Callaborative Cash Delivery Network

Blueprint and Step-by-Step Guide for Setting Up a LCSO/LNGO Community of Practice (CoP)
Case Study of Ukraine

Preface: This blueprint outlines a transformative pathway and a set of outputs related the localisation of
humanitarian cash programs by establishing a platform mobilising, connecting and training local actors who
are critical in the design and delivery of cash assistance.

This blueprint is intended to inspire CCD agencies and the broader NGO cash assistance community
to recognize their pivotal role in advancing localized approaches. Local actors bring unique value
through their deep contextual knowledge, agility, and direct engagement with affected populations,
yet they are often sidelined in favor of higher-level discussions dominated by international
organizations or UN-government dialogues. If this resonates with your experience, read on to explore
the immense potential that local actors/NGOs, INGOs and the overall CCD can bring to cash
programming.

Top tips when considering using this blueprint (especially for local actors):

- Do NOT be put off or intimidated by the presence of established task teams and international
‘experts’ working on CVA within the humanitarian response. While these experts are plentiful,
significant gaps still remain, emphasizing the critical role local NGOs play and the necessity of
incorporating their voices into the process. You can take your time to learn and share your
experiences with other local and international actors, fostering a collaborative environment that
reinforces the value of local knowledge and experience in shaping effective responses.

- Do NOT be discouraged when you encounter multiple challenges, for instance if the role of the local
actors is questioned. We’ve learned that being challenged often means we’re on the right track.
Provide evidence and experience-based arguments supporting your position.

- Do be bold, confident, and assured of the unique value local NGOs bring to these discussions
between humanitarian actors or humanitarian coordination groups.

- Do strive to be collaborative wherever possible. Collaboration is key and inclusive coordinated
approaches are far more powerful than agency-specific ones.

Introduction

CCD is a global umbrella network of 14 international hon-governmental organizations formed in
2016 by CVA practitioners. Our primary objective is to enhance the quality for the delivery of cash
and voucher assistance to those affected by humanitarian crises. Collectively we reach over 150
million vulnerable individuals in more than 80 countries. Instead of operating in silos, we believe in
the strength of collaboration to empower local actors to take agency and jointly aim to reform CVA
globally.

For the Ukraine response, the CCD employed an agile operating model through a Shared Services
Hub. This hub included a Collaboration Facilitator, Social Protection and Localization Advisors.
Initially, CCD also engaged a Data Governance and Digitalization Advisor. As of March 2024, the


https://www.collaborativecash.org/in-country

team also included a Local CSO/NGO CoP Coordinator/Manager, hosted by the local NGO Right to
Protection (R2P), who facilitates the LNGO Community of Practice (CoP).
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The Shared Services Hub served two primary objectives: to facilitate collaboration between NGOs
and civil society organizations (CSOs) and to provide thematic technical support.

In 2022, CCD established a CoP for Ukraine via a Skype group, which now includes over 50
representatives from 24 agencies, primarily INGOs, alongside three local NGOs. CCD regularly
organizes workshops and thematic discussions for CoP members, promotes collaboration and
linkages among them and with other stakeholders, and encourages exchange of learning.

In 2024, CCD launched an additional dedicated CoP for local CSOs/NGOs through a Telegram group.
This group currently connects 50 national and local organizations across Ukraine, all of which are
involved in implementing cash and voucher assistance (CVA) programs.

Identifying the Problem Statement on localisation

Despite LNGOs being critical to CVA implementation in Ukraine, their voices are not equally
represented in coordination mechanisms. Many local actors hesitate to speak up and voice their
concerns due to power imbalance since internationals dominate the space, also lack of previous
experience and potentially confidence due to jargon heavy discussions, limiting their contributions
and engagement, even though the CWG aims to be inclusive. This lack of engagement opportunities
restricts their ability to scale and sustain impactful CVA interventions in the country. The
establishment of the LCSO/LNGO CoP is an effort to address this by offering a collaborative,
inclusive space for LNGOs to learn, share, and grow together.
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The CCD Local CSOs’ COP is designed to foster collaboration, knowledge exchange, and capacity
strengthening among local Civil Society Organizations (CSOs) involved in CVA in Ukraine. This
initiative aims to address the gaps in support, coordination, and capacity-strengthening for LNGOs
by creating a dedicated space for local actors to connect, share experiences, and lead in CVA
implementation. Key to this initiative’s success are strong partnerships with LNGOs and securing
buy-in from the Cash Working Group (CWG).

Commitment from LNGOs

For the CoP to function effectively, a commitment from participating LNGOs is essential. LNGOs
must see value in joining a collective space where knowledge exchange and collaboration are core
principles. Their engagement is critical to ensuring that the CoP becomes a meaningful platform for
strengthening local leadership in CVA implementation.

Key Prerequisites:

1. Partnership with an LNGO: A cornerstone of the CoP is building strong partnerships with LNGOs.
Identifying at least one LNGO that can take on a hosting role and co-ownership of the CoP is essential
for localizing leadership and ensuring sustainability. This LNGO would host a Local Coordinator who
facilitates day-to-day activities, moderates discussions, develops meeting agendas and supports
peer learning.

2. Funding and Cost-Efficiency: The hosting role of the LNGO should be supported with funding,
possibly through existing resources or small grants from international partners, to ensure the smooth
operation of the CoP. Utilizing local networks and resources will enhance sustainability while
minimizing operational costs. Sharing ownership of the CoP with LNGOs also ensures that the
initiative remains relevant and responsive to local needs.
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3. Buy-In from the Cash Working Group (CWG): Securing the support of the CWG is key to ensuring
the CoP aligns with national CVA strategies and benefits from broader sectoral support. The CWG’s
endorsement will lend credibility to the CoP and create opportunities for LNGOs to influence CVA
discussions at the national level ensuring that CWG will see this group as complementary resource.
The CCD Local Coordinator will act as the liaison between the CoP and the CWG, sharing updates
and ensuring LNGOs have a voice in decision-making processes.

Local CSOs’ CoP
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Achievements to date:

o Kick off workshop in April 2024 with the attendance of LNGOs, donors (FCDO), CWG co-
chairs, NGO Alliance to introduce the launch of the CoP and prioritise the topics/themes for
further discussion;

e Taxation Workshop in June 2024 co-facilitated by CCD and CWG to give an opportunity for
LNGOs to raise all concerns related to the taxation and answer the questions raised in CCD
developed the Problem Statement document on Taxation (available in ENG and UA)

e Monthly Standing Meetings since May 2024 to give space LNGOs to present their
experiences and have a safe discussion on CVA implementation operational challenges;

e Matchmaking Event in July 2024 in Kyiv in partnership with the National Network of Local
Philanthropy Development of Ukraine to feature the CVA panel discussion with the
participation of 3 LNGOs from CoP.

e In person Workshop in August 2024 on linking the humanitarian cash with social
protection with the active participation of more than 30 LNGO representatives to introduce
CCD developed tools and analysis and get feedback from LNGOs on them;
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Step-by-Step Guide for Establishing the CoP

1. Mapping of local initiatives/networks

To begin forming a CoP focused on local actors and cash programming, prioritize mapping
initiatives specifically led by local NGOs. Engage with local organizations to identify any existing
networks, coalitions, or informal groups they’ve formed that focus on cash or related humanitarian
work. Consult local NGOs directly to understand how they coordinate with one another and to
assess how effectively these platforms support cash capacity-building. Evaluate whether these
initiatives are inclusive by examining if they actively engage and meet the needs of a diverse range
of local NGOs—including smaller community-based organizations as well as those from various
regions, languages, and community groups. If no cash-specific groups exist as it was in case of
Ukraine, this mapping will help identify gaps and guide the creation of a CoP aligned with local
leadership and priorities. This mapping also helps identify synergies with existing local leadership
platforms, ensuring that any new CoP aligns with these networks for long-term sustainability,
particularly when INGOs or CCD eventually phase out. Identifying such synergies can strengthen
local ownership and resilience.

2. Socialise the concept of LNGO CoP with wider group of stakeholders including CWG:
To effectively socialize the concept of the LNGO CoP with a wider group of stakeholders, including
the CWG, CCD focused on building awareness and demonstrating the value of this network. The
LNGO CoP serves as a platform for local humanitarian organizations to exchange knowledge, share



experiences, and collaborate on best practices, particularly in cash programming. So from the
inception phase, CCD held various meetings with CWG co-chairs at national and regional levels to
introduce the idea and ToR.

By engaging CWG members and other stakeholders, CCD aimed to foster alignment and enhance
collaboration between local and international actors. Through a series of presentations, interactive
discussions, and targeted kick off workshop where CWG and donor representatives were invited,
CCD highlighted how the LNGO CoP can contribute to more effective, locally-led humanitarian
responses, leveraging local capacities while addressing common challenges.

The goal was to create a mutually reinforcing relationship between the CoP and CWG, encouraging
buy-in from key players and fostering a shared commitment to strengthening local leadership in
humanitarian interventions so that CWG see it as contributory resource and not a parallel
structure.

3. Kick off workshop:

The kickoff workshop for the Local NGO CoP held on April 29th, 2024, was a pivotal moment in
shaping the CoP's direction and focus. With 19 local NGOs in attendance, the workshop provided
a platform for participants (CCD, CWG co-chairs, NGO Alliance Director, Donors) to introduce
their ongoing work and collaborate on identifying priority areas for future engagement. Through
active discussions, the group highlighted critical topics such as taxation, deduplication, and other
shared challenges that would drive the CoP’s agenda moving forward.

This workshop not only fostered a sense of ownership among members but also served as the
foundation for developing a work plan for the CoP’s activities. By defining these priorities
collectively, the CoP sets a strong precedent for ongoing collaboration, learning, and peer support
among its members.

4. Platform Setup:

- Establish a communication platform on social media or other accessible digital tools (e.g.,
Telegram, WhatsApp) in local languages, facilitated by the CCD Local Coordinator. ldentify the best
platform in consultation with LNGOs.

- Identify a hosting LNGO to co-lead and moderate the platform, ensuring consistent engagement
and active participation among members.

5. Mapping of LNGOs:
- Conduct a mapping exercise to identify LNGOs involved or interested in CVA.
- Ensure a diverse representation of organizations from various oblasts and sectors.

- Invite these LNGOs to register their interest in the CoP and express their needs, challenges, and
goals for CVA implementation.
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- Create the registration process through simple questionnaire which will gather sufficient data on
organisations and also identify their motivations to join the CoP.

6. Work Plan Development:

- Collaboratively create a work plan with LNGO members that outlines objectives, milestones, and
key activities. The work plan should establish timelines for meetings and knowledge-sharing
sessions while allowing flexibility to accommodate emerging needs and priorities from the LNGOs.
Additionally, schedule monthly standing meetings where LNGOs can bring up any topics for
discussion outside of the structured agenda.

- Leverage the platform to share all relevant information on available resources, trainings, and
workshops, while tracking LNGO member participation in various activities.

7. Interactive Sessions and Networking:

- Organize interactive sessions that promote knowledge sharing, peer-to-peer learning, and
networking among LNGOs. Ensure that the CoP serves as a space for continuous dialogue, where
LNGOs can openly discuss their experiences and collectively problem-solve.

- Encourage the hosting LNGO to co-design and facilitate these sessions, fostering local ownership
and engagement.

- Develop polls and surveys to identify the priorities and needs of the LNGOs around specific topics
and inform the meeting/workshop agendas accordingly.

- Evaluate Outcomes and Impact: Include bi-annual surveys that assess the tangible outcomes the
CoP has enabled LNGOs to achieve. These surveys can explore whether connections, workshops,
training sessions, or joint advocacy efforts have led to meaningful results, such as new partnerships,
enhanced skills, or influence on policy. This feedback will help understand the CoP’s impact on
LNGOs and guide future programming to better support their objectives.



