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Trans Europe Halles is a network
of cultural centres initiated by
citizens and artists. Our mission
is to strengthen the sustainable
development of non-governmental
cultural centres and encourage new
initiatives by connecting, supporting
and promoting them. We facilitate
international
cooperation,
provide
opportunities for learning and sharing,
and promote the practice, impact and
value of arts and culture.
Read more at www.teh.net
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Through an open call, launched in October 2018, Trans Europe Halles (TEH) invited up-andcoming initiatives to apply from Belarus, Moldova and Ukraine.

Trans Europe Halles (TEH) is a network
of more than 100 cultural centres
– initiated by citizens and artists
who have revitalised post-industrial
buildings for arts, culture and
activism across Europe. We started
our work in 1983 in Western Europe
and we’re now supporting cultural
and creative spaces in the Balkans,
Eastern Partnership and Southern
Mediterranean countries too. That’s
why, in 2017, we’ve kickstarted the
Startup Support Programme – offering
access to all the knowledge, the
experience and the skills we’ve gained
in Europe over the past 36 years.
Why now? From 2017-2021, we’re
running a wide range of activities
under the strapline Factories of
Imagination: Investing in Cultural
Changemakers.
This
project
is
motivated by a pressing urgent
concern: In many European countries,
non-governmental cultural centres
are under-resourced and don’t have

A n a lys i s

M atc h m a k i n g

the funds in place to support the
professional development of their
staff. These issues are preventing them
from fully achieving their potential.
This is especially true in regions
and countries where neither civil
society nor critical artistic production
is encouraged – and indeed is
sometimes actively discouraged – by
public authorities.
This is true in the Balkans, which
was the focus of the first year of our
Startup Support Programme, and
also in Ukraine and Belarus, the focus
of 2019. Ukraine is still involved in a
simmering war in the Donbass, while
the political and economic situation
has not stabilised since the Maidan
protests in 2013. Meanwhile Belarus
has been called the last dictatorship
in Europe, although it is showing
signs of opening up. And yet, in the
larger cities there are up-and-coming
communities of defiant young artists
and activists who are determined

c oac h i n g

N e tw o r k
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October 2018
APPLICATIONS open
November 2018
Applications closed
November 2018
Selection
March/April 2019
Scoping Visit
May 2019
TEH Conference
July 2019
Workshop at
rezavod

Although
Belarus
and
Ukraine
have a lot in common, their current
economic, political, and cultural
contexts are very different. But in
general, some of the vital ingredients
that make it possible for civil society
initiatives in Western Europe to
energise post-industrial buildings are
missing in both of these countries.
Some of these ingredients include:
• clear options to rent or even own
vacant properties;
• a cultural policy that makes funding
accessible to new initiatives;

• the opportunity of at least some
financial security for artists and
activists;

October 2019
TEH Camp Meeting

The Startup Support Programme 2019
had the goal of reaching out to these
kinds of initiatives across Belarus,
Moldova and Ukraine. Through a
process that included an initial open
call, a selection committee, scoping
visits, conference participation, online
coaching, organisational workshops
and written reports, we are very
pleased to now welcome three of
these initiatives into the TEH network:
• Dnipro Center for Contemporary
Culture in Dnipro, Ukraine
• Korpus in Minsk, Belarus
• ReZavod in Lviv, Ukraine.

2. CHALLENGES OF CREATING ART
SPACES IN BELARUS & UKRAINE:
region & context

• the education and mindset among
(younger) audiences and media to
follow and understand up-and-coming
artists and their work;

August 2019
Publication
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to reclaim the vacant buildings and
neglected public spaces in their cities.
Their ambitions dovetail with our core
values: to revitalise spaces that have
the potential to become exciting social
and artistic hubs. They are drawing
on the energy of civil society in places
where hapless public authorities,
irresponsible capitalism and social
conservatism are standing in the way
of liberal progress. At the same time,
they have a strong understanding
of their responsibility to mobilise the
power of arts and creativity for the
public good and conscious urban
transformation.

• a certain understanding among
municipal authorities of the potential
contribution of new arts initiatives to
the economy (and gentrification) of
their cities;

• a tradition going back several
decades
of
reclaiming
vacant
buildings for the common good;
• and a sense among younger citizens
that they have the right, even the
entitlement, to create new collective
spaces where those spaces do not yet
exist.
This final point is exacerbated by the
tendency for young people to move
away from their home towns at the
first opportunity, rather than being
motivated to stay in their cities to
improve them.
Even when all of these elements are
in place, it is never easy to create and
maintain new spaces in old buildings.
Across Western Europe, financial
constraints, an overdose of regulation
and a populist suspicion of the arts are
conspiring to produce an environment
of ongoing precarity, causing many
new initiatives to falter and disappear.
But the lack of even the most basic
factors in Belarus and Ukraine means
it is even more difficult to make a
success of initiatives like these.
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artist impression of the
future ReZavod location

All three of the startups we worked
within Belarus and Ukraine certainly
look promising and inspirational.
Getting to know them better –
through our scoping visits, online
conversations and local workshops –
we discovered how precarious their
situation really is and how much
local and international support they

will need to move from their current
situation to the realisation of their
dreams.
The challenges are daunting. But
although
their
environment
is
insecure, these three inspirational
initiatives are working day and night to
realise their ambitions.

3. Case study:
REZAVOD, LVIV, UKRAINE
Just outside the lovely, but very
touristy, city centre of Lviv, the
Piedzamche neighbourhood is still a
quiet, residential area. It is built around
a number of former factories that are
now mostly in bad condition. One of
them is REMA, where the production
of medical equipment is now at 10%
of its former capacity. Since 2015, a
growing number of young creative
entrepreneurs have started renting
and renovating the empty offices
and studios in the two main factory
buildings.
Behind every door, we meet young
architects,
inventors,
printers,
craftsmen, visual artists and music
professionals. The rollercoaster of
creative energy extends into the
courtyards and spills out onto the
pavements, where the summer holds
the promise of open-air concerts
and performances and home-made
outdoor furniture for the public to
enjoy.
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created.’ Their main goal is to ‘bring
together all the smart and creative
people to boost their potential’.
Their business goal is ‘to create
an
environment
that
generates
intellectual and physical products,
competitive in the global market’.
And their social goal is to create ‘a hub
that is supportive for the individual’s
and the community’s education and
growth’.
But there are limits to all this creativity.
The formal owners of REMA don’t
seem to be interested in the new lease
of life taking over their factory. The
rental agreements are fairly cheap, but
they can be cancelled from one day to
the next, making it impossible to build
the foundations for a long-term vision
here.

The driving force behind this energetic
community of cultural and creative
entrepreneurs is the interior design
company Hochu Rayu, which is run
by Vitalii Kyryliv, his wife Danuta and
his brother Yuriy. To coordinate the
community of some 60 renters, they
have founded an NGO called ReZavod,
which is in turn coordinated by
Viktoria Olishevska.

It’s a different story altogether on
the other side of town. The Halytsky
neighbourhood – ten minutes by tram
from the city centre – is an unexciting
area, partly retail and partly residential.
On Shevchenka Street, a 6,000 m2
industrial complex has been bought
by private investor Andriy Havryliv
of the Carpathian Energy Group. He
made his fortune in jewellery and
now produces solar panels across
the region. His ambition is to develop
this industrial complex into a large
cultural-creative centre, in partnership
with ReZavod.

They
describe
the
ReZavod
community’s ambitions as follows:
‘Here design, things, ideas, innovation,
atmosphere, brands, art, future are

The six main buildings –
Austrian-era offices and partly
industry halls from Soviet
– are dilapidated, to say the

‘‘

It was really important
to understand that we
are not just weird guys
who desire to turn an
abandoned plant into
the ideal place. Due to
this programme, we
felt that these creative
things really work.
From ReZavod Evaluation Report Of
TEH Startup Programme 2019

partly
heavy
times
least.
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But the new owner has started
renovating the first two, which are
due to be finished in the autumn of
2019. And the architectural plans for
the whole complex look promising.
It’s not hard to see a popular venue
happening here, with a mixture of
creative and commercial companies
renting studios and workspaces, and
a wide range of public events, shops,
education opportunities as well as
food and drinks.

to stay out of the limelight. Now, he
is prepared to invest some €2 million
into the renovation of this old factory
complex. How and when does he
expect a return on such a serious
investment?

In April, we visited the future
Shevchenka Street venue with owner
Andriy Havryliv and his CFO Taras
Kuliy. The renovation of the first two
buildings was happening at full speed.
Walls, windows, roofs and staircases
were being constructed by a large
team of workers.

The future balance between finding
commercial renters and creating
public space and cultural events that
will not produce profit was still being
discussed. Andriy seemed to be also
interested in buying more property
in the area. Probably, he hoped that
the new centre would raise the real
estate value around the centre. In
the meantime, he was about to start
hiring people from the ReZavod
circle to develop and manage the
new centre. Shortly after our visit,
Viktoria became the first recruit:
from now on, she would act as the
creative manager, linking between
the ReZavod community and Adamas,
Andriy Havryliv’s investment company.
The new CEO, Nazar, also proposed by
ReZavod, was due to start in August
2019.

Over lunch, we asked Andriy and Taras
how they saw this collaboration with
ReZavod. It is, after all, a new kind
of enterprise for all involved. It was
clear that there was good chemistry
between Vitalii and the owner. Andriy
Havryliv has the reputation of being
a serious businessman, who prefers

ReZavod and the owner discussed
the option of setting up a new
NGO together. The owner, Vitalii,
Viktoria and a few independent
experts from the public sector would
form the supervisory board, on an
equal basis, to outline the strategy,
recruit the team and control the top

As Vitalii puts it: the owner provides
the
financial
capital,
ReZavod
contributes the creative capital. Their
shared dream is to create a microworld
that can work as an example for the
future of Lviv and Ukraine.

management, approve budgets and
the investing/financial activities.
The
management
tasks
would
then be divided into the following
areas: general, financial, operations,
marketing and development. These
would control two teams. One team
will be responsible for the location, the
buildings, infrastructure, maintenance,
security and rental affairs. The other
team would take care of the branding,
the content, public events, marketing
and communications. In practice, they
would work and communicate closely.
Before formalizing these agreements,
the owner and ReZavod agreed to
enter into a test phase for the first
year, once the two first buildings at the
new venue have been renovated. In
this test phase, they would try out the
cooperation, find the right renters and
partners (many of them moving over
from the REMA factory) and develop
their ideas for the whole centre.

As the renovation works continue, the
summer months were supposed to
be dedicated to the development of
the organisational model, the financial
agreements and the strategic vision.
In a city where a number of private
investors are now developing new
creative spaces outside the immediate
city centre, the Shevchenka Project –
as it is provisionally named – seemed
to have the potential to be the most
daring combination of commercial
and creative enterprises Lviv has seen.

4. WORKING ON THE STRATEGIC
VISION AND THE BUSINESS MODEL
Over the past year, ReZavod and
owner Andriy Havryliv had been
discussing the development of the
Shevchenka Project on all levels. This
included the structural renovation
of the buildings, the search for
renters and partners, developing the
organisational model, the business
model and the financial agreements,
planning from the first phase to
the long term, the hiring of new
staff, making connections with the
neighbourhood and other potential
target groups in the city and region,
the marketing campaign and, of
course, the content of the public
events and facilities.
All of this was being done while
the strategic vision was still in the
making. Both founding partners
seemed to share a common view
of the general outline of the new
venue. But this had only just been
translated into a brief document,
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Viktoria has already designed a month
of cultural programmes: lectures,
presentations,
creating
lunches
for startups looking for investors,
contemporary art exhibitions, cinema
screenings, a pop-up shop with
ReZavod products, masterclasses by
ReZavod craftsmen, creative PicNic
talks, family-friendly afternoons and
concerts in the evening.

which defines the ambitions and
priorities in summary: neighbourhood,
co-creation, community development,
thematically layered events etc. Now
it was time to develop the whole
concept in more detail. At the end
of this summer, the strategic vision
document and the action plan should
be in place.
TEH agreed to contribute to this
strategic vision by organising a threeday workshop with the founders,
run by Chris Keulemans (the author
of this report). He went through a
similar process while developing the
Tolhuistuin centre for arts and creative
entrepreneurs in Amsterdam, from
2006 to 2014.
Both founding partners have skills,
know-how and expertise in a wide
range of creative, building and
technological business sectors. In our
view, much of what is necessary to
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develop such an ambitious new centre
is already in place, including serious
start-up capital, but none of the
parties involved have much experience
in setting up and running cultural
public events on this scale. The future
balance is still to be found.
What the other two TEH Startups
of this year, Dnipro CCC and Korpus
in Minsk, have in abundance – an
artistic vision and network – is still
partly lacking here. And what they
do not have – high-level commercial
experience – is the foundation of the
Shevchenka Project.
It will be interesting then to see how
a long-term strategic vision – based
on social, creative and commercial
interests – will translate into a
functioning business model.
One of the observations in the
valuable TEH publication Creative
Business Models: Insights into the
Business Models of Cultural Centers
in Trans Europe Halles is as follows:
‘many arts and cultural organisations
do not (and do not want to) see
themselves as being a business or
even in business, even if that is their
reality’. This will absolutely not be the
case for the Shevchenka Project. On
the contrary, the founding partners
will have to take care that their
business model gives breathing space
to the non-profit character of the
public cultural events that will be such
a defining element of their new venue.
And this is where the shared
ambitions came to a grinding halt. The
TEH workshop did produce a draft for
the four basic documents necessary:
the strategic vision, the organizational
model, the business model and the
action plan. They have been outlined
in the report.
But since our first visit in April, the
regular meetings with owner/investor
Havryliv had evaporated. He stopped
responding and canceled meetings,
while the speedy renovation of the
complex went on.
When I arrived, Viktoria and Vitalii of
ReZavod told me that they feared the
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whole project was going to happen
without them. There were now so
many questions without answers
around the project, that it was simply
impossible to develop a clear strategic
vision and action plan. Was ReZavod
still a part of Havryliv’s plans? If so,
what role could they play in the
development of the complex about
which they were kept in the dark?
Would they move to Shevchenka at
all?
They used the workshop to persuade
Havryliv to finally join them in a
meeting again. When he showed
up, he admitted that he had begun
to doubt if the creative industry,
personified
by
the
ReZavod
community, would bring him the
returns on investment that he
needed. He was talking to very
different potential renters of the future
buildings (McDonald’s, SportLife). For
now, he limited his offer to ReZavod:
they will rent one building (three
floors, 1500 m2) and Havryliv offered
them to rent a number of offices
and workshops in another building
nextdoor, that is not renovated, so
the rent will be lower. This, at least,
brought clarity. Viktoria and Vitalii
see possibilities to move a number of
the ReZavod creative entrepreneurs
here in the spring of 2020, start their
public events at a modest level, and
scale up their activities in the future,
as so much of the development of the
complex is still unclear.
The four basic documents will still be
developed this summer, albeit on a
much smaller scale than originally
intended. The strategic vision will
still be instrumental here. Once it
has been developed, it will form the
basis for all decisions concerning the
business organisation, content and
finance. It will provide the criteria and
arguments to solve possible conflicts
of interest in the future. It will have to
be carried by and shared with all the
new stakeholders. And once it has laid
the foundations for the internal trust
that’s needed, the business model
should have the space to become a
suitable, workable, transparent and
flexible translation of these principles
into numbers.

5. Conclusions and
recommendations
TEH doesn’t have many members
that bring together commercial
and creative forces from the very
start, like the Shevchenka Project
does. But in a society where the
governing authorities are unstable
and public funding for the
independent arts barely functions,
it just takes a shift of perspective to
see how art and creativity in a city
like Lviv can receive a welcome
boost through a collaboration
between private investors and
creative,
commercially-minded
entrepreneurs.
The imagination is there. The
potential to turn the venue into
a well-visited public centre is also
there. And there seems no better
way to create a cultural space
(including new perspectives and
job opportunities for a young
generation) than to lay the
foundations through commercial
thinking. ReZavod clearly believes
that what is good for their
community of entrepreneurs will
also be in the best interest of their
city and society. The main question
now is if the private investor is
willing to take the necessary
risks and responsibilities. But if it
succeeds, this model might prove
to be a valuable model for other
new centres across Europe.
The next step for new centres like
these is to build consistency in
their public events, even if this has
to happen on a small scale in the
startup phase. For the Shevchenka
Project, the programme for this
test phase is already in place. Then,
by opening the doors on a regular

basis and presenting a coherent
programme, it is possible to
build up an audience made up of
like-minded communities at an
increasing scale and frequency.
To introduce new team members,
renters, volunteers, communities,
funders and partner organisations
to the vision and mission of these
centres, a one-page manifesto
highlighting the ambitions, values,
principles
and
organisational
codes would be very helpful.
These centres share the sense of
responsibility for improving public
space in their cities. But they
struggle to receive recognition
from the local authorities. To
strengthen their influence, which
in the long term should also lead to
a transparent local cultural policy,
we encourage centres like these
to take the initiative for setting up
a reciprocal, outspoken network
of local cultural initiatives. This can
help to resolve legal, bureaucratic
and formal challenges, as well as
helping to establish long-term
cooperation between municipal
bodies on the one hand and
civil society organisations and
communities on the other hand.
Last year, the new TEH Balkan
Hub offered the opportunity to
link similar centres across the
region, exchanging knowledge
and applying collectively for
international funding, in order to
create a shared basis of continuity.
A similar network is now in the
making for like-minded centres
across Ukraine and Belarus.

Two international experts worked closely with TEH colleagues to make all of this
happen. Irena Boljunčić Gracin was the managing director of Rojc Association’s Alliance,
Community Centre Rojc in Pula, Croatia and was recently elected the chair of the TEH
executive committee. Chris Keulemans, a travelling writer and moderator, was the founder
and artistic director of Tolhuistuin cultural centre in Amsterdam, the Netherlands.
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