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Lessons learned for consideration 

Run on two tracks towards the same goal. The UNICEF Part-

nership and Monitoring & Evaluation (M&E) teams worked in 

tandem to identify the system requirements and the Infor-

mation Technology (IT) expertise to co-create the solution 

through a shared-value partnership.  

 

Co-create solutions to leverage expertise and amplify im-

pact. UNICEF identified an area where additional technical 

expertise was required and adopted an agile approach to 

solution development. Rather than defining the complete 

solution and hiring an IT company to execute the solution, 

the public-private partnership identified the end vision and 

enabled the agencies to co-create the specific solution 

through agile development.  

 

Short-term solutions are not necessarily short-sighted. A 

short-term solution was put in place in full expectation that it 

would be superseded by a more sustainable solution within a 

matter of months which enabled the Government and part-

ners respond and adapt over time.  
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Lean into intuition while staying grounded in values 

and priorities. The traditional approach of fully defining 

requirements, writing documents, getting approvals, 

establishing a team and tendering for IT expertise would 

have been too slow. A living document outlining re-

quirements and an empowered team was able to move 

forward with fit for purpose solutions grounded in pro-

cess monitoring.  

 

Find solutions. Staff working with the Ministries, IT 

companies, partner agencies and UNICEF were all deal-

ing with the impact of COVID-19 personally and profes-

sionally. A pragmatic approach celebrated small wins 

and addressed challenges directly to keep moving for-

ward.  

 

Data visualization is the tip of the iceberg.  Data visuali-

zation depends upon the quality of routine monitoring 

systems. Once data is shared and visualized, areas for 

Dr. Oksana Znak, Deputy Head of Chernivtsi Regional 

Children’s Clinical saw the first severe case of COVID-

19 in a small child, who had to be placed on a ventila-

tor. 

 

“For two weeks, we spent every minute of every hour 

fighting for her life. We did everything possible.”  
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Proactive identification of needs 

UNICEF Ukraine’s PME team proactively identified available 

data streams and monitoring systems to inform support to 

the Government and partner agencies in the second week 

of March 2020. Epidemiological data was needed to guide 

the response to minimize the spread of COVID-19 and to 

mitigate negative impacts on families and children. Howev-

er, the robustness of the epidemiological monitoring sys-

tem behind the COVID-19 case information on the Public 

Health Centre’s (PHC)1 website was unclear.  

 

In early March, UNICEF’s PME Officer flagged the potential 

weakness in epidemiological monitoring systems to the 

UNICEF Head of Health Section.  The UNICEF Head of the 

Health Section consulted with counterparts in the PHC and 

the PHC requested immediate support. By 9pm on the 

same day, UNICEF PME was at the PHC.  The backend of the 

monitoring system was a single person working non-stop to 

call each “oblast” (administrative region2) to record and 
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Timeline 

16 Apr: Global L3 declared 

3 Mar: First case diagnosed 

20 Mar: Emergency declared 

12 Mar: Schools close  

6 Apr: Face masks mandatory 

Interim system implementation 

Adapted epidemiological software operational 
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Context 

The Government of Ukraine approved a national action 

plan to respond to COVID-19 after the first case was con-

firmed on 3 March 2020. The ability to deliver on the na-

tional response was limited by a health system with in-

sufficient staff and protective personal equipment. 

Ukraine had also entered the sixth year of armed conflict 

in the east that exacerbated disparity of supply and quali-

ty of services between Non-Government Controlled Areas 

(NGCAs) and Government-controlled Areas (GCAs).  

 

The lockdown on movement further exacerbated dispari-

ties and limited humanitarian access. Travelling from 

NGCA to GCA to access health services and schools was no 

longer possible. Despite a two-month national lockdown 

from early March 2020, over 1 million confirmed cases 

and over 17,500 deaths from COVID-19 were recorded by 

the end of 2020.  

 

1 The Public Health Centre is an independent body under the Ministry of Health with a mandate to monitor public health. The PHC is responsible for 
maintaining and strengthening the health of the population, social and hygienic monitoring of diseases, epidemiological surveillance and biological 
safety, group and population prevention. morbidity, epidemic control and strategic management in public health.  
2 Ukraine has 24 oblasts.  

investment are easier to identify.  

 

Data cleaning is one part of the system. The team had 

many different people doing data cleaning on the moni-

toring system. Mistakes were found and addressed on an 

ad hoc basis. Establishing a clear approach and delegated 

data cleaning role can be an important part of system 

design. Not everything can be automated.  

 

Data does not speak for itself. UNICEF used a system-

level approach by establishing a digital solution and 

supporting the PHC to manage the system, analyze the 

data, and apply the analysis to action. For example, ar-

tificial spikes in cases that resulted from delays in data 

entry around weekends or holidays needed to be inter-

preted accurately. Capacity in data analysis and inter-

pretation were essential areas of collaboration to sup-

port the use of government data to define policy and 

programme decisions, as well as contribute to commu-

nity awareness of the progress of COVID-19. 
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compile data on COVID-19 testing, confirmed cases, and 

deaths on paper.  

 

The PHC IT team was in the process of installing Google 

spreadsheets to digitize the information and epidemiologi-

cal software was being brought in but would require 2-3 

months of adaptation before it would be functional. An im-

mediate solution was needed to capture, process and pre-

sent epidemiological data while the longer-term solution 

was put in place.  

 

UNICEF’s previous work with national monitoring systems 

in Ukraine had been limited, and additional IT expertise was 

required. UNICEF understood the overall gaps in national 

monitoring systems and had working relationships with the 

IT industry.  The WHO and other partners agreed to 

UNICEF’s support to the epidemiological monitoring system 

in the initial response.  

 

A twin-track approach was taken to facilitate the definition 

of system requirements and to leverage IT partnerships to 

co-create the solution with the PHC. Within one month, an 

interim solution co-created by the PHC, UNICEF, an IT com-

pany and INGO (REACH)3 was in place.  

 

Defining system requirements 

Formal agreement to collaborate was secured from the 

UNICEF Head of Health and the PHC. UNICEF management 

supported the reallocation of two members of UNICEF’s 

M&E team (M&E and IM) to work on system development 

with the PHC management and technical teams. PHC man-

agement also delegated technical Team time for the collab-

oration. 

 

UNICEF M&E and IM staff were immediately embedded 

with the PHC to set up a system to collect, analyze and visu-

alize COVID-19 data. The work was carried out in-person 

with appropriate protective measures and remotely as a 

national lockdown was in place. Technical and management 

teams from the PHC and UNICEF jointly defined the re-

quirements for epidemiological monitoring. The PHC Tech-

nical Team and UNICEF mapped out the anticipated data 

flow from the first office visit to data visualization (Figure 

1). PHC Management communicated their desire for a 

August 2021 

Figure 1: Illustration of data flow for epidemiological data in Ukraine4 

3 REACH | Informing more effective humanitarian action (reach-initiative.org) REACH was a UNICEF implementing partner under the CSO agree-
ment. Their role was technical support in data processing, analysis and visualization under the supervision of the UNICEF M&E Officer.  
4 The orange line indicates that some of inter-regional and private laboratories data goes directly to the data base and skips the regional level. 
5 COVID-19 Map - Johns Hopkins Coronavirus Resource Center (jhu.edu)  

https://www.reach-initiative.org/
https://coronavirus.jhu.edu/map.html
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dashboard presentation along the lines of others that were 

available5, and emphasized the speed required for the solu-

tion.  

 

By the end of March 2020 they decided that: 

• An interim solution based on available tools was re-

quired. 

• The backend of the solution should be something that 

the Government could maintain independently. 

• A data visualization element was required. 

• Components would be designed within the Govern-

ment IT system. 

• Adaptations of the epidemiological software would 

continue, and the longer-term system would be rolled 

out once functional. 

 

The team also identified the main epidemiological indica-

tors for monitoring out of the 60 available options: 

• COVID-19 confirmed cases 

• COVID-19 confirmed deaths  

• COVID-19 hospitalizations  

• COVID-19 testing 

 

Initially, the UNICEF M&E colleague collaborated with the 

PHC to develop 25 Google spreadsheets for the 24 oblasts 

and an archive sheet to immediately digitize data manage-

ment. Adoption of the interim solution was fairly easy be-

cause no additional training was required to use Google 

forms. Data was entered by the PHC  epidemiologists at 

facility or laboratory level by 6pm each day. UNICEF has 

established the data processing scripts on the PHC comput-

ers and built dashboards to support automated data pro-

cessing overnight. The PHC shared results publicly the fol-

lowing morning at 9am. The UNICEF IM designed a PowerBI 

dashboard to explore visualization options. Further IT ex-

pertise was needed to automate the system, alleviate pres-

sure on individuals for overnight data processing and ex-

pand functionality for decisionmakers.   

 

Leveraging existing partnerships 

The UNICEF Partnership colleague explored options while 

the system requirements were being refined. IT Ukraine (a 

multistakeholder business association for IT companies in 

Ukraine) was the natural entry point to share broad out-

lines of requirements and to efficiently identify which agen-

cies had the capacity to deliver. UNICEF approached the 

recommended local IT company, explained the issue, and 

requested their collaboration to deliver in delivering solu-

tions for Ukraine. 

 

The IT company agreed to assess the situation, develop a 

tailored solution and contribute both human and financial 

resources. The IT company had already cleared due dili-

gence procedures during a previous collaboration with 

UNICEF. On 10 March 2020, a one-year partnership agree-

ment was signed that included language to enable the co-

creation of solutions: 

 

• “Emergency Humanitarian and Disaster Relief partner-

ship activity: During the Partnership Period, UNICEF 

may need to rapidly raise awareness and mobilize sup-

port to respond to and meet the needs of those affected 

by emergency humanitarian crises or natural disasters. 

The Parties may together explore the development of 

plans to raise awareness for those situations (including 

activating associate or customer support). 

• Other support: During the Partnership Period, the Par-

ties will explore other opportunities to collaborate. The 

Parties will discuss and agree on the scope of those ac-

tivities and contributions and other relevant details, 

including the supported programme, use of the UNICEF 

Marks in connection with such activity, and set that out 

in an amendment to this Agreement.” 

 

Co-creating the solution 

The team from UNICEF (2), the PHC (6), the IT company (5) 

and REACH6 (2) started working together at the end of 

March 2020.  A collaborative and non-hierarchical dynamic 

was created despite logistical challenges from the lock-

downs. The UNICEF M&E staff facilitated the collective 

work through animating discussions as well as providing 

transportation for PHC, IT and INGO staff. Dedicated time 

to and from work served as a morning meeting to set the 

agenda, an end of day reflection on progress and prioritiza-

tion for the next day, and team building. UNICEF also took a 

system-level approach to their collaboration to ensure that 

August 2021 

6 The REACH partnership was a small-scale funding agreement (SSFA). 
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both technical solutions and capacities were in place.  

 

The team found that a Google Cloud Solution (big query) 

could connect excel spreadsheets, link data to the cloud, 

and facilitate auto-refresh of the data. The team also found 

that once the database was available in the cloud, the PHC 

could apply different programming languages to process 

the data and then share in the online dashboard. The pro-

cess and quality control parameters could be defined and 

automated.  

 

Within 3 weeks, detailed dashboards based on Power BI 

were developed and embedded in the PHC and UNICEF 

websites in both English and Ukrainian. The dashboards 

were also published on the Cabinet of Minister’s website. 

Data visualization continued to evolve, with dashboards 

based on Power BI and ArcGis developed under the part-

nership between UNICEF and REACH. 

 

Building within national systems  

Data confidentiality was considered in the system design, 

along with data archiving and data management. All system 

building took place within the IT environment of the PHC. 

This intentional choice eliminated the time and risk for er-

ror in anonymizing data to share between IT environments. 

The government data privacy policies could be applied 

within a single IT environment.  

 

UNICEF procured an IT server for the PHC within 10 days. 

The existing servers were already being  used for other sys-

tems, and a specific server for COVID-19 monitoring was 

required due to the volume of data. All software was in-

stalled on the IT environment of the PHC. The Government 

secured all relevant software licenses (eg. PowerBI) and 

UNICEF provided financial support for the PowerBI license.  

 

The IT company, UNICEF and the REACH colleagues worked 

off of the PHC IT environment through 1) time bound ac-

cess rights and 2) remote access to the IT environment, and 

3) use of government IT machines. Once the solution was in 

place, and the PHC IT colleagues were trained, the access 

rights were changed and the PHC IT environment closed. 

The interim data management system was functional from 

April to August, run by the PHC, with technical support 

from UNICEF, the IT company and REACH.  

 

The epidemiological software for the long-term also had 

data security advantages while Google forms did not. Data 

visualization in the new system with PowerBI drew from 

epidemiological data uploaded to the CSV files on the PHC 

server. The adaptation of the epidemiological software con-

cluded in June 2020 and was rolled out over a period of two 

months with UNICEF support. Trainings were conducted 

region by region and cascaded to subregions.  

 

Results  

The Government was able to make evidence-based deci-

sions on quarantine measures based an understanding of 

the pandemic progression in the country. A full lockdown 

was avoided in 2020, while more localized quarantine 

measures were put in place where needed.  

 

UNICEF built from this solution to manage epidemiological 

data to support other sectors. Together with the Ministry of 

Education, UNICEF conducted a survey with an estimated 

70% of schools and kindergartens. Data from the survey 

was visualized with epidemiological data on one online 

ArcGIS dashboard to support localized decisionmaking.  

  

The collaboration on strengthening national monitoring 

systems also strengthened the working relationship be-

tween UNICEF and the Government. UNICEF had shown 

itself to be a partner that could facilitate and deliver on so-

lutions, and trust was built between UNICEF and the PHC.  

Collaboration in 2021 has focused on system strengthening 

with cold chains and vaccination. 

 

The introduction of detailed dashboards for the PHC also 

created an interest from other Ministries to have similar 

dashboards. Ministries saw the utility of data visualization 

and their accessibility via PowerBI and Tableau rather than 

outsourcing to an IT company to develop. This contributed 

to greater openness and familiarity with data sharing and 

data visualization in Ukraine.  
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https://phc.org.ua/kontrol-zakhvoryuvan/inshi-infekciyni-zakhvoryuvannya/koronavirusna-infekciya-covid-19
https://www.unicef.org/ukraine/en/covid-19-statistics
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Enablers 

• In-house UNICEF M&E expertise on data processing, 

analysis and visualization. 

• UNICEF had already mapped private sector industries 

to identify potential areas of collaboration prior to 

2020. The process had involved identification of sectors 

and agencies, sharing the agency mandate, and defini-

tion of potential common interests. It was an invest-

ment of time to make connections that could be further 

developed as needed.  

• UNICEF already had established working relationships 

with the IT sector, as well as some IT agencies that had 

worked for UNICEF prior to the pandemic. This meant 

that there was a common understanding of ways of 

working, and due diligence had already been undertak-

en by UNICEF.  

• It was not possible to fully define the specific solution 

to be delivered before securing specialized technical 

expertise. UNICEF was able to collaboratively define 

the requirements in terms of functionality and create 

a shared value partnership with the IT sector to deliv-

er the solution. It would not have been possible for 

UNICEF to define the solution and hire an IT company 

to execute, due to time and expertise limitations.   

• There was a convergence of objectives between 

UNICEF and the IT company. The IT company was sup-

portive because it was a way to contribute to the re-

sponse in their own country. The technical support was 

clearly requested in support of national systems, and 

not to UNICEF specifically. The speed and scale of the IT 

company inputs were instrumental. 

 

Challenges 

• The staffing and structure changes in various minis-

tries prior to the pandemic, including the Ministry of 

Health, impacted policy development and implementa-

tion of reforms overall. It also hindered establishment 

of long-term working relationships between UNICEF 

and government staff in some departments that could 

be called upon during the response.  

• The government staff were essential in co-creating the 

solution. They also had to address time sensitive re-

quests from their management and navigate govern-

ment procedures. As a result, at times the UNICEF 

team would have to wait for hours to have 15 minutes 

of their time on critical decisions.  

• UNICEF was handling many supplies and donations of 

cash and in-kind for health equipment. The workload 

from UNICEF procedures in place at the onset of the 

emergency was incredibly heavy. Simplified proce-

dures were introduced later in the emergency. 

 

Involved resources:  

• UNICEF personnel (M&E, Partnership, Health Specialist) 

6 PHC 

• 5 IT company staff working pro-bono 

• 2 colleagues from REACH 

• Funds for PowerBI and Tableau software an IT equip-

ment 

 

Next steps 

UNICEF and PHC are piloting self-isolation monitoring 

through the introduction of mobility tracking of people 

with confirmed COVID-19, suspected cases and contacts. 

The PHC entered into an agreement with Mobile Network 

Operators where the PHC shares the phone numbers of 

people with COVID-19, and the MNOs share aggregated 

information on movement at lower administrative levels. 

The PHC found that the data processing was beyond their 

available capacity and they engaged another IT company 

through IT Ukraine for data processing and visualization. 

UNICEF also provided its expertise (IM and M&E officer) 

on data processing, analysis and visualization. UNICEF, the 

IT company and PHC worked as one team to develop the 

online monitoring dashboard which is expected to inform 

decisions on quarantine measures at decentralized levels.  

A cloud-based solution was proposed which could build off 

of the cloud-based system set up within the PHC IT envi-

ronment, which saved time and money and built national 

capacity.  

 

The Government continues to operate the epidemiological 

monitoring system independently. The data visualization 

dashboards are still functional and updated.  

August 2021 
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building and scaling up partnership with the IT sector. The 

IT sector approached UNICEF to ask what support might be 

needed for COVAX, demand generation and the cold chain.  

 

Many private sector companies were opening and willing to 

public-private partnership to support ministries and the 

government in general, in particular where they have a 

clear added value, ability to co-create solutions, and con-

tribute to sustainable national systems. UNICEF will contin-

ue to identify and facilitate public-private partnerships to 

contribute to the lives of women and children in Ukraine in 

2021 and beyond.  

 

Additional resources from Ukraine 

•  The COVID-19 epidemiological situation Power Bi 

online dashboard provided daily and cumulative data 

on the number of COVID-positive, recovered and death 

cases, with disaggregation by geographical location, sex 

and age.  

 

• The COVID-19 epidemiological situation ArcGIS online 

dashboard measured monthly cumulative data on the 

number of COVID-positive, recovered and death cases 

within the population against the total population and 

healthcare workers on a district level.    

 

• The COVID 19 epidemiological situation monitoring on 

local level ArcGis dashboard was updated on a month-

ly basis to allow users to monitor the epidemiological 

situation at a local level.    

 

• The online map of quarantine measures and COVID-19 

restrictions in schools presented the most up-to-date 

data on COVID-19 cases in schools at a regional level, 

together with current quarantine restrictions. It al-

lowed users to explore the number of active COVID-19 

cases by district and region. This map was further inte-

grated into interactive guidance on school readiness for 

challenges in the context of COVID-19, developed by 

UNCIEF and the Ministry of Education.  and school rec-

ommendation COVID tool  developed by UNICEF and 

Ministry of Education. 
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https://phc.org.ua/kontrol-zakhvoryuvan/inshi-infekciyni-zakhvoryuvannya/koronavirusna-infekciya-covid-19
https://phc.org.ua/kontrol-zakhvoryuvan/inshi-infekciyni-zakhvoryuvannya/koronavirusna-infekciya-covid-19
https://reachinitiative.maps.arcgis.com/apps/opsdashboard/index.html#/60b2a785c4fb47d09758cbbd8e2f727c
https://reachinitiative.maps.arcgis.com/apps/opsdashboard/index.html#/60b2a785c4fb47d09758cbbd8e2f727c
https://reachinitiative.maps.arcgis.com/apps/webappviewer/index.html?id=23d5d3d2c4284a3183b62c2283594f8d
https://reachinitiative.maps.arcgis.com/apps/webappviewer/index.html?id=23d5d3d2c4284a3183b62c2283594f8d
http://reachinitiative.maps.arcgis.com/apps/webappviewer/index.html?id=645f89491bc6438c807582856378bc37
http://reachinitiative.maps.arcgis.com/apps/webappviewer/index.html?id=645f89491bc6438c807582856378bc37
https://seed.outgrow.us/unicef-mon-ukraine?fbclid=IwAR3qhZ62Stji2BgA9hxHDE-hoBNSF7STLCv7rhM2O6il-rJO4NezxZVrzoY
https://seed.outgrow.us/unicef-mon-ukraine?fbclid=IwAR3qhZ62Stji2BgA9hxHDE-hoBNSF7STLCv7rhM2O6il-rJO4NezxZVrzoY

