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Abstract
Please find below a draft proposal for a capstone project entitled "Zminotvortsi" by Ruslana
Piroh. The proposal is submitted as partial fulfillment of the requirements for the degree of
Master in Management at the KSE Graduate Business School, with an expected graduation date

of June 2024.

The project focuses on developing a strategy for partnership management and data-driven
decision-making for Zminotvortsi organization through diversification. The project aims to
address the critical issues of the organization by implementing a new data tracking system,

creating a framework for partnership management, and diversifying revenue streams.

The project involves several stages, including model analysis, operations analysis, a proposal for
a new model and strategy, and an implementation plan. The final recommendation will include a
new data tracking system, a strategy to improve operational efficiency, and a partnership

management system.

The project's ultimate goal is to ensure that Ukraine has a future generation prepared for the
challenges it needs to face, especially in the post-war environment. The project's outcome has
the potential to make a significant impact on the organization, benefiting the community it

serves.
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Introduction

Overview of Zminotvortsi and its mission, goals, vision, and problem statement

Zminotvortsi is a non-governmental organization founded in 2023 by Vladyslav Greziev
and Kateryna Mykhalko. The mission of Zminotvortsi is: “Fair victory of talent, effort, and
intellect.”

The organization aims to empower and develop a youth demographic in Ukraine to drive
the country's long-term success and prosperity within the next decade.

The current demographic challenge faced by Ukraine: 6.2+ million refugees due to the
war (40% of them are confident they will return), 5.9 million Ukrainians in occupied territories,
civilian and military losses due to the war, approximately 42% of individuals aged 10-19 have left
the country (only 27% are certain they will return to Ukraine after victory (Ministry of Ukraine,
2023); over 40% of their parents want their children to continue their education abroad), in the
first years after the conflicts of the 21st century, refugees may not return to their home
countries at all, and it took some countries 7-12 years to repatriate 20-70% of their citizens, 80%
of refugees lived in urban areas before the invasion (UNHCR, 2023).

To summarise, Ukraine has significant losses in the younger generation. To ensure
Ukraine’s long-term existence, we need to invest directly in the population that would be
economically, politically, and socially active in the next 30 years.

Besides facing a demographic crisis, Ukraine faces a crisis in the education system:
quality of school education and inequality of opportunities presented. Education presented in

rural areas doesn’t meet the challenges and needs of modern society, especially the one that



needs to be rebuilt in the post-war environment. Children in rural areas don’t have the same
opportunities and are not exposed to the same experiences as children in urban areas. The gap
in cultural development and education opportunities significantly impacts the children's future.

Ministry of Education and Science of Ukraine: the average results of the External
Independent Testing (ZNO) for rural school graduates are lower than those of urban school
graduates.

PISA: students from rural areas lag behind students from large cities by 3+ years of
education.

Zminotovortsi is creating a mass educational project that comprehensively, at a basic
level, explains the structure of key global processes and creates a unique community of
like-minded individuals. The target audience for the project is 14-17-year-old teenagers living in
small towns and villages (with a population under 10,000).

The project targets low-income communities and the working class. The main challenges
that the families face are a lack of time to invest in their children's upbringing and education, no
ability to invest financially in their education, no resources available nearby, no like-minded
individuals to build a community with, and a low level of education available at the local high
schools. Most importantly, there is no role model to follow.

The chosen target audience is high school students, as they are the ideal age to learn
about the world’s structure; they are at the point of finding their path in life and retaining a
pre-existing foundation. The age also brings up a lot of decision-making, the need for navigation,
the definition of values, career guidance, and unlocking potential talents. This creates the
highest coefficient of efficiency targeting youth from smaller towns and villages, as one of their

future migration steps is from villages to cities.



Importance of optimizing operations and finances for NGOs

Let’s look at the importance of optimizing NGOs' operations and finances from
global and internal perspectives.

In the world of finances and business, it’s important to remember that the key to
everything is people. Simply put, the formula for generating or spending money has people in it.
To have a future and business, we need to have like-minded people who would be at the level of
education and development in order to contribute to the economy. Going down a level, Ukraine
is a developing country currently at war, with a variety of predictions of the point at which the
war will end. The prediction of Ukraine’s demographical situation is included in the supporting
documents. It’s important for businesses to invest in the future of the country if they are

planning on keeping their business in that country.

Table 1

Optimization of Operations

Sustainability Reducing costs, optimizing operations, improving resource

—

time would ensure Zminotvortsi's long-term sustainability.

allocations, and ensuring the effectiveness of the programs over

Impact

|

Maximization probability of success for the project goal.

Increasing the number of impacted communities increases the




Donor Transparency, efficient use of costs, and accountability would
Confidence result in a trusted relationship with donors and partners.
Adaptability Adapting the strategy and being quick in response to new

challenges.
Risk Mitigation of risks that might affect the operations of NGOs.
Management

Capacity Building

Improvement of the system and processes would result in
increased capacity, which would, going forward, mean quicker

achievement of the goal.

Measurable

Outcomes

IRIRIRAR

Implement precise performance indicators and assessment

structures.

Piroh R. 2024. Optimization of operations.

Being an NGO, Zminotvortsi is in a harder survival situation because it is not profitable,

making it harder to predict future investments. Dependency on external resources makes it

crucial for NGOs to ensure efficient operations, which usually includes cutting costs, evaluating

gaps, and improving programs over time. Financial management is a huge part of this process.

The second biggest part of optimization is maximizing impact: NGOs can reach a

larger number of clients by serving communities and achieving better outcomes for social

objectives. The larger the number of students that can be covered within the project, the higher




the possibility of the decision-making part of the community being well-equipped to drive
Ukraine’s success in the post-ware environment.

In order to create a trusted relationship with donors and funding partners,
Zminotvortsi should show a smart usage of the money, efficiency, and accountability in reducing
costs in the operations. Transparency is important and valued for future relationships.

Adaptability is key to the survival of an NGO, especially in war or post-war
environments. Finding a balance between having the necessary processes in place to streamline
the work and being able to change quickly, make decisions that differentiate from the usual
approaches, and adapt the strategy is crucial.

The next step from adaptability is risk management. To survive challenging
times, it’s important to evaluate the possible risks effectively, including financial, compliance,
legal, operational, and governance. Zminotvortsi operates closely with many governmental
organizations and with minors, which raises a big area for risk analysis.

The efficient use of resources would create a higher capacity for the human capital. This
can be achieved by evaluating and improving internal systems, processes, and opportunities. The
importance of making it easier to perform would mean higher chances of achieving the goal for
the staff.

Implementing precise performance indicators and assessment structures is crucial for
NGOs to improve operational and financial efficiency. This approach allows for tracking
advancements, impact evaluation, and showcasing outcomes to interested parties. Enhancing
these areas boosts the organization's trustworthiness, responsibility, and capacity to secure
additional backing and collaborations. This aspect will be discussed in the Analytics Review

section of the document.



To summarize, operational optimization can easily be transformed into guidelines and
values to drive the work of Zminotvortsi. For an NGO to be successful in its goal, sustainability,
impact maximization, relationship building with donors, adaptability, capacity building, and the
ability to demonstrate measurable outcomes are key to not only surviving but also achieving its

mission.

Objectives of the capstone project

This capstone project is focused on analyzing the current state of the NGO, identifying
financial and operational gaps, and creating a future strategy. The current gaps in the project to
be covered include Finance, Analytics, and Partnerships.

The idea is to create a model that will be 50% operationally self-sufficient, with a
projection to reach 80% operational independence from grants in 2028. The organization's
decision-making has to be defined by how we make decisions, evaluate the success, and move
toward being data-driven. Partnerships are connected to Analytics and Finance as the core of the
model we are creating in a way that collaboration has to be strategic. We need to create a
Product that will introduce an Alumni community in the future.

This project covers a reevaluation of the current financial model and company-wide

strategy, including partnerships and analytics, and a proposal for a new model and strategy.

Executive Summary

Overview:



Zminotvortsi is a non-governmental organization created by Vladyslav Greziev and
Kateryna Mykhalko in 2023. The mission of Zminotvortsi is to empower youth to drive country
success in the long-term, especially in the post-war environment. This capstone project focuses
on partnership management, data-driven decision making, and financial model revamp, to
ensure the success of the organization.

Key challenges:

1. Financial dependency on one grant.

2. Operational inefficiencies and lack of processes.

3. Partnership management needs to be strategic to ensure long-term
sustainability.

Objectives:

1. Implementation of a new data tracking system.
2. Creating a new model for partnership management.
3. Diversification of revenue streams.

Key metrics:

1. Impact on the results of education: graduation rates.

2. Financial stability.

w

Operational efficiency through automated processes.

4. Community engagement.



Current state

Existing model description

Model Overview

Zminotvortsi model consists of four components: Educational, Offline
Interventions, Community, and Teaching.

The educational component currently covers 15 regions of Ukraine with the goal of
covering the whole of Ukraine. The model for education is 90% live teaching online on Zoom and
social media platforms and 10% offline. The offline part is developed to foster the community,
remove Zoom fatigue, and provide a unique experience. The educational component currently is
represented by 12 courses: Military Affairs, Business, Environment, Culture, Society, Relations,
Health, Art, Economy, Technology, State and Politics, and Media and Information. Groups include
24-26 students, and the process is based on a 50 to 50 approach by implementing interactive,
active discussions, making the classes more student-oriented and enjoyable. The timeline
includes two classes per week; the course is conducted for a duration of up to 16 sessions.
Instagram is used as the main platform for students to meet them where they are. The teachers
are chosen by leaders and professionals in their fields, and no prior educational background is
required. Each course is developed and has been continually improved by the teaching team led
by the course curator. The experience of online learning during the pandemic is included in the
planning, as well as the experience of Plast, Ukrainian Leadership Academy, Prosvita,

SmartEducation, EdEra, Prometheus, kmbs, and Charitable Foundation 'From the Country to
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Ukraine.' The average attendance rate for successful completion of classes is 73,1%. The average

knowledge delta based on the test results is +3,6.

Figure 1

Zminotvortsi Organization. 2023. Components of the model. Retrieved from
https://drive. le.com/fil 1l 1Zn4SC81-QeNH JZuvpf4anSyw/view

ZMINOTVORTSI

Model consists of the
next components

TEACHING
COMPONENT

As for the offline intervention, community, and teaching components, most of the
initiatives are at the pilot stage and will be covered in this paper.

The target audience is represented by high school students (mostly 9-10 grades) in
towns and villages with populations of up to 10,000 people. Within this target group, the main
focus is on the children who lack opportunities, support, and role models. The main idea is to

intervene and create a boost to change their future. This has already been proven effective by


https://drive.google.com/file/d/1I3o9IZn4SC8I-QeNH0OsdJZuvpf4n5yw/view

10
multiple educational programs, including my personal experience with the FLEX program. The
main difference is that the target audience does not initially have the opportunity to access

educational resources.

Zminotvortsi's revenue model includes grants, donations, and partnerships with

businesses.
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Five Forces Analysis

Figure 2

Piroh, R. 2024. Five Forces Analysis [png]. Created with Canva.

FIVE FORCES
ANALYSIS
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The Supplier Power is Low. Suppliers for an NGO like Zminotvortsi include providers of
educational services, availability of technology services, and educational materials. Given the
nature of their work and the availability of alternatives, supplier power is low. The possibility of
impact is under the technology services availability, due to the attacks on infrastructure.

Buyer Power is Moderate. The beneficiaries and communities served by Zminotvortsi
may have some influence over the organization. This is usually represented by a lack of

motivation to participate in external education and a lack of overall interest in education.
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However, Zminotvortsi's modern approach, youthful, personal, and unique programs and
services could mitigate this power to some extent. Beneficiary Communities include
communities, schools, students, parents, and teachers. These stakeholders may influence NGO
activities through their needs, preferences, and feedback. The collaboration with the
government has been established, which lowers the risks for buyer power.

The threat of Substitutes is Low to Moderate. While there may be other NGOs or
educational programs available to high school children, Zminotvortsi's focus on small towns and
villages and its specific approach to empowerment may differentiate it from direct substitutes.
From experience, the only additional support that is available at the schools is from UNICEF and
the Ministry of Education, which are both focused on providing resources and inventory, not the
education component itself. Public schools and educational institutions operated by government
authorities do not serve as substitutes for NGO programs, due to the program offering unique
sets of courses different from government educational programs.

The threat of New Entrants is Low to Moderate. Establishing a successful NGO requires
significant resources, expertise, and community trust, which serves as a barrier to entry.
Additionally, Zminotvortsi's establishing presence and reputation in the communities may deter
potential new entrants. The focus of most operating educational organizations is on bigger, less
specific target audiences. For-profit education providers are not considered to be a threat due to
the target communities mostly being low-income and not being able to invest into education.

The Competitive Rivalry is Low to Moderate. NGOs typically collaborate more than they
compete, especially when their missions align. While there may be other NGOs operating in

similar spaces, Zminotvortsi's focus on specific geographic areas and its unique programs may
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differentiate it enough to minimize direct competition. The current state represents a

collaboration between educational institutions and organizations.

PESTEL Analysis

Figure 3

Piroh, R. 2024. PESTEL Analysis [png]. Created with Canva.
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Government Policies: Changes in government policies related to education, youth

development, or NGO regulation could impact Zminotvortsi's operations and funding

opportunities.
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Political Stability: Political stability in the regions where Zminotvortsi operates is
important for uninterrupted program delivery. If the frontline moves closer or within the regions
of operation, the activity of Zminotvortsi would be reduced or ceased.

Economic Factors:

Economic Conditions: Economic downturns or fluctuations in funding sources could
affect Zminotvortsi's ability to raise funds and sustain its programs.

Employment rate, Inflation, and Income level can impact the focus on education and its
priority for the communities.

Funding Opportunities: Economic growth or specific funding initiatives may present
opportunities for Zminotvortsi to expand its programs or reach.

Social Factors:

Demographic Trends: Changes in population demographics, such as migration patterns
or shifts in the youth population, may impact the demand for Zminotvortsi's services. This would
also highly depend on the war in Ukraine and its effects on the regions in which communities are
based.

Social Awareness: Increasing awareness and support for youth empowerment and
education could create a favorable environment for Zminotvortsi's initiatives.

Lifestyle: changes in lifestyle towards having more free time would also have a favorable
impact on educational programs.

Education level: the increase of education levels in the community would increase the
favorable conditions for the younger generation to pursue education.

Technological Factors:
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Technological Advancements: Access to technology and digital tools may enhance
Zminotvortsi's program delivery, outreach, and impact.

Technological Access: Disparities in technology access among rural communities could
pose challenges to implementing technology-based programs.

Infrastructure: development of the infrastructure in rural areas would increase the
success of MGO, while destruction of the infrastructure due to war would decrease.

Environmental Factors:

Environmental Sustainability: Zminotvortsi may need to consider environmental
sustainability in its program activities and organizational practices. This would have an impact on
the partnership's development as environmental factors have become crucial for many
organizations. This factor would also play a role in the development of the Zminotvortsi box
project specifically due to partners refusing on creating physical presents.

Natural Risks: Extreme weather events, people-caused natural disasters, or
environmental changes could affect the communities served by Zminotvortsi, requiring
adaptation strategies.

Legal Factors:

Regulatory Compliance: Compliance with local, national, and international regulations
governing NGOs, education, child protection, and other relevant areas is essential for
Zminotvortsi's operations.

Legal Risks: Legal risks related to contracts, liability, or disputes may arise and need to be
managed effectively.

The conducted analysis is a base for informed and strategic decision making of the

organization, risk mitigation, and program development.
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Scenarios and Five Forces Analysis Post-War

Figure 4

Piroh, R. 2024. Scenarios Analysis [png]. Created with Canva.

Post-War Scenarios Analysis in Ukraine
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The analysis and assumptions of the critical PESTEL factors post-war would include 3
scenarios: pessimistic, conservative, optimistic. Before diving into the analysis itself, the scenario
definition is important.

In the pessimistic scenario the Ukraine would experience major infrastructural

destruction, demographic loses, migration of the population abroad. As a result this would mean
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an economic downturn for Ukraine. Besides this, Ukraine would experience crisis of food, water,
supplies, medicine, and shelter. The political instability would be present including
disagreements, political wars, and division of efforts aiming into opposite directions.
Communities would be divided as well, resulting in conflicts. The international community would
not provide any support, and Ukraine would be isolated.

In the conservative scenario Ukraine would have a slow recovery from the war. The focus
would be on the most mandatory supplies and services, rebuilding of the infrastructure.
Unemployment and inflation would be high, the investment would not be favorable. The political
situation would be hard to recover as well, the divide in the government would slow down
reforms and stabilization of the economy. The communities would be divided, but many
initiatives would be introduced in order to unite.

The optimistic scenario would mean that Ukraine experiences quick and major economic
growth, the investment in Ukraine is very favorable and attractive for the foreign communities.
Ukraine is experiencing a huge support from the international community, quickly rebuilding and
restoring to the state better than before the war. The ability to build from scratch would be a
huge boost for the future of Ukraine. The communities would be united and focused on recovery
of the country, including the political forces, and a new purpose was introduced. The key

industries would be driven by innovation, new industries emerge.
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Five Forces Analysis in pessimistic post-war scenario

The Five Forces Analysis of Zminotvortsi in a pessimistic post-war scenario shows
changes in Supplier Power, Buyer Power, Substitutes, New Entrants, and Competitive Rivalry,
compared to the current state.

The Supplier Power is High due to the lack of resources, international support, and
economy downturn. The supply disruptions are likely. The number os suppliers would be limited,
which would case a high dependency on the ones left.

The Buyer Power is Low. There are no substitutes available due to the shift of priorities
towards essential services, not educational. The funding though would be limited decreasing
operational opportunities.

The Threat of Substitutes is Low. Even if other NGOs exist in the setting, the focus of
Zminotvortsi is still unique and specific enough not to be afraid of competition. The government
might have limited opportunities to support the educational system, which would have a
positive effect on Zminotvortsi. The communities would rely more on informal education.

The Threat of New Entrants is Low. The focus of the community is on the unstable
political situation, and essential surviving approach. The education sector is not growing. The
number of operating NGOs in Ukraine has decreased. The barriers to enter for new NGOs are
high due to the challenging situation in the country, and its isolation from international support.

Competitive Rivalry is Low to Moderate. The competition for the resources is
high. The lack of resources might impact the survival of the organization. The number of

operating NGOs would cause a competition for the funding, partnerships, and visibility.
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In the pessimistic scenario of the post-war environment in Ukraine, Zminotvortsi
would face significant challenges. In order to survive as an organization, Zminotvortsi would

need to adapt their strategy and goals.

Five Forces Analysis in conservative post-war scenario

The Five Forces Analysis of Zminotvortsi in a pessimistic post-war scenario shows
changes in Supplier Power and Buyer Power, compared to the current state.

The Supplier Power is Moderate. There is still a lack of resources, and the focus is
shifting towards a more essential approach in order to rebuild the economy and country. The
situation is improving but similar to the pessimistic scenario evaluation.

The Buyer Power is Low to Moderate. The increase in funding and international support
might result in the appearance of additional organizations, which would increase the possibility
of choice. Due to the specifics of the organization and essentials being a priority, the evaluation
is still low to moderate. With the resources being limited, there might be an increased attention
to how the funds are being used and how the organization is performing.

The Threat of Substitutes is Low to Moderate. With the government led initiatives not
bein a direct substitute, there is a possibility that the educational system would be revamped by
introducing some of the courses provided by Zminotvortsi.

The Threat of New Entrants is Low to Moderate. With the situation in the country slowly
stabilizing, international NGOs with bigger experience might enter the market. The risk is still
considered to be not high, due to the origin of NGOs supporting each other, instead of

competing.
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The Competitive Rivalry is Low. Even with the new players emerging, and limitations that
would exist, there is a higher chance of the organizations providing support to each other,
instead of creating a competitive environment.
To summarize, with the conservative post-war scenario, the situation would be more
similar to the current state in case of Supplier and Buyer Powers. There is a slow improvement

compared to the pessimistic scenario.

Five Forces Analysis in positive post-war scenario

In the case of a positive post-war scenario, the analysis shows changes in Supplier Power
and Competitive Rivalry, compared to the current state.

The Supplier Power would be Low. With the economy quickly recovering, and a
lot of investment coming into the country, the more resources would be available. The funding
would be easier to supply, as well as other necessary resources. The international partnerships
would be easier to build and support.

The Buyer Power would be Moderate. With new players entering the
educational NGO sector in Ukraine, and offering more opportunities, it might be harder to keep
the audience for Zminotvortsi. This scenario would have effects on Zminotvortsi only in case the
target audience would be as specific as the NGO.

The Threat of Substitutes is Low to Moderate. With new NGOs entering there is a lot of
area for collaboration and synergic initiatives. Zminotvortsi would already have the experience

and the context of the war in Ukraine, and a great basis for innovative solutions.
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The Threat of New Entrants is Low to Moderate. The chances are high for new NGOs to
appear in Ukraine with the quick growth and development of the country and communities
rebuilding. At the same time, a more collaborative approach should be taken.
The Competitive Rivalry is Low. The NGOs would be focused on common impact by
fostering collaboration and supporting each other.
In the positive post-war scenario, we can see the most similar analysis as today's

situation. The post-war scenario would have the most positive effect on Zminotvortsi.
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PESTEL Analysis Post-War

PESTEL Analysis in pessimistic post-war scenario

In case of a pessimistic scenario post-war in Ukraine the PESTEL Analysis would look as
presented below.
Political Factors:

e |[nstability: The unstable political environment might cause interferences and
issues for the operations of NGO.

e Political split: Different political groups might have opposite views on where
education and values building should be moving in post-war Ukraine, either
supporting or interfering with the work of NGO.

e |[solation of Ukraine: In case of Ukraine not being supported by other countries,
the partnerships of NGO might be difficult to maintain.

Economic Factors:

e Economy Downturn: With inflation, unemployment, devaluation of the currency,
the operational activities of Zminotvortsi might be negatively impacted.

e Lack of Resources: With the limited resources and focus on surviving, the
funding might be low.

Social Factors:

e Trauma: The collective trauma in the post-war environment might make it

difficult for Zminotvortsi to find like-minded communities, and it would be

challenging to support them.
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® Increase in criminal activity: There might be increased danger of operating in
rural areas due to the post-war environment, issues with neglect of mental and
physical health support, as well as no maintaining of armory policies.
Technological Factors:

e Infrastructure: The significant damage of infrastructure might make it difficult to
maintain the online format for Zminotvortsi, which doesn’t provide many
internal substitutes. Availability of connection services and their sustainability
might be limited.

e Risk of cyber attacks: There is an increased risk of cyber attacks due to the
unstable environment, which brings a high risk for Zminotvortsi due to handling
sensitive data of minors.

Environmental Factors:

e Natural disasters: There is a higher risk of natural disasters having a more deadly
effect on the communities due to the lack of mitigation resources and
mechanisms.

o Degradation of Environment: Due to the war, the environment would take
pitfalls as it would not be the top priority. This would increase health risks.

Legal Factors:

e Uncertainty in Regulations: War would cause lack of regulations which might

result in human rights issues and challenges. This would bring additional

challenges for the NGO'’s staff and students.
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Zminotvortsi would be a crucial part of recovery in post-war Ukraine, not
depending on the scenarios . With pessimistic prediction, the operations would be extremely
challenging and dangerous to maintain. Zminotvortsi would need to review their strategy to
adapt to the new needs of communities, as well as mitigate risks for organizations due to
economic downturn, social and legal risks, environmental hazards, and unstable political

situation.
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PESTEL Analysis in conservative post-war scenario

In case of a pessimistic scenario post-war in Ukraine the PESTEL Analysis would look as
presented below.
Political Factors:

e Government focus: Due to a lot of efforts being put on the stabilization of the political
situation, the support of the government on the education sector would be limited.
Zminotvortsi might need to step up, and provide their services to a higher number of
communities.

e Changes in government structures: The changes in the political forces might cause
disruptions of NGO operations.

Economic Factors:

e Economy Recovery: The economic recovery might be slow and this would cause issues to
the operational and fundraising activities of the NGO.

e Limited Resources: Resources would be slowly growing, but it would still be a
competitive environment for donations. The top focus would be on more essential
services.

Social Factors:

e Trauma and Displacement: Working with a post-war community would be a challenge
that would require additional resources and mitigations. Zminotvortsi were well
equipped due to working during the war as well.

Technological Factors:
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e Infrastructure: The rebuilding of the infrastructure might take a long time, and cause
some disruptions to the educational process. Deocoppuied territories would be the
hardest ones to recover.

Environmental Factors:

e Environment Recovery: There is an increased risk of health issues due to the post-war
environment, which might take a long time to recover from.
Legal Factors:

e Uncertainty in Regulations: The war would create a challenge on the regulations, and
quite few of them would be changing due to the changes in the political sector.
Zminotvortsi would be facing legal challenges, slow economic recovery, unstable

environment and a lot of uncertainty in the conservative post-war environment, which should be

implemented in their strategy, and risk management process.

PESTEL Analysis in positive post-war scenario

In case of a positive scenario post-war in Ukraine the PESTEL Analysis would look as
presented below.
Political Factors:

e Stabilization: The political situation in the country would be slowly stabilizing, which
would have a slightly positive effect on the NGO. This would create a more supportive
environment for Zminotvortsi to work in.

e Government Policies: With the development of new government policies, there is a
higher chance of more supporting initiatives to raise, which would provide help for NGO.

The initiatives would cover social and educational development.
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Economic Factors:
Economy rising: With the economic recovery, Zminotvortsi would have a more stable
environment for their work. The creation of new opportunities would create a better
situation for both staff and students.
Funding availability: With investments growing, Zminotvortsi would have higher chances
of stable funding opportunities, and a higher variety of donors. This would help the NGO
to reach more communities.
Social Factors:
Communities recovery: With the war ending, there would be a higher demand for
education within the communities, which would result in bigger demand and popularity
of the program.
Technological Factors:
Technological Innovations: The changes in technology would make online education
more favorable to the youth. The ease of accessing would be favorable too.
Environmental Factors:
Environmental Recovery: Environment would be slowly recovering from the war, which
would be positive on both the sustainability of the services, as well as the popularity of
the program focusing on the environment.
Legal Factors:
Legal Reinforcement: Due to the changes in the country, there might be additional laws
introduced which might interfere with the current state of operations at the NGO, and

require reevaluation and changes to the operations.
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e Human Rights and Equality: The new initiatives around fostering the environment for
ensuring human rights and equality in Ukraine would closely align with the vision of the
NGO.
In the positive post-war environment, there would be positive changes towards
development of Ukraine, and Zminotvortsi would be well equipped to be one of the drivers for

this change.

SWOT
Figure 5

Piroh, R. 2024. SWOT [png]. Created with Canva.
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The Strengths defined in the SWOT analysis would include:

Mission Alignment;
Unique Expertise;
Community engagement;
Team dedication;
Innovation;
Differentiation.

The Weaknesses include:
Dependency on funding;
Lack of resources;
Partnership sustainability;
Lack of analysis and data.
The Opportunities include:
Strategic partnerships;
Diversification of funding;
Technology innovation;
Alumni community;
Policy advocacy.

The Threats include:

War in Ukraine;
Economic uncertainty;
Competition for funding and Partnerships;

Natural disasters.
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VRIO Analysis
Figure 6

Piroh, R. 2024. VRIO [png]. Created with Canva.
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Analysis of the model on CANVAS
Figure 7

Piroh, R. 2024. Analysis of the model on CANVAS [png]. Created with Canva
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The target clients for Zminotvortsi include high students, primarily in 9-10 grades that
live in the rural areas with population under 10,000. These students mostly consist of
low-income families with limited resources and opportunities.

Zminotvortsi's main value is the providing of additional education for these students that
would help them in their future by creating a base for understanding the main and most
important social issues. The children are prepared to become active members of their
communities. Additional value is provided by building their capabilities and skills to prepare

them for their adult life.
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The main channels for Zminotvortsi are community engagement and online platforms.
The NGO uses offline recruiting events at school to introduce the program to students and
involve them in the learning process. After that, most of the collaboration is happening through
online learning tools: Zoom and Instagram for communication and updates. Offline events also
include short camps to gather the children together. Client Relationships are mostly in the
development process and would include building a big community, like many other programs
offer, in order to help students in their education and careers after graduation of the
Zminotvortsi program. The alumni community is one of the main goals.

Key activities include development of the program and education administration,
outreaching to the communities and building strong relationships with them. The Key Resources
of the organization are their human resources and financial resources. The human resources
include both members of the organization, beneficiary (students), communities and high school
staff.

Key Partnerships consist of businesses that help NGO to raise money, awareness, and
would become an integral part of the future alumni community. High Schools are currently the
main streams of raising awareness about the program and recruiting students by word of mouth.

NGOs and Government institutions help create a strong basis for NGOs legitimacy.
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Cost Structure consists of Administrative expenses and Program expenses. Revenue
Streams include grants, donations, and partnerships. Program Expenses refer to the costs
associated with the development, implementation, evaluation, and continuous support of a
program, including expenses such as staff salaries, materials, transportation, and venue rentals.
On the other hand, Administrative Expenses include operational costs, such as office rent,
utilities, salaries of administrative staff, marketing, and fundraising expenses that are incurred to

support the overall activities and infrastructure of the organization.

Value Chain Analysis
Figure 8

Piroh, R. 2024. Value Chain Analysis [png]. Created with Canva.
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Analysis of the Operating Model on Canvas

Strategic objectives for the organization include building skills and gaining knowledge,
changing the communities from inside, closing gaps in the rural education system, empowering
youth and giving them needed resources for further development, and contributing to the
social-economic development of Ukraine in the long run.

The value proposed includes access to the high-quality unique education program from
experts in the industries, equipping young people before facing life challenges, providing
inspiration and realization of their potential.

The operating model consists of governance, processes, structure, people, technology
and infrastructure. The strategy development is done and contributed to across board with the
founders positioning as main driving force for the decision-making. Most of the team consists of
staff and volunteers. Main processes include program, financial, and partnership management.
Structure is flat, no hierarchical structure is acquired. People are mostly dedicated to the
mission, not financially driven, engaged both as full-time and part-time employees, as well as
volunteers and consultants. Technology is an important part of the organization due to the
specific nature of program execution. The further development and investment in innovation of
technology is required. The infrastructure consists of office space to perform core activities and
collaborate. Equipment is not provided.

The performance metrics are implemented to track the success of the program, such as
completion rates, knowledge gain, satisfaction rates. There is a need to implement financial

sustainability, fundraising goals, and community engagement metrics.
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Client Needs

In order to succeed in their future, high school students are in need of high-quality
education, and they are aware of this according to the surveys conducted by Zminotvortsi. Small
communities often lack access to that education, or resources and guidance where to find it.
Children also understand the importance of building the right skills, and gaining the correct
information, especially the ones who are aiming to develop a career, or move to a bigger town.
This creates a need to engage in a program with hands-on experience.

The issue discovered by Zminotvortsi is that many children lack confidence, and the
program helps them to find it. Being more confident is beneficial for their growth, helps them
discover their strong sides and characters. New opportunities help them build connections with
students all over Ukraine, which helps unite the country during the difficult times. Meeting the
new role-models, such as teachers and guest speakers, helps them to both build confidence, and
become more active in their communities.

Last but not least, the students require a strong network during their transition to the

university or employment.
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Figure 9

Piroh, R. 2024. Client needs [png]. Created with Canva.
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The main confusion during analysis was regarding considering students and donors in
the same category, of being the client of the organization. This is to be differentiated in the next
way: client is someone using the product, while customer is the payer. Often, in business, this is
the same, but due to this specific project focusing on non-profit organizations, we have a
differentiation. Clients are the users of the product (educational program). They do not pay for
the product, and they directly benefit from it. Customers are donors of the project, they pay for
the value provided. The value is associated with what clients gain from it.

The needs of the donors would include aligning their mission with the mission of the
organization. This is why the organization strictly focuses on the donors that share the same
values. The long-term measurable needs include: building value-driven educated communities,

preparing future generations for rebuilding the post-war country in which they live and operate
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their businesses, ensuring awareness of their brand in the community, including the employer

brand, as the students are the part of the future workforce.
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Operations Analysis

Diagnostics: key optimization initiatives

Evaluation of existing programs, their impact, challenges, and
inefficiencies

The education program currently consists of three to four educators for every of twelve
conducted courses. The open-source principle is being used for the creation of the courses.
There are no restrictions on the delivery of the course. The educators are the experts of their
industries, and are onboarded into the philosophy and methodology used by Zminotvortsi. The
onboarding process is being conducted by involving educators into existing processes of courses.

The gift recognition program for the course completion provides children with a box full
of physical items that would improve their daily lives and change them. The resources in villages
are limited, and the Zminotvortsi box brings books, clothes, power banks, water bottles, and
many other items from socially responsible successful Ukrainian businesses. This box highlights
the message that it's possible to conduct business in Ukraine honestly. Mind wins over money,
connection, and corruption. This box should inspire them into believing that many things are
possible.

The recruiting offline events experience issues with timing being interrupted due to the
roads being impossible to drive on, lack of the internet connection and technology at the small
schools in rural areas.

Within a considerably short time of executing the program, Zminotvortsi already has an

alumni community that requires a platform for collaboration and engagement.
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Proposal for operational optimization strategies

With the plans for scaling, there are needs in increasing the number of educators and
having substitutes. The delivery of the courses might need to be more formalized, which
currently do not align with the approach taken, and might cause a lot of change management
challenges.

The challenge with searching for partners in creating the box consists of many
businesses in Ukraine not being able to support the initiative due to the financial situation. The
sourcing for businesses is challenging due to the in-depth research that has to be done before
acknowledging that the company doesn’t have any suspicious activity in their past or present.

The bottlenecks during recruiting events might be mitigated by planning for over time,
using more appropriate offroad vehicles for the trips, and bringing own equipment such as
projector and starlink.

In case of prolonged situation with developing alumni platform, Zminotvortsi might
suffer losses in the children not engaging right away, and moving off from the organization in
their future. The next logical step should be to conducted by introducing them to the
community. Proposals for internships, scholarships, employment opportunities, grants for
project implementation, networking activities, individual mentoring opportunities should be
introduced early on, due to many high school students moving to being university students or

professionals next year.
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Partnership Analysis
Overview of current partnerships and collaborations
Figure 10

Zminotvortsi Organization. 2023. Partners. Retrieved from
https://drive.google.com/file/d/113091Zn4SC8I-QeNHOOsdJZuvpf4n5yw/view
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Analysis of partnership effectiveness and alignment with
objectives

The partnership objective is currently not defined, and should be analyzed. The objective
should closely align with the organization goals. The desired outcome from the partnerships is
long-term beneficial for both parties' collaboration. The challenge here falls due to significant

differences in the type of partners.


https://drive.google.com/file/d/1I3o9IZn4SC8I-QeNH0OsdJZuvpf4n5yw/view
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For the businesses, the partnership should include financial support, volunteering
involvement from the companies and organizations, guest lectures, merchandise provision for
the Zminotvortsi box program, onsite support during offlines, mentoring programs participation,
opportunities creation within the company for alumni community.

From Zminotvortsi perspective, the organization provides a mission by supporting which
many companies can improve their social responsibility metrics, public recognition, media
mentioning, relationship building. In the business community, it became clear that many
professionals choose their companies for the communities and values, which is highly important
for the companies to maintain. In the long-term perspective, Zminotvortsi help grow the
potential professionals for the companies. But mainly, it is important to understand the mission
of improving the socio-economic situation in Ukraine. If the business wants to have country to
operate in, they should invest in Zminotvortsi.

Other NGOs, including local and international, might be parteing in order to avoid
competition. The knowledge and expertise sharing is important, but not as crucial as financial
support provided by other partners.

Bigger funding players are important due to the financial support they provide. With
these types of organizations, the most important part is to maintain transparency, timely
reporting, and clear alignment on goals and results.

Educational institutions are the beneficiaries of such a program due to additional
support in the education process provided to their students. Zminotvortsi fosters an educational

environment that makes it more clear for the student on the value of education itself.
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Government agencies are important to collaborate with for the recognition, that would
make it easier for the organization to raise funding in the long run from the parters mentioned
above.

Memorandums were introduced between schools and Zminotvortsi in order to describe
the collaboration framework, secure the support of schools with communication to the parents,
provide operational support during offline events, and popularizing programs with the next
generations, or even neighboring schools. The memorandum describes the terms and

responsibilities, commitments and expectations.

Evaluation of current partnerships’ strengths and weaknesses

Current partnerships of Zminotvortsi include schools, the European Endowment for
Democracy, Nova Ukraine, Businesses, and charitable support.

The European Endowment for Democracy is currently responsible for over 87% of
Zminotvortsi's revenue, which makes the organization highly dependent on the grants provided.

Businesses include only 8% of revenue, but this number can be improved by changing
the partnership approach towards businesses. There is currently only one stable partner that can
be highlighted. Nova Poshta is a logistic partner for Zminotvortsi and is connected to cost savings
for the organization.

There is a lack of partnerships connected to the offline events organization, presents
organization, and administrative costs.

The strengths of current partnerships are the shared mission and the highly valuable

work done by the organization. The only partners that Zminotvortsi works with include
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businesses that have a clear mission, no previous scandals, and a history of corruption or
connections to russia.

The weaknesses of the partnership are the lack of consistency in communication, the process of
finding and sourcing for the partners, unclear expectations and projections. The search and
approval for partners makes it hard to crowd-source the possibilities and target broader
audiences.

The highest expenses as of now include operational expenses, which makes it important

to ensure that the organization pursues partners that would help with covering these expenses.

Development of a strategic partnership framework

The plan for the partnership framework should include the objective setting: reducing
dependence on grants, and diversifying revenue streams.

Strategic partnerships should be defined by analyzing industries that would align with
the mission, reviewing and sourcing for the businesses, NGOs, analyzing the ability to provide
financial or resources support, analyzing the social responsibility impact done by the
organization previously.

After conducting the research and choosing the partners, there should be a clear,
in-depth analysis of the company or organization before reaching out to them. Understanding
the company or organization's goals and objectives is important in order to offer them a valuable
reply from an NGO. There also should be a clear definition of the needs of the organization.

If the organization (including business) agrees to collaborate with Zminotvortsi, it’s

important to build a relationship that is sustainable, clear, and trustworthy. The communication
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channel should be defined, and the communication itself should be consistent and transparent.
Regular meetings and updates should be scheduled. The communication plan should be in place,
and expectations should be defined for both parties.

Due to the high volume of work that needs to be done within the organization for
partnership management, there should be technological solutions in place. Monitoring and
evaluation of the partnership should be in place for outcomes, activities and value.

By covering the defined gaps and introducing the strategic activities for partnership
management, Zminotvortsi would be able to differentiate its revenue streams, as well as build a

ground for the future alumni community.

Analytics Review

Analysis of data collection methods, tools, needs and gaps in
analytics capabilities
The current system in place doesn’t have clear tracking mechanisms or data gathering

processes, even though the opportunities and needs for data analysis are already at the level of
critical.
During the evaluation of data streams, the next was identified:
e Student enroliment and engagement.
e The success of courses conducted.
® Assessment of the teachers.
e Impact after graduation.

® School's effectiveness in partnering with Zminotvortsi.
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e The number of students covered during the recruiting process and the converted and
graduated students.
e Analysis of the knowledge and skills after the course completion.

The current data infrastructure makes the process manual and, due to that, inconsistent
and has a high probability of errors. With the organization's plans for scaling, it’s important to
introduce a more systematic approach.

The current process includes collecting the data on the go from people, storing it in
Google Sheets, and creating infographics when needed, usually for the annual report creation.
These cause significant challenges and limitations, which include access to the data, the ability to
share with stakeholders in real time, tracking to identify early warning signs, seasonality, or
analysis for quick improvements to be made.

A big part of the data would include social media platform activity, which brings the
need for automatization and integration with the future platform of use. Ideally, the new system
would combine social media metrics, financial metrics, turnover metrics, as well as satisfaction
rates.

The data privacy part of the process should be reviewed separately to ensure that no
sensitive data is being collected and to mitigate any risks connected to the process. There is
currently a gap in collecting personal information, such as contact information, that needs to be
closely monitored.

There are currently no dedicated team members for data analytics, and most of the
data-gathering processes are done by administrative personnel. The communication team
evaluates the data and prepares the infographics. The scale of the organization currently doesn’t

require a separate team member for analytics, but in the future, this will change. Before that, in
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order to improve data analytics at the organization, two goals should be reached: improving the

data handling process and making data transparent within the team.

Proposal for enhanced data collection, analysis, and reporting

mechanisms

Due to Zminotvortsi being an NGO and having an open format for data collection,
storage, and availability, we can evaluate a Tableau platform or, as an alternative, a platform that
would offer a free version of their product for NGOs.

The important points to keep in mind are the cross-collaboration with data coming from
multiple channels in different formats, integration of the data from the existing systems,
definition insights that are needed for the current and future state of the NGO, definition of the
timelines, and decision-making dependency on the data. As an example, the delivery
organization from partners during offline events is currently experiencing a gap due to the lack of
live tracking of the schedule for future recruiting events, the number of attendees, and delivery
information.

Evaluation of the data literacy inside the team is an important step in the coming
change. After the evaluation, the training should be conducted in order to proceed with the
change management process effectively. The roadmap of the process is introduced below.

Figure 11
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Piroh, R. 2024. Roadmap for Data Analysis [png]. Created with Canva.
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Utilization of data for decision-making and program evaluation

The development process of future strategies should be well-equipped with data insights
and predictions that are currently missing. In order to rely on data in decision-making, the future
system for data analysis should follow the outlined guidelines:

1. Data collection and management should be done within one system and should be
available to the decision-makers and stakeholders.

2. The collection and management of data should not be dependent on a limited number
of people from the organization.

3. Usage of the technology and tools should be reevaluated and changed.

4. Security protocols for handling data privacy should be implemented.

5. Actionable insights for decision-making have to be introduced.



Financial Analysis

Review of current revenue sources (grants, donations, etc.)
The current cost structure for the revenue streams include grants, international

organizations support, local organizations, businesses, and philanthropic support.

Figure 12

Zminotvortsi Organization. 2023. Revenue. Retrieved from
https://drive.google.com/file/d/113091Zn4SC8I-QeNHOOsdJZuvpf4nSyw/view
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The current data for the revenue streams is not full and clear. In order to provide a

detailed and accurate analysis of the numbers, the full data on exchange rates should be

collected. Change in the Net Assets doesn’t seem to match with the data provided due to the

lack of data on exchange rates.
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There is no exact data on the Net Assets at the Beginning of the Year" and "Net Assets at

the End of the Year."
Table 2

Sources of revenue

Ne |Grantor GRANTS ON NGO Grant sum (EUR\USD) |Grant sum (UAH)
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Note: Adapted from "Budget 2023," from Zminotvortsi, 2023. Reprinted with permission.
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There are no accounts receivable, grants receivable, pledges receivable, or any other
receivables. The money is tracked as they come due to the specifics of small NGO work. The rent
is not prepaid, and is flexible due to focus on discounts for NGOs, and sharing of the space with
other organizations. The inventory data is lacking as well.

The current financial management doesn’t include data on current or fixed assets
because the NGO is in the development stage. The approximations would be covered in the
financial model redesign.

No tracking of fixed assets or accumulated depreciasion is in place.

Analysis of expenses and budget allocation

The current expenses and budget allocation is associated with managing the NGO and
running the program. These include operating expenses, program development expenses,
salaries for the staff, program operational expenses, and administrative expenses.

Figure 13

Zminotvortsi Organization. 2023. Expenditure. Retrieved from
https://drive.qgoogle.com/file/d/113091Zn4SC81-QeNHOOsdJZuvpf4n5yw/view
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Teaching Institutional costs

Development of courses

Zminotvorets
Starting Pack
Operational activity

Identity, website and
promo development

Offline meetings with Software services for
teenagers in the regions educational process

The biggest expense is salaries for the staff being almost half of the expenses. Second
highest is development of the courses counting at 18%. The other significant expense is the
Zminotvortsi Box program, which highly depends on the partnerships established. In this project,
we’ll be focusing on creating a strategy for partnership development. With the organization
scaling, the expenses would grow significantly for the Zminotvortsi Box, and offline recruiting

events.

Table 3

Expenses per milestone in 2023

MILESTONE1 [MILESTONE 2 |MILESTONE 3 [MILESTONE 4 |ANNUAL PERCENTAGE

Institutional
expenses

Salaries for the
staff

Development of
courses

Identity, site
development
and promo
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Offline recruiting
events with
students

Zminotvortsi Box

Services for
educational
process

Teaching

SUM

Change in Net
Assets

Note: Adapted from "Budget 2023," from Zminotvortsi, 2023. Reprinted with permission.
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Assessment of financial sustainability and dependency

on grants

The review shows that the NGO is strongly dependent on the support of one
international organization, which brings a high level of risk for the operational activities of the
NGO. The differentiation of the revenue streams is required. The current expenditure is low and
allows little room for cost-cutting. Operational activities would be analyzed in detail, and
reviewed for any areas of improvement.

By joining as a partnership manager for the organization, my primary focus on financial
planning would be offline events management and Zminotrvortsi box. It’s important to focus on
the unrestricted grants in this case due to the flexibility needed in NGO work.

Trends of the changes in partners' support should be evaluated and projected in order to
plan accordingly and have enough of a time buffer for the projects. Differentiation of industries

is an important factor in order to avoid economic factors that heavily affect the support possible.

Identification of key financial gaps and constraints

The biggest gap in the financial planning for partnerships is currently within the timeline
planning. It’s important to transform partnerships in a way that would project the support
upfront. The current financial support is done on a daily basis. The development of strong,
long-term, sustainable partnerships would help to close this gap.

For the budget planning, the costs should be allocated to support the programs
depending on the partners in case of any issues appearing, such as the ending of the partnership
due to the business needs or desires, scandal around the business, new facts appearing about

the company.
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With the ongoing war, it’s important to create a buffer to prevent the possibility of losing
inventory for the programs. The delays in production and timely delivery are also the constraints

that should be accounted for.

Analysis of potential revenue streams and fundraising

strategies

By focusing on the businesses to build partnerships with, we define the main industries
of interest for the organization:
o |T;
e Publishing;

e Education, including universities;

® Agro;
e Culture;
e Finance;

e Food & Beverages;

e Government;

e Media;
e Retail;
® Service;
e Retail;

e Toys production.
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To align with the goal and objectives of the Zminotvortsi Box project, it’s important to
retain partnerships in different sectors of the economy. Let’s first of all explore the potential
revenue streams from businesses.

The businesses should be offered the ability to donate both cash and goods. Goods can
include technical equipment. Services and software are both examples of additional donations.
Sponsorship programs should be tied depending on the company’s expectations. From
experience, some companies don’t put many restrictions and rules on how Zminotvortsi handles
their part of the bargain. While other businesses might expect a full-on report and approval
steps for any media mentioning publications, or events branding.

Co-branded campaigns should be explored as one of the ways to both raise awareness
and money for Zminotvortsi. The percentage of Sales can be donated during specific periods of
time, for example, during International Day of Children Protection.

In order to supply the needs of current programs, it is important to seek partnerships
that would be closely mission-aligned with the program itself. For example, for the Zminotvortsi
Box, in order to cover the printing expenses, the collaboration can be done with a Publishing
house.

A big part of Zminotvortsi's work is around research. This research is mostly done to
understand the needs and success of the project, but this opens a possibility for collaboration

with research institutions.
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Many corporations have taken the approach of donation matching programs. By
collaborating with IT companies, for example, we can raise money by doubling the employee
donations by the company. Another option is opting in to donate a percentage of the salary on a
monthly basis, but this one is much harder to set up operationally. Exploring this option is only
recommended once the reporting system for Zminotvortsi is finalized.
Figure 14

Piroh, R. 2024. Revenue streams [png]. Created with Canva.
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For the fundraising strategies, Zminotvortsi should focus on partnership building first of
all. Every partnership should be looked at as a separate project within the organization. This
should include a communication plan with regular updates, transparency, and engagements. In
order for this partnership to be successful, Zminotvortsi needs to understand business needs and
goals, and how to match them. Benefits should be provided to the businesses. This doesn’t

include high spending and should be mostly symbolic and sincere.
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Impact reporting should be shared with stakeholders in order to show them how their
money is being spent to encourage their future support. For every act of support, there should
be an act of recognition from the organization, including media mentions, collaboration posts on
social media, etc.

Interactive platform online is one of the ways in which both transparency and
engagement can be reached, by showing real-time updates to the fundraising. Going forward,
the success stories of the children can be published on the website as well. For the feedback

part, it’s important to encourage partners to provide feedback, and help generate ideas.
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New Model and Strategy Proposal

The new strategy should align with the scaling plans of the organization. The current goal
is to reach 5% of the entire generation by 2027, which translates into 20,000 students annually.
The current coverage for the year is 105 students for 2023. To increase the number of students
would mean increasing the capacity of the organization by almost 200 times.

To ensure the strategy for growth, a system of balance between supply and demand

should be in place. This mainly depends on the funding and educators.

Financial Model Redesign

Proposed revenue diversification strategies
The main focus for financial planning would be on diversifying the current revenue

stream. This would include expanding the list of current grants. With the high dependence on
one organization, the risks for Zminotvortsi are too high. The next steps should be taken in order
to improve this:

e Research on international organizations that provide support to Ukraine specifically,
educational support, global non-profits, aid programs. Research on educational
institutions that participate in partnership programs.

e International culture programs research. This might not only include financial support,
but also help with grant applying.

e High focus on the corporate segment with establishing partnerships with businesses that
care regarding their CSR.

e Community and Alumni funding would not be applicable for at least 4 to 5 years, but the
grounds for it should be established now, in order to benefit from it in the future.

The detailed plan is available under the Partnership Strategy section of the paper.
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Budget restructuring for improved sustainability

The main challenge for the financial sustainability detected is to closely align financial
predictions with the data available. This is further explored in the Data-Driven Decision making.

All of the expenses have been reviewed closely, and due to a small scale of the
organization, there are no cost cutting opportunities for now by eliminating the expenses. In this
area what can be done is reducing costs by using benefits for NGOs. As an example, an NGO was
supplied by a free offering of Grammarly writing expert service. The evaluation of the services
would be done as one of the next steps in order to see where the costs can be eliminated. One
of the challenges for now is renting an office space, which is being managed by this approach.

Financial Forecasting should include three scenarios in order to be able to quickly

allocate costs: best, worst, and moderate. Monthly budget reviews should be in place.
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Operational Model Enhancement

Introduction of efficiency measures and best practices
Based on the Strategic Management course, value innovation should be prioritized in

order to develop the skills based program that would differentiate from other existing programs.
Zminotvortsi already did an impactful job in this area, but this should be constantly evaluated,
monitored and adjusted. With the situation in Ukraine changing, there might be significant
effects on what skills are required for the student. At this moment in time, the focus is primarily
on Ukraine winning the war, and being in need of the professionals that would help develop the
country. Reviewing three different scenarios in Five Forces Analysis showed us that the strategy
needs to be adapted accordingly to both pessimistic and conservative scenarios in order for
organization to survive.

In case of these two scenarios, the Eliminate-Reduce-Raise-Create approach should be
taken for the current offerings of the program. This would help to eliminate the components
which are highly costly for the organization, but wouldn’t bring enough value under a less stable
environment, such as the Zminotvortsi box, for example.

From Porter's analysis, Differentiation of the Services and Partnership with Businesses
should be tagged as main goals. Differentiation might look different depending on the scenario
but would be focused on bringing the organization to the top, while partnerships would help

mitigate the bargaining risks.
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From the Organizational Behavior course, the two main points would be used in the
strategy aligning with organization: Culture and Recognition. For the culture part, moving
forward it is crucial for the organization to maintain their focus on bringing together the talent
that deeply cares about their mission. When organizations grow, they often lose this focus, and
end up moving towards more corporate culture and environment. For such an organization as
Zminotvortsi, this would ruin what they stand for and make them less differentiated from other
NGOs. As for the recognition part, the organization is not likely to end up in the setting where
the wages would be the main motivation for their team members due to the origin. Luckily, this
is not what would be the main driver for its staff if we focus on culture. The main driver currently
identified is people doing this work for the personal motivation and hope they have in their
country. In order to satisfy these needs, the organization should give more space and time for
collaboration, brainstorming, aligning the decision-making around its people, and involving them
into communication with children as much as possible.

From the change management perspective, there is a high chance of the resistance
coming from team members. With the planned scale of the organization, including plans
introduced in this project, it would make it impossible to manage the processes how they are
currently done. In order to mitigate resistance, people need to be involved in the processes as
early on, as possible. This organization would not accept, and should not accept, the plan coming
in from above. Any development strategies should be discussed by involving the team members
that would be affected by them. Clear communication regarding the changes' motivation and

future value would help to contribute to a smoother change.
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From the Strategic Marketing course, we should take into account the Geographic
Segmentation and Position of Leader. In order for Zminotvortsi to succeed, more regions should
be involved in the program, including targeting communities in different parts of these regions.
Zminotvortsi should become a thought leader in the area of educational NGOs in Ukraine in
order to achieve its growth faster.

Another Marketing tool to introduce later in the process is Promotion through Success
Stories. Using the real cases of students graduating from the program and being successful in life
is important to not only inspire the children, but also promote NGO, show the value to the

partners and communities.

Implementation plan for operational improvements

The goal: Create a strategy for Zminotvortsi to be able to scale quickly and effectively.

The metrics:
e Allocate and secure differentiated funding for the growth by developing partnership
programs.
® Reach graduation of 2000 students per year, while remaining efficient and effective.
® Keep the success rate of courses over 70%.

e Ensure that decision-making is driven by data.

Resources:
e Provide budgeting for all the needed resources in order to grow.

e Evaluate the hiring needs, timelines and responsibilities.
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Technology:
Gaps in current technological support, and restructure needed in data analysis and
financial management, as well as partnership management.

Ensure that all the team members are trained in how to use the technology for data.

Processes:

Identify bottlenecks in all the current processes of data, finance and partnership
management.

Improve the processes.

Automate processes to reduce manual work.
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Partnership Strategy

Identification of new strategic partnerships

The main customers of NGO are their donors. They are paying for the value brought by
the organization.

The list of sourced partnership is included as an Excel in the appendices. The research
has been done by multiple people coming from different industries and having numerous
experiences in their past in order to gather different companies and organizations.

The main future goal for partnerships is to make Zminotvortsi well-spoken in the
community by showing their impact, and seamless partnering management, so the companies
would be willing to come to the organization without having the NGO to reach out to them.

Some of the identified partnerships are specified in the Appendix A.

The primary focus is on local Ukrainian businesses, but with the development of the
program, the horizons of the partnerships should be expanded. One of the approaches is to
reach out to fellow Ukrainians, who can advocate from within the organization.

From the communications aspect, it has shown to be the most effective way to reach out
to specific people on social media, including LinkedIn instead of group email alias for

partnerships or CSR.

Framework for collaborative initiatives and joint ventures



65
Once the soft approval has been secured for the collaboration, the next template should
be used for further communication and management. The steps described below should be
specifically adapted to the needs of the organization and type of partnership decided on. They
should be in the timeline, frequency as needed, as well as might be eliminated if not necessary.

The framework example is included in the Appendix B.

Data-Driven Decision Making

Enhanced data collection methods and tools

The Zminotvortsi team was consulted on matters of the utmost urgency in order
to prioritize the work on data analytics. We defined the most important areas for data collection:
courses, offline events, students, teachers, and, as a result of all these metrics - reports on the
education process.

For the courses, the values we need are the number of streams, the number of classes,
the number of students in each class and course, the number of teachers, and additional online
events. For the offline events, we need the number of recruiting events, food expenses, the
number of signed memorandums of agreement, and the number of children who attended. For
the student's table, we need values: number of registrations, number of graduates, TOP students
who graduated from 2 or more classes, region, and communities. For the teacher's data, we

need the number of groups, the number of graduates, and the number of guest speakers.



66

One of the current issues with data management is the need to manually track students
enrolling depending on the recruiting events. From operational perspective to set up this and
use the manual operations is more highly costly than neglect this. The reasons for the number of
students, timing, and success of the event is hard to track in the details due to many factors,
such as internet connection, number of students, interference from the teachers, etc.

Surveys and feedback forms used during offline events are a much better tool for
tracking of active engagement from the students, and helps to get a better understanding of the
turnover. Due to the lack of experience on social media data tracking, such as Instagram, the
consultation with an expert is required and is accounted for in the implementation of the
project.

Tableau is initially chosen as a tracking system due to its ease of use, quick onboarding,
ability to identify trends with no need of programmer experience. Trial period of Tableau would
show the effectiveness, ability to utilize it for all the needs, and further down the road either an
investment into data analytics, or search for a different solution.

Data Governance policies are not included in this project, but are accounted for in the

timeline.

Implementation of analytics-driven decision-making
processes
Integration of Tableau with current systems should be a separate project due to the data
being spread across multiple platforms, formats, and ways of entering. Once the system is

implemented, the protocols for data gathering and entering would be in place in order to

minimize the manual work involved.
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The data should be anonymous which might reduce some of the existing trends, but
would help to ensure the security and privacy of the students.
As a part of the cost cutting process, there is a need of partnership for the future with a
tech company that might either cover these needs, or provide a free solution for the

organization.



Implementation Plan

Timeline for implementing proposed changes and strategies

Table 4

Timeline for implementation
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Implementation

Time Milestone Activities Responsibilities
- Create a model to outreach 2000
Strategic Planning and students per tear
Month 1-3 Founders, Director
Resource Allocation - Allocate budget
- Access hiring needs and timeline
- Identify gaps in data and financial Consultant,
Technology Assessment
management systems Coordinator
- Improve a partnership program to
Partnership Partnership
secure diversified funding from grants
Development Manager
and businesses
Technology Consultant, Director,
Month 4-6 - Implement Tableau for data analysis

Coordinator

Training and

Development

- Train staff on Tableau

Coordinator
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- Document all of the processes and

Coordinator,

Month 7-9 | Process Optimization find bottlenecks
Program Manager
- Automate repetitive tasks
Month - Data-driven decision making
Scaling and Automation Director
10-12
- Expand educational programs to
Educational Program
reach a target of 2000 students per Program Manager
Expansion
year
- Monitor new systems and adjust
Year 2, Monitoring and accordingly Program Manager,
Q1-Q2 Adjustment - Adjust strategies based on Director
performance data in Tableau
- Secure long-term funding
partnerships Partnership
Financial Sustainability
- Adjust budgeting goals depending on | Manager, Director
the demand
Year 2, Evaluation of - Evaluate rate of educational
Program Manager
Q3-Q4 Educational Impact programs
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- Implement adjustments to improve

success rate to be at 70% if needed

Community and Alumni

- Develop alumni network for

Partnership

data insights

Engagement community engagement and support Manager
- Evaluate the strategies as growing
Year 3 and | Long-Term Sustainability
- Plan for future growing based on Director
On and Expansion

Continuous
Improvement of

Technology and Tools

- Provide tech updates when needed

and train staff accordingly

Program Manager

Note: Piroh P.

2023.
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Figure 15

Piroh, R. 2024. Project management stages [png]. Created with Canva.
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The Gantt chart for the first year of the project tasks is available below.
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Figure 16

Piroh, R. 2024. Gantt Chart for 2024 planning [png]. Created with Canva.
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Resource allocation for implementation efforts

The resource allocation for implementation efforts would highly depend on the
availability of funding. So the main focus of the organization as overall should be on partnership
management first of all. The projections of resource allocation would include three case
scenarios of best, worst, and medium depending on the funding that was secured. The best case
scenario would be reaching 2000 students per year by 2027. The calculations are available in

Excel.

Change management

The development of the project makes it clear that the changes needed to take place
would be revamping the current model to a great extent. In order for these changes to be
successful, the organization needs to review some of its key activities and their performance, as
stated in the Change Management in Nonprofit Organizations (2019). NGO usually have an

informal and opportunistic culture resistant to change.
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As an example, collecting the data in order to be making data-driven decisions would
require introduction of more formal processes for data management. One of the ways to face
this challenge is to make sure that the learning and adaptation process of the new system is easy
for members of the organization. The more challenges they experience during the
implementation stage, the more resistance it would cause in the future. Ensuring a user-friendly
process is a must.

For the financial model revamp, focusing on the goal, and ensuring that the new changes
align closely with the vision of the organization is important. Communicating the “why” behind
the changes is crucial. Before implementation, it is important to ensure that everyone is on the
same page, and agrees with the change. Making extra time at this point would ensure that the
change was implemented successfully.

In order to contribute to the culture, and not to try to change it fully, at the end of every
milestone there should be a celebration (CauseLeadership, 2024.) Embracing the need of NGO

culture to celebrate small wins is important.

Key performance indicators (KPIs) for measuring success

Educational Impact:
e Student enrollment
® Graduation rate
® Survey evaluation
Financial Impact:

e Percentage of different revenue streams in funding
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® Operational cost VS Cash Flow
e Stability of Funding
Operational Impact:
® Percentage of automatized processes
e Time to process
Community Impact:

e Increased opportunities.

The value of the project can be calculated in multiple ways. For example, if we focus on

the student and the value brought by their graduation. The cost for graduation of one student (

Risk assessment and management

The risk management would consist of four parts: Identifying risks, assessing risks,

controlling risks, reviewing risks.
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Piroh, R. 2024. Risk Management template [png]. Created with Canva.
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For the risk assessment, the template above would be used. The risks would be assessed

based on two factors: Probability of occurrence, and The severity of the consequences.

Table 5

Risk rating

Probability of occurrence

Severity of the consequences

Risk Rating

Low

Low

Risk is unlikely to occur.

Little effect of consequences.
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The risk is acceptable, can

proceed.

MEDIUM

LOW

Risk is likely to occur.
Little effect of consequences.
The risk is acceptable, and

can proceed.

HIGH

Low

Risk will occur.
Little effect of consequences.
Mitigation efforts should be

considered.

LOW

MEDIUM

Risk is unlikely to occur.
Impactful consequences.
The risk is acceptable, can

proceed.

Low

HIGH

Risk is unlikely to occur.
Extreme consequences.
Mitigation efforts should be

considered.

MEDIUM

MEDIUM

Risk is likely to occur.

Impactful consequences.
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Support should be

considered.

MEDIUM

HIGH

Risk is likely to occur.
Extreme consequences.
Generally unacceptable, seek

support, mitigate.

HIGH

MEDIUM

Risk will occur.
Impactful consequences.
Generally unacceptable, seek

support, mitigate.

HIGH

HIGH

Risk will occur.
Extreme consequences.
Risk should be avoided at all

costs. Do not proceed.
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Note: Piroh P. 2023.

During the analysis of the risks, the focus would be on the ones that affect the project

the most:

Financial risks: funding is not sufficient to proceed with the project;
The grant that covers most of the expenses stops the support;

Lack of team members to support the project;

Failure of new technological system;

Legal risks;

Reputational risks.

The numbers of the risks identified above would be used for the graph:

1.

2.

For the financial risks, there is medium probability of happening, and high
impact. This risk should be closely monitored, and mitigated. The current
mitigation strategy is to focus on differentiation of revenue streams, and
development of long-term partnerships.

The grant failure risk is medium probability of happening, and high impact. The
management of the risk should include the same mitigation strategy as the
financial risk.

Lack of team members is a low probability, and medium impact. The risk should

be monitored closely, no action is required of now.
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4. Failure of a new system is low probability, and medium impact. The risk should
be monitored. The transfer can be in place, the cost should be considered
though.
5. Legal risks are low probability, and high impact. Mitigation efforts should be in
place. The recommendation is to transfer this risk to a legal counsel.
6. Reputational risks are medium probability, and high impact. The risk should be
supported and mitigated.
The owner of the Financial risk should be the Director. For the Grant risks - Partnership
Manager. For the Legal Risks - outside counsel.
Figure 18

Piroh, R. 2024. Risk Management evaluation [png]. Created with Canva.
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Monitoring and evaluation mechanisms

In order to ensure the project's success, the process of monitoring and evaluation should
be implemented. This would include a separate framework utilizing technology. Asana would be
a good tool that would allow cross functional collaboration for the teams, easy timeline
planning, and project management.

SMART goals should be defined for each project objective and tied to the data tracking.
As an example, the evaluation of students enrolled into courses should be tied to the goal of
reaching 2000 students annually.

The habit of routine meetings to reassess goals and the completion of tasks to reach
them should be in place. The real-time data available in Tableau would make this easier to track
and evaluate.

Evaluation strategies should include both mid project and end of project deep dive
evaluations. Use of feedback is crucial through the project. Reporting and documentation should
be in place. In the case of Zminotvortsi, it is important to conduct evaluations not only annually
or quarterly as it is usually done by companies, but at the end of milestones, which might

include the end of course.

Adaptability to the realities of a changing environment (including

post-war reconstruction and European competitiveness)

Zminotvortsi is a case of an NGO that started operating during the full scale war
in Ukraine. Bringing that experience into place makes this project stronger to weather whatever

comes next.
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From Five Forces analysis in different scenarios, we can see that NGO would still
be favorable to work in the news context, no matter how pessimistic or not the scenario is.

The main point that needs to be kept in mind is the adaptability, which
Zminotvortsi does not lack. The strategy should be dynamic with possibility of quick changes of
direction and pace. Scenario planning should be done for different conditions of the war
escalation, including the worst cases.

From an organizational point, Zminotvortsi already offers flexibility of work,
including remote work and part-time work. The diversification of funds is on the roadmap.

Zminotvortsi need to make sure that they do not lose the connection they have going on
with the communities. This is the main difference between them and other NGOs. If they
continue listening to changing needs of the communities, they would be successful in their
direction and future strategy.

The NGO is already engaged in advocating for the policies that directly affect their main
mission: ensuring that the future human force of Ukraine has the right skills and resources to
rebuild the country. This should be monitored closely, and interventions should be in place when
needed.

No high risks for the development of the staff were identified. The unique group of
people gathered in the NGO is already actively engaged in the processes, and constantly learning

and developing the skills needed for the future.
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Conclusion

Recap of key findings and proposed solutions

Key findings include the high dependency on grants, limited business partnerships,
operational efficiency, scalability, and value creation.

Currently, Zminotvortsi highly depends on one source of revenue, which is one grant.
Business is only responsible for 8% of revenue, which creates room for improvement. Current
cost to graduate one student is approximately 5,421 UAH, consisting of mostly fixed costs, which
would remain constant with the scalability of students. To increase the number of students from
250 to 2,000 requires the review of current processes, and variable costs. The values created by
Zminotvortsi include educational, social, and economic value, and should be translated to
businesses in order to receive their support.

The proposed solutions include the new strategy for managing partnerships and
demonstrating the impact of NGO on communities, and how businesses can benefit from it.
Alternative revenue streams should be introduced, such as corporate social responsibility
programs, collaborations with businesses, and income-generating activities. Reviewing and
negotiating better deals on the current costs is important, as many businesses used by
organizations offer different rates for NGOs. This would help to ensure cost-savings. Using
technology in data and overall management of the organization is crucial for scalability and

growth, as well as ensuring reduction of human error.
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In order to show off the impact, the metrics for value should be introduced to attract
more donors and businesses. The program currently offers twelve courses, this might need to be
expanded in the future. The community building should predict the needs of the current
students in the years to come, and develop partnerships with companies in order to satisfy these
needs.

For the expansion, it is important to hire more teachers, and make sure that the system
is sustainable, attractive for team members to join and develop in. From the experience at the
organization, this is usually best done through offline events, which create great networking

opportunities for the staff.
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Potential impact on Zminotvortsi's mission and objectives

The positive impact on Zminotvortsi includes but is not limited to increasing the number
of students, and reaching more communities. With a larger influence the mission would be
achieved faster. Improving the programs not only changes the students perspective on the world
and education, but also changes their communities and local teachers. From the experience in
the program, it is a boost for the local school teachers to expand their knowledge as well. As
students graduate, their knowledge helps to develop their communities from within, creating
the needed change. Increasing the number of students creates a greater impact and awareness
of the program, which would make it easier for the success of the future fundraising initiatives.

The potential challenges include maintaining the quality of the program. At the current
stage, it is easy to monitor and get feedback from the students. With scalability of the program,
the new processes should be in place to make sure that the standard is the same high. This also
might affect the philosophy of partnership management, creating an opportunity for
engagement with the partner, which is not aligned with the organization mission and values.

Great challenge comes for financial management as well. In order to avoid
overspending, the budget analysis should be done in shorter milestones, and the value should be
attached to the spendings, as it is currently hard to analyze where Zminotvortsi overspends. The
expansion for the staff and infrastructure is also on the map, in order to graduate 2,000 students

per year.

Recommendations for ongoing monitoring and adaptation

To ensure that Zminotvortsi are successful in their plan, it’s important to follow the

recommendations provided in the project.
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First of all, the Key Performance Indicators (KPIs) should be introduced and shared
within the organization. Most team members share the value and purpose of the organization,
but it is important for everyone to understand the goal on the way to achieve the mission.
Defining clear KPIs such as educational outcomes, program reach, financial metrics, and impact
on the community, would help to reach the goal of graduating 2,000 students under the
proposed timeline.

Introducing technology for data tracking and collection is a crucial point for monitoring,
as introduced in this paper. Data should be collected to identify trends, and should be analyzed
frequently to spot any issues. The team should rely on digital tools, not human beings in this
case.

Team members that are joining the organization come from different backgrounds and
have different skill sets. In order to achieve the goal, it is necessary to ensure that the team
members have training and development accordingly.

Analyzing and adapting financial strategy is an important exercise to perform based on
the data analysis results. This has been implemented to an extent, while removing the format for
recruiting events due to the cost override.

Partnership management should be one of the most important processes inside of the
organization. This cannot be neglected as it would have a long-term negative impact on the
organization. Fostering the relationship with current partners is as crucial as searching for new
ones.

Overall, the program should be evaluated and reviewed to adapt it to the new
challenges and situations accordingly. Internal reviews should be in place. Risk management plan

has been introduced in this paper, but has to be monitored and reviewed on a regular basis.
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Reflections on the capstone process, tools, and lessons learned

The capstone project has been a valuable learning experience for me. It has not only
helped me to remind myself about all the knowledge, tools, and techniques learned during the
MBA program, but also helped to use them with a purpose for a greater future of Ukraine.
Coming to the NGO world from business brings a lot of challenges, such as lack of structure, and
processes. With my expertise and experience, it is interesting to evaluate from within and
understand which processes an organization needs in order to survive, and which might be too
extensive or unnecessary at this stage of the development.

Switching the context has been beneficial for me, as my previous experience was not
always giving me the area to explore the learned tools. For example, using the holistic approach
has been something | was very excited to explore. | have utilized such tools as Excel, Google
Suite, Tableau, Canva, and OpenAl. | had previous experience with all the tools mentioned, but
the value from this project | see in exploring the tools that | am planning to introduce at the
organization, in order to automate the processes.

Some of the lessons | have learned from this project include the importance of data
accuracy. At some point it was very time consuming and difficult to analyze the data that is
currently available. Also, communicating with stakeholders frequently is crucial as well.

While working on this project, especially during the war, it is important to adapt and
switch perspectives whenever needed. Receiving the feedback on the project was an experience
that brought me two valuable points. First one being that sometimes hearing outside
perspective is important in order to see a bigger picture. Second one being that not everything |

receive as a feedback can be true in the context of an NGO or the vision of my project.
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Appendices

Appendix A. Potential partners

Partners from IT industry include:

Soft Serve
Genesis
Globallogic
Petcube
Reface

Eleks

Ajax Systems
DataArt

Ciklum

Publishing:

BugasHuuTteo Ctaporo Jlesa
Haw ®opmaTt

Bixona

Yakaboo
"A-BA-BA-TA-NA-MA-TA"
Vivat

Jlabopartopis

MERIDIAN CZERNOWITZ

AcTponsabis
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e bopopatun TamapuH
e JlioTa cnpaga
e Hawaipes
e [lerac
e Cmonockun
e CEHC
Universities:
e Harvard University
e University Cambridge
e University of Oxford
e Stanford University
e Yale University
e Sorbonne
Retail:
e ABiauis MannymHn
e Sindicat
e JUL
® Sammy lcon
e katelab_brand
e Harvest
Government:
e  MiHundppwn/Lis
e YKp3anisHuus
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Culture:

e MucTteubkun ApceHan

e Planeta Kino

e Multiplex
And others, including Astarta (Agriculture), Visa (Finance), Danone (Food), WOG (Gas

station), Ukrainer (Media), Uklon (Service), Vodafone (Telecom), and Lego Foundation (Toys).

For the offline recruiting events, the next partners were secured: Maslo TOM, Kabanosi,

Galicia.

Appendix B. Framework for collaborative initiatives and joint ventures

e Initial call (physical meeting if preferred) with presentation and goal alignment
e Discussion of the needs of the organization and objectives
e Quick maintenance on communication approach, platform, required
reports, points of check-in, media kit, point of contact
® Roles and responsibilities
e Documents
e Financial agreements or legal rights
® Memorandum of Understanding
e Formal Agreement
e Detailed plan on deliverables and timeline
® Monitoring and Evaluation

e Feedback
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e Allignment against objectives

e Risk Management
e Scale and Adaptation

e Exit Strategy

Appendix C. Annual report
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