

Why does this happen?

Why does this happen?

07

08

09

10

11

12
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Example of “5 Why”3
In this case, the problem is that money is being lost in service delivery. Please
note that you can add more causes than three when you do the exercise yourself.
Cause 1
C1: Funds budgeted for
services are disbursed
for other purposes

C2: Procurement costs
are inflated, leading to
fund leakages

Cause 3
C1: Funds budgeted for
services are disbursed
for other purposes

Why does this happen?

Why does this happen?

Why does this happen?

Sub-cause: Loopholes
in disbursement systems
allow reallocation

Sub-cause: Procurement
processes are often half
implemented

Sub-cause: Officials feel
obliged to redistribute
money

Why does this happen?

Why does this happen?

Why does this happen?

Disbursement systems
are missing key controls

Procurement processes
are often rushed

Why does this happen?

Why does this happen?

Disbursement system
designs were insufficient
and have never been
improved

Decisions to procure
goods are delayed and
delayed again, every year

Why does this happen?

Why does this happen?

We lack resources and
skills to improve system
designs

3

Cause 2

Budget decisions
initiating purchase
decisions are delayed

Constituents expect
officials to redistribute
money

Why does this happen?
Local norms make it
appropriate to “share”
in this way

Why does this happen?
Local communities are
poor and depend on this
sharing

The example was taken from “PDIA toolkit, A DIY Approach to Solving Complex Problems”,
Building State Capability, Centre for International Development, Harvard University,
Cambridge MA, 2018. PDIA toolkit, Cambridge MA, 2018.
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Example of fishbone diagram based on the results of the “5 why” exercise 4
Each sub-cause (SC) and its respective root-causes present entry points for engagement to contribute to solving your main problem.
C1: Funds improperly disbursed
Insufficient skills to improve systems

03
System design was faulty,
04

and never improved

C2: Inflated procurement costs
SC1: Loopholes exist in disbursement
Budget decisions are delayed

05

06

C3: Local officials divert resources
to personal purposes

Systems lack key controls

Constituents expect officials
07

SC2: Procurement processes

to redistribute public money

are poorly implemented

Local norms make it appropriate
08

to “share” in this way
Local communities are poor and depend

09

on this redistribution
SC3: Officials feel obliged

10

to redistribute public money

PROBLEM:

11

Money is lost in service delivery

12
4

+

Ibid.
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Annex 1.5
Problem tree and objectives tree analysis
Purpose

Problem tree analysis helps to systematically map out the causes
and consequences of key problems, which can then be converted
into an objective tree and find entry points for concrete actions.

When to use it

While preparing the vision, mission and strategic goals, after
identifying key challenges (for example, using PESTLE and / or
SWOT analyses)

Setting

A problem tree analysis is best organised in a small group setting
(about six to eight people), who are involved in the strategy
development (internal and external stakeholders).

Facilities and

A flip chart could be used to draw the problem tree (with markers,

materials

cards etc.), or it could be drawn on the computer and projected on
a big screen.

Notes

It is recommended to start with the “5 why” exercise and to use
the findings during the problem tree analysis.

Like the “5 why” technique, problem tree analysis is a tool for addressing problems
and challenges by systematically breaking them down into smaller parts, and identifying the causes and consequences. In turn, this provides possible starting points
for solutions and can also help to discover inter-connections that had never been
considered before, as well as building a shared sense of understanding, purpose
and action.

How to conduct a problem tree analysis
The first step is to agree on a previously identified challenge that will be the subject
of the analysis, and write it down in the middle of the sheet or screen, as this focal
problem will become the trunk of the tree (see example over the page).
As a next step, the group identifies different causes of this focal problem, which then
become the roots of the tree, and the consequences, which become the branches.
These can be drawn onto the “tree” directly or they can be noted down on post-it
notes or cards. If this exercise follows the “5 why”, then the group should already
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have a much deeper understanding of the problem’s causes, which can be added to
the tree’s roots.
The problem tree should then be discussed by the whole group, during which further
causes and consequences might be added, the various causes and consequences
might be rearranged, and sub-divisions of roots and branches might be created.
Guiding questions for the discussion in the whole group can include:

•

Does this problem tree look realistic to you?
Do you think all PESTLE factors are considered?

•

Are some causes and consequences more significant than others?
Are any aspects getting worse or better?

•

Which causes could be easily addressed? Which causes
can be influenced? What are possible solutions?

•

Which causes are the most difficult to address?
Which causes can you not influence?

•

Which decisions could be taken to address
the causes and / or consequences?

•

Could a policy change address some causes and consequences?
What concrete actions could be taken (and consider in the strategy)
to tackle the root-causes?

04
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06

07

08

09

10

11
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If there are important comments during the discussion, which are not strictly causes or consequences, they can be noted down on a separate flip chart and addressed
later (e.g. solutions, concerns, decisions etc.).
A possible outcome of creating a problem tree and the related discussion can be that
some cause and consequences offer more scope to be influenced and some possible solutions are felt to be most important. To go even deeper into the topic, the tree
could be completed with findings from research and data, and / or a sub-topic could
be picked to be the subject of its own problem tree.
The example on the right page takes the focal problem “lack of qualified personnel in
the AH authority” as the trunk and illustrates the possible roots / causes and branches / consequences. It may be difficult to understand all causes and consequences
of a problem right from the beginning. This is why it can be helpful to do the “5 why”
exercise beforehand.
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CONSEQUENCES
AH cannot tap into its

AH authority is understaffed

development potential

with the wrong mix of competencies

AH staff cannot fulfil their tasks

Current staff overworked

and responsibilities

and suffer from “burn-out”

AH authority has

AH authority receives fewer resources

a poor reputation

(lack of financial staff to write
proposals etc.)

PROBLEM / C HALLENGE
Lack of qualified personnel in the AH authority

Few options in the AH

Negative demographic trends

for leisure time
Youth and qualified staff
Lack of career perspective for staff

migrate to urban areas

Employment in AH is not attractive

Low reputation of service

to qualified staff

in local self-government

Salaries are not competitive

The AH authority uses “old-style”
HR methods

ROOT CAUSES

How to turn a problem tree into an objectives tree
The problem tree analysis can be the inspiration for improving the current situation
by expressing each problem as an objective, as shown in the example overleaf.
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My AH has sufficient
qualified personnel

01

02

03

04

The AH taps into its

The AH authority has sufficient staff

development potential

with the right competencies

AH authority staff can fulfil their

Current staff can manage their

tasks and responsibilities

work loads and be healthy

AH authority has a good

AH receives the same (or more)

reputation

resources (financial staff writes
proposals etc.)

05

What measures & actions are needed
to achieve the objective?

06

07

08

09

10

11

12
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Many options in the AH

The negative demographic trends

for leisure time

are reversed

Good career perspectives

Youth and qualified staff

are provided

stay in the AH

Modern HR methods are

Good reputation of service in local

introduced

self-government is achieved

Salaries are competitive

Employment in AH is attractive
to qualified staff

As with the fishbone diagram, it is worth considering whether to share this visualised
analysis with additional internal or external stakeholders to discuss, receive feedback and potentially add more root causes to the diagram, and also to apply the traffic light “coloured categorisation” that was set out in the “5 why and fishbone diagram” annex.
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Annex 2
Competency approach: international experience
What do we mean by “competencies”?
“Competencies” are all the individual attributes needed to fulfil the requirements of
a job. So, they include skills and knowledge, but also the attitudes and behaviours
that are needed to perform work to a high standard and contribute to achieving the
organisation’s goals.
At the same time, we need to differentiate the terms “competency” and “competence”, as the word “competence”, comparing to “competency” (consisting of such
concepts as “knowledge”, “skills” and “abilities to perform a task” etc.) predicting
the behaviours of a person in a standard setting, includes the element of being ready
for a situation due to certain personal traits, and transition from the quality of knowledge to the quality of performance which can take place in a non-standard setting.
So, according to its definition, the term “competence” is much broader than the term
“competency”, i.e. a competence includes a number of competencies.

Why are competencies important?
Competencies describe how we would like people in local self-government to perform on a daily basis (not just as isolated incidents). The ability of any official to
do their job requires more than just technical skills and professional knowledge. It
also requires personal qualities, for example, the ability to work well with their colleagues, to communicate effectively and to solve problems. Competencies go beyond the traditional focus on academic qualifications and years of experience, which
do not provide a complete picture of the individual’s ability to do a job.
Competencies are not fixed — they can be developed and improved. This means the
AH can invest in training, coaching and other forms of learning to achieve better performance in competencies, and this improvement can be tracked over time.
The concept of “competencies” is central to the modern system of human resources management (HRM). Across Europe, almost every public administration now uses
competencies, rather than just the narrower concept of skills and knowledge, across
the whole organisation.
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Will competencies be introduced in Ukraine?
There is already a commitment by the Cabinet of Ministers of Ukraine (CMU) to make
competencies central to training in local self-government bodies (LSGBs).
The “Concept on Reforming the Professional Training System of Civil Servants, Heads
of Local State Administrations, their First Deputies and Deputies, Local Self-Government Officials and Local Councillors” (hereafter, “the Concept”) was adopted by the
CMU in December 2017. The Action Plan to implement the Concept stipulates that
the National Agency of Ukraine on Civil Service (NAUCS) is tasked with developing “sector competency frameworks” for both the civil service and service in LSGBs,
within the context of the overarching National Competency Framework. The LSGBs’
competency framework will provide the basis for defining professional standards
that will apply to AHs.
Competencies are also referenced in the draft new Law “On Service in LSGBs”. Even
without a legal base, the concept of competencies is valuable to every institution.
There are certain characteristics that AHs need in their staff. How do you want people to perform at work?

How do organisations develop their set of competencies?
07
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09
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11

12

+

This usually starts with deciding what are the values you want the organisation to
display, both internally and especially to the outside world. Often, these concern
serving the public, professionalism, integrity, fairness, results-orientation etc.
Then, the leadership should consider what is important for making it function well
internally, which brings up behaviours that are expected of every official, such as
working as a team, showing initiative, making decisions, etc.
Having selected the set of competencies that reflect the organisational values and
operational needs, the next step is to describe what the competency means in practice with a short definition.
It is possible to identify and recognise competencies, which reveal themselves in observable behaviours, both what people should do (“positive” or “effective” behaviours that you want to encourage), and what they should not (“negative” or “ineffective” behaviours that you wish to discourage). The latter are sometimes called “red
flags”, as they alert management to attitudes that need to be addressed.
This allows generic competencies to be interpreted in different work contexts, by
providing criteria for assessing the level of competency in individual officials. As one
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municipality has put it: “It is not as simple as either having or not having a competency — different jobs will require different levels of complexity of the same behaviour”. In general, the expectations of behaviour tend to be higher as staff become
more senior and experienced. For example, a head of unit is expected to demonstrate a much higher standard than, say, an intern in the ability to communicate, influence others, and achieve change. This is illustrated by the following illustration
from one UK local self-government body.

Example: “Working effectively with others”
Level

Criteria

Level 1

•

Expresses positive expectations of internal and external stakeholders

•

Acknowledges and respects other people’s perspectives

•

Shares information with partners when appropriate

•

Summarises progress, taking account of differing viewpoints,

•

Brings any conflicts to the surface and helps to resolve them

•

Maintains positive expectations of other stakeholders, even

Level 2

Level 3

in order to clarify understanding and to establish common ground

when provoked, and strives to create the conditions for successful
partnership-working in the long term

•

Keeps informed on the current priorities of partners and responds

•

Ensures that the strategy for service improvement is developed

appropriately to changes in their status or circumstances

in a cohesive and “joined up” manner

In the above example, the levels are cumulative, so level 2 should also include level 1 behaviours, and level 3 should also include level 1 and level 2 behaviours.
Sometimes these competencies are described in detail for each grade, but this can
be overly complicated. More typically, there are core or common competencies for
all staff and an additional set for specific leadership competencies that apply only to
managers, which reflect their special roles and responsibilities.
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What would be typical competencies?
Given the Government of Ukraine has not defined competencies yet, we have taken
examples from 10 municipalities across the UK, where local self-government has the
freedom to choose their competencies. The following are not exhaustive lists, they
are only illustrative to give Heads of AHs an idea of what competencies can look like.
Examples of core competencies

03

04

Summary

Description

Accountability

Takes personal responsibility for the quality and timeliness of
work commitments

Integrity

Acts according to professional standards and behaves honestly,
fairly and consistently

05
Customer focus

Puts service users at the centre, treats them as individuals in
a friendly and courteous way, seeks to understand their needs

06

and expectations, provides full information and explanations,
deals well with their questions, provides a timely service, and

07

invites feedback
Service

Provides high quality service to internal customers (e.g. for

excellence

services like accountancy, IT, human resources, procurement)
and / or external customers (citizens, businesses, NGOs, etc)

08
Problem-solving

identify problems and issues, makes effective decisions and

09

recommendations
Innovation

Effective
communication

+

Listens to others, engaging with their points of view, and speaks
and writes effectively, so that messages are clearly understood by
the audience

Influence
12

Displays the ability to “think outside of the box” in order to
develop creative and new solutions to problems

10

11

Gathers information from a range of sources, analyses it to

Builds relationships with internal and external partners, makes
convincing arguments and uses positive relationships with others
to achieve goals
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Summary

Description

Teamwork

Cooperates well with colleagues, shares information proactively
when appropriate, and interacts supportively on common work
tasks, consistently engages and involves others through teams,
networks and partnerships

Adaptability

Copes effectively with changes in the environment (e.g. new laws,

and resilience

rules or procedures)

Respecting

Treats all colleagues and customers with respect, ensures

equality and

equality of opportunity for all, responds sensitively to differences,

diversity

challenges and deals with inappropriate behaviour, and
understands the needs of different sections of the community

Delivering

Uses information to plan and prioritise effectively to meet

results

deadlines and overcome problems.

Below is an example of a set of core competencies from Enfield, which is one of
32 local self-government bodies in London. (Note, there are separate management
competencies). It is a useful illustration, as it shows that core competencies include
both behaviours and job-specific technical and professional expertise. As can be
seen, there are 14 behavioural competencies, which are grouped into four clusters.

•
•

Build relationships

•
•

Communicate

Customer &
community focus

Influence

Adaptability

•
•
•

Resilience

•
•
•
•

Drive success

Manage change
Give support

Empower individuals
Innovation

•

Investigate issues / 

•
•

Generate ideas

develop expertise
Commercial focus

Deliver
results
Technical
& professional
expertise

Uphold standards
Plan and organise
Political awareness
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Let us take one specific competency, and see how it is interpreted: “build relationships”. In Enfield’s staff manual, building relationships is broken down into seven effective behaviours, as follows:

✓ You interact well with people, showing commitment to working in
02

partnership in your team and the wider team, projecting enthusiasm

✓ You show commitment to work with external partners and customers,
03

maintaining good working relationships

✓ You work hard to put people at ease, use active listening skills
to support and build rapport

04

✓ You promote personal and organisational achievements and gain
recognition for work well done for the benefit of the customer

05

06

✓ You identify and seek to resolve any negative behaviour that hinders
collaborative working

✓ You build and use networks within the local self-government body
and externally to help and advise

✓ You work in partnership to focus on common goals to achieve
07

success for the customer (citizen or business).

There are also four “red flags” which should raise an alarm if seen.
08

09

10

11

12

+

❌ Fails to share information or ideas or to work collaboratively
❌ Presents a “silo” attitude or approach
❌ Is unapproachable or inconsistent with behaviours
❌ Is negative and receives poor feedback on interactions with others
Examples of leadership competencies
The expectations on top management are very different to those on clerical staff.
The leadership of any public organisation relies more on “soft skills”, as they look
to their specialist staff to provide in-depth technical knowledge. The following table
sets out some of the typical leadership competencies found in local self-government,
based on real-life examples.
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Summary

Description

Strategic

Scans an ever-changing environment, plans on the basis of analysis and trends, under

thinking

stands how they link to the organisation’s responsibilities, capabilities and priorities,
and develops well-informed strategies that satisfy the needs of multiple stakeholders

Setting

Creates and conveys a clear vision, laying down goals and expectations of how

direction

to achieve them, as the basis for managing operations

Developing

Consistently works to improve the performance of staff, recognises and uses skills

people

and strengths within the team

Motivating

Creates a conducive environment, sets an example to colleagues, shows respect for

people

staff’s capabilities, coaches team members, and encourages them to use their strengths
and address their weak points to develop professionally and personally

Managing

Aims to provide the best value from local self-government’s finite resources

resources

to achieve high quality services, projects and outcomes

Managing

Demonstrates a thorough understanding of the structure, systems and procedures

processes

of the organisation and is able to accomplish results through the most effective channels

Facilitating

Identifies challenges and solutions, communicates the vision and rationale for change,

change

and engages with others to work collaboratively and flexibly to achieve it, anticipating
resistance and building strategies to overcome it

Achieving

Demonstrates initiative and resourcefulness, takes personal responsibility for making

results

things happen, shows motivation and perseverance in overcoming obstacles

These competencies are usually grouped together under common themes. In the
example of the LSGB for the city of Glasgow below, there are three clusters, each of
which contains five more specific competencies.
A set of LSGB leadership competencies (Glasgow, Scotland)
Personal qualities

Setting direction

Delivering the service

•
•
•
•
•

•
•
•
•
•

•
•
•
•
•

Self-belief
Self-awareness
Self-management
Drive for improvement
Personal integrity

Seizing the future
Intellectual flexibility
Broad scanning
Contextual astuteness
Drive for results

Leading change through people
Holding to account
Empowering others
Effective & strategic influencing
Working effectively with others
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The competencies under “setting direction” need more explanation. This is how they
are described in the LSGB’s handbook:

•

Seizing the future: “Being prepared to take action now to shape and
implement a vision for the future development of services”. This means
anticipating the direction of change (e.g. government policy, economic
development, etc.) and making the most of current opportunities which
will deliver long-term benefits to the community.

•

Intellectual flexibility: “Embracing and managing ambiguity and
complexity, and being open to creativity in leading and developing services”.
This involves using fresh insights and perspectives from diverse sources,
both within and outside the LSGB, to deal with often complex problems
where the right path forward might not be immediately obvious.

•

Broad scanning: “Taking the time to gather information from a wide range
of sources”. In other words, leaders should not rely on instinct alone, but
assemble evidence to decide on the best path forward. This includes finding out
the experiences of citizens and businesses regarding the services delivered by
the LSGB, and talking to other stakeholders to build a complete picture.

•

Contextual awareness: “Showing an ability to understand diverse interest
groups and power bases within the organisation, and the dynamic between
them, so as to lead services more effectively”. This means understanding the
environment and the culture of the LSGB, familiarising yourself with the key
players both internally and externally, and understanding policy at different
levels (national, regional and local) to be able to craft the best way ahead.

•

Drive for results: “Displaying a strong commitment to making improvements
in service performance and a determination to achieve positive service
outcomes for the public”. This involves setting ambitious goals for LSG
services which will increase their value to citizens and businesses,
and finding new ways of working (including through partnership).

02

03

04

05

06

07

08

09

10

11

12

+

Annexes

How can competencies be applied to managing human resources?
Competency management means ensuring that you have the staff with the right abilities and attitudes in place, so that the organisation can perform all of its functions to
a high standard and fulfil its strategic and operational goals. Because skills, knowledge and behaviours can be observed, validated and developed, they play a vital
role in many aspects of HRM.
Aspect of HRM

Application

Workforce

AHs should base their analysis of the current workforce and future needs on

planning

competencies (personal qualities, as well as skills and knowledge)

Recruitment

Competencies should be integrated into the job profiles, which are used to
announce vacancies and invite candidates to submit applications in open competition.
The criteria for assessing candidates’ suitability for the advertised position should
be based on competencies. As part of the assessment process (interview and / or
test), candidates should be invited to demonstrate they fulfil the criteria based on
their previous experience. For example, they could be asked to give examples from
a previous job of how they were able to make a difference by convincing others,
working well in a team, solving a problem, showing initiative, etc.

Performance

The competency-based criteria for selecting potential recruits should also form the

management

basis for assessing the performance of employed officials. During the appraisal, the
line manager / supervisor should discuss the employee’s performance with her or
him against each of the competencies, in a structured way. This will enable them
together to identify the strengths that can be built upon and any shortcomings that
need to be addressed. This will help the employee to improve his / her performance
and, potentially, to prepare themselves for moving to a higher position in the future.

Training and

Competencies should also form the basis for analysing each official’s training needs,

development

in accordance with the CMU Concept. By assessing how well they have performed
against the competencies’ criteria, the line manager / supervisor and employee
can jointly identify the latter’s individual training requirements, in order to fill
competency gaps.

Promotion

As well as recruiting new staff from outside, competencies should form the basis
for selecting candidates for higher-level positions, especially management, with
a focus on leadership competencies.
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Annex 3
Summary of Support Package Manuals for establishment
or modernisation of Administrative Service Centres (ASCs)
This paper summarises seven manuals developed by experts of the U-LEAD with Europe programme with methodological approaches for AH authorities to establish or
modernise Administrative Service Centres (ASCs).

1. Institutional establishment of ASC
04

Where to get information from? “How to establish an effective ASC in an AH”:

05

https://storage.decentralization.gov.ua/uploads/library/file/337/
A4_TSNAP_for-web_cover_block.pdf

06

07

08

09

10

11

12

+

What is it about? The manual is a textbook of 361 pages that lays out a comprehensive vision of how to approach the institutional establishment of the ASC and provides in-depth explanation of various legal aspects. It also provides templates / examples of key documents and eight instructive case studies from the 26 pilot ASCs
supported by U-LEAD with Europe’s support to improved administrative service provision in 2016–2018. This manual comprises sections on the most important legal
aspects of service delivery, and describes how various models for ASC set-up are
implemented in practice, such as: mobile ASC, remote workplaces, and joint hromada-rayon ASC. There are sections on innovative practices for ASCs in AHs, such
as passport services delivery, provision of electronic queue management systems
and establishment of inter-municipal cooperation. Along with the extensive manual,
a summary was also produced, which gives a brief overview and introduction to each
of the 12 chapters and serves as a navigation aid for the full manual.
Why is this manual important? This manual is useful for the decision-makers in AH
authorities, as well as the heads of the ASCs and ASC staff looking for comprehensive guidance on establishment of a well-functioning ASC. It provides clarification
of operational aspects, explains the practice of various ASC models and provides
guidance on how to choose the most appropriate model for a certain hromada. The
aspects of institutional establishment are often found as challenging for AH authorities and therefore the in-depth explanation of the information, technological cards,
specifics of service provision and documents given in this manual can be very helpful for the establishment of a well-functioning ASC.
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2. Physical establishment of ASC
Where to get information from? “Experience of physical establishment of an
ASC drawn from the Inception Phase (of the U-LEAD Programme’s support to improved administrative service provision 2016–2018)”
https://storage.decentralization.gov.ua/uploads/library/file/371/
Dosvid-fizychnogo-stvorennya-TSNAP.pdf
What is it about? This manual comprises guidelines for the physical establishment
of an ASC in the most common types of buildings in Ukrainian hromadas. It covers both new construction and modernisation of existing buildings. The manual describes the basic concepts for spatial planning of an ASC, in particular the “open
space” as a main principle for a transparent and service-oriented institution. The
manual also provides guidance on how to ensure accessibility of the ASC premises,
so that all groups of the population, including people with disabilities and parents
with young children, easily can access the ASC. The reader of this manual can get
an insight of both interior and exterior design elements, branding of a mobile ASC,
recommended colour palettes and information signs to be used inside and outside
of the ASC. Special attention is paid to the case studies of a few ASCs constructed
or modernised in Nova Ushitsia, Kochubeivka, Polonne and Mykolaivka hromadas.
Why is this manual important? The premises of the ASC is the entry point for citi
zens of the AH to meet their local authorities. Hence, it is important for the AH
authority to ensure that their ASC — whether it is a new building or a modernised
one — is accessible for all groups of the population and is duly equipped with an accessibility ramp, a baby changing table, a children’s corner, a toilet for people with
disabilities and door frames wider than 90 cm, to allow a wheelchair to pass. It is
equally important for the ASC to be a physical embodiment of transparency and
good governance as an institution, which is why the concept of “open-space” ASCs,
rather than a series of cabinets that can be prone to bribery and other corruption
risks, is a recommended one.

3. Training of the ASC personnel
Where to get information from? “Training manual for ASC personnel”.
https://storage.decentralization.gov.ua/uploads/library/file/397/
Treningovyj-posibnyk.pdf
What is it about? This manual provides a comprehensive system for training of all
ASC staff. The training system consists of five modules. Modules 1, 2 and 3 explain
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03

04

05

06

07

the legal instruments of administrative service delivery in Ukraine and the role of
LSGBs in service delivery in AHs. Module 4 provides employees with tools on professional ethics, stress resilience practices at work and gender aspects of service
delivery for ASC administrators. Module 5 invites the trainee to the details of the
nine most popular administrative services (residency registration, birth / death registration, social services and more), together with the legal and operational aspects
of service delivery in a well-functioning ASC. In addition to the full description of
the training system, the manual also comprises a package of self-instructive power-point presentations for all five modules. These can be directly used by trainers to
deliver training to groups. These presentations also include instructions for trainers
on how to give the training sessions. These instructive presentations and the manual
are available on the website for the U-LEAD with Europe programme implementers,
the general audience in Ukraine and professional trainers.
Why is this manual important? The training system is a stepping-stone to ensure
that the ASC is a well-functioning institution with qualified employees that works on
a sustainable basis. It is crucial to provide a consistent training system, equipping
the employees of ASCs with skills and knowledge of both the theoretical and practical aspects of their work. The training is especially significant in AHs with a smaller
population (up to 20,000 residents) and rural areas, where the shortage of qualified
personnel is a challenge and an acknowledged problem.

4. Raising citizens’ awareness and engagement in the ASC
08

09

10

11

Where to get information from? “Awareness-raising and citizen engagement at all
stages of establishment and work of an ASC”
https://storage.decentralization.gov.ua/uploads/library/file/435/
Posibnyk-z-informuvannya-ta-zaluchennya.pdf
What is it about? This manual provides both a theoretical background and practical examples of activities on awareness-raising and citizen engagement, tailored to
the needs of ASCs in Ukrainian hromadas. Both topics are merged into one manual,
which simplifies the work for those implementing it. While there are multiple ways to
understand them, this is how we define the two topics in the ASC-oriented context:

•
12

+

Awareness raising is an ongoing process of informing and improving the
understanding of the role and importance of the ASC among all members of
an AH, including all groups of the population, local authorities, civil society
and media. The support to awareness raising includes various methods and
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instruments, one of which is public events for the official openings of ASCs.
It is the first step to creating an enabling environment for citizens to benefit
from the ASC.

•

Citizen engagement is a set of complex activities, aimed at involving members
of the AH in all stages of establishing and operating an ASC, including mid- and
long-term perspectives on using the ASC’s premises as platforms for local
development and citizen participation in the affairs of the AH.

In practical terms, the manual provides ready-to-use information packages with
tools for building communication campaigns — minimum, medium, maximum — depending on the capacity, financial and time resources of AH authorities. The second
part on citizen engagement has over 10 practical examples of the implementation
of 11 instruments of citizen participation, in order to increase their impact on local
decision-making processes in their AHs via the ASC. The most important of them are
public (e-)petitions, public consultations and hearings, community associations etc.
In general, it is suggested for AH authorities to work in four consecutive steps: start
with primary awareness-raising; initiate consultations with the public; engage in dialogue; and build partnership.
Why is this manual important? This manual takes its point of departure from the
understanding that the ASC goes beyond administrative service delivery and can
also serve as a platform for development of local democracy. Before implementing
reforms or any other substantial changes, the community, citizen groups, ASC employees or other targeted groups need to be informed and effectively engaged in the
decision-making processes. The one-stop shop format of the ASC is a newly-emerging institution in AHs, and hence local people need to be actively informed about its
role, functions, services and other existing opportunities. The result will be to build
and enhance the trust between AH authorities and citizens, empowering the further
development of the AH.

5. Integration of gender equality aspects in the work of ASCs
Where to get information from? “Gender guidelines for working with and within an
ASC”
https://storage.decentralization.gov.ua/uploads/library/file/348/
Gendernyj-posibnyk.pdf
What is it about? This manual on mainstreaming gender equality into the work of the
ASC aims to create a service-oriented, inclusive, local self-government institution.
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First and foremost, it targets the heads and staff of the ASC, in order to increase
their understanding of why it is important to include gender equality aspects in their
daily work, and provides seven specific recommendations, ranging from basic to
more advanced: collecting gender-sensitive statistics; increasing gender awareness
through training; equal involvement of men and women at all stages ASC establishment; mainstreaming gender-sensitive approaches in the physical establishment of
the ASC; ensuring gender balance in the staff group; applying gender-sensitive communication with clients; and gender attestation of the ASC. The manual provides
templates for creating a gender profile for hromadas and a checklist for observing
the level of gender-sensitivity of the ASC.
Why is this manual important? The underlying argument is that a gender-oriented
ASC is more sensitive towards the different needs of different people. A gender-oriented ASC is physically accessible for all groups of the population and responds to
all citizens’ needs for services. For instance, it involves analysis of the demand for
specific services based upon gender-sensitive statistics and supports the planning
of adequate delivery of services. In a context where there are no common instruments for instruments for aggregating gender statistics on the local level available,
the ASCs have the potential to take a leading role in this sphere and become a local
hub of doing it.

07

6. Sustainability and energy efficiency aspects

08

Where to get information from? “Manual on sustainability and energy efficiency for
ASCs”. This manual is currently being finalised together with an online calculator for
measurement of energy efficiency in administrative buildings in Ukraine.
https://decentralization.gov.ua/library

09

10

11

12

+

What is it about? This manual was developed in cooperation with Ukrainian and
Swedish experts on energy efficiency in public buildings. It comprises two parts.
The first focuses on the conceptual premise of the Global Sustainability Agenda
with 17 Sustainable Development Goals, and the best practices of the energy efficiency modernisation of public buildings in Sweden with generic recommendations
and standards of energy efficiency in buildings. The second part provides technical guidelines on constructing and modernising an ASC in line with contemporary
Ukrainian National Construction Norms (ДБН) and National Standards (ДСТУ), and
energy efficiency classes set forth therein.
Why is this manual important? An ASC is a complex project for an AH authority,
which requires allocation of various resources: financial, time, human, energy and
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more. It is vital to ensure that this institution is established and constructed with
key sustainability principles in mind. In practical terms, it is important to ensure
that the AH authority: chooses the most cost-efficient construction plan; aligns the
ASC building to one of the three highest energy efficiency classes (A, B, C); equips
the ASC with energy efficient heating, ventilation systems, windows and thermal insulation solutions that the AH can afford; and uses “soft measures” to incorporate
environmentally-friendly thinking among employees while running and maintaining
the ASC.

7. Anti-corruption policy
Where to get information from? “Manual on anti-corruption and transparency policies within the work of an ASC”
https://decentralization.gov.ua/library
What is it about? This manual will contain a theoretical account of transparency
and anti-corruption in public institutions and provide a methodological framework
on how to identify corruption risks at different stages of establishing a public institution at the local level according to the model: before establishment — during establishment — during operation of an ASC. It will also lay down practical guidelines
on preventing and eradicating corrupt practices for both the employees and visitors
of ASCs. The manual will be supported by an online game to give decision-makers
in AHs the possibility to understand corruption risks using an interactive and user-friendly format.
Why is this manual important? Municipalities of up to 20 000 residents establishing
an ASC may face many challenges, from local petty corruption, cronyism and nepotism to bigger abuses of entrusted power, such as during procurement and construction processes. This manual will help Heads of AHs to identify corruption risks
at any stage of establishing an institution at the local level and equip them with tools
to mitigate corruption risks related to the ASC.
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Annex 4
Calculating the capitation payment (2019)
With regards to capitation payments, a CMU Resolution5 sets out the procedure for
implementing the state guarantees for PHC in 2019, based on tariffs, optimal PHC
practice size, and correction coefficients. The document defines the following tariffs:

03

Age

Green list: the number of patients who

category

submitted to their medical service

number of patients in the health care

provider Declarations on choosing PHC

institution, calculated according

doctor on the 1st day of the month

to the special formula 6

04

Red list: non-personified conditional

according to the data in e-health
system

05

06

07

08

09

Adjustment

Yearly rate

Yearly rate

coefficient

per capita (UAH)

per capita (UAH)

0–5

4

1480

120

6–17

2.2

814

120

18–39

1

370

120

40–64

1.2

444

120

65+

2

740

120

10

11
5

to the programme of medical guarantees for the primary health care in 2019, approved

12

by the Resolution of the Cabinet of Ministers of Ukraine No. 1117, dated 18 December 2018.
6

+

Procedure of provision of state guarantees of medical care to population according

Calculations according to the red list were carried out only until 31 March 2019.
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The procedure identifies the optimal PHC practice size, as the basis for calculating the payments according to the principle “money follows the patient”, as
follows:
Category of PHC physician
Doctor / therapist
Paediatrician
General practitioner (family doctor)

Number of patients under his / her supervision
2000
900
1800

If the medical care of a patient included in the green list is carried out in settlements that have been granted mountain status, in accordance with the Law of
Ukraine “On the Status of Mountainous Settlements in Ukraine”, the adjustment
coefficient (1.25) is applied to the tariff in addition to the correction coefficients.
Correction coefficients are not applied to the rates for patients who have submitted declarations above the limit. In this case, the following coefficients are applied instead, depending on the level of exceeding the limit:
The level exceeding the limit

Coefficient

From 110% of the limit + 1 declaration to 120% of the limit inclusive

0.8

From 120% of the limit + 1 declaration limit to 130% of the limit inclusive

0.6

From 130% of the limit + 1 declaration to 140% of the limit inclusive

0.4

From 140% of the limit + 1 declaration to 150% of the limit inclusive

0.2

From 150% of the limit + 1 declaration and all subsequent declarations

0
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