
 

  

 

 

 

Mid-Term Evaluation of the ‘Integrated Water 
Resources Management to Enhance Resilience of 

Agriculture (ERA) and Food Security’ project in Yemen 
ID: 01001389 

Final Report 

 

International Evaluator: Mohammad Alatoom 

National Evaluator: Gawad Alwabr 

April 2025- June 2025 

Project title: Integrated Water Resources Management to Enhance Resilience 
of Agriculture (IWRM-ERA) 

Quantum ID: 01001389 BMZ Number: 2023.1805.3 

Implementing agency: UNDP. Key partners: Ministry of Agriculture, Irrigation 
and Fisheries and the Ministry of Water and Environment represented by 
National Water Resources Authority (NWRA) as well as regional NWRA. 

Project start date: 19 October 2023 
Planned end date: 19 October 2026 

The main objective of this project is to enhance poor Yemenis’ resilience 
through the development and rehabilitation of water infrastructure enhancing 
water availability in support of sustainable agriculture, implemented at key 
priority areas within a catchment. 

Country: Yemen  

Evaluation timeframe: April 2025 – June 2025 
Total committed budget: US$ 16,094,420 

Funding source: the German Federal Minister for Economic Cooperation and 
Development (BMZ) through the German Development Bank (KfW). 

 



Mid-Term Evaluation of the ‘Integrated Water Resources Management to Enhance Resilience of Agriculture’ (ERA) and Food Security 

Project’- Yemen 

Mid- term Evaluation of the ERA Project. 

1 

 

 

 

Acknowledgements 

The Evaluators would like to express gratitude to all of UNDP team, partners and stakeholders who participated 

in the evaluation. In particular to the project management unit for facilitating the evaluation activities, sharing 

information and data as well as the facilitating access to stakeholders for interviews. 

 

 

Disclaimer 

This report is the work of independent consultants, and does not necessarily represent the views, policy, or 

intentions of the UNDP and its partners. The opinions and recommendations in the evaluation will be those of 

the Evaluators and do not necessarily reflect the position of stakeholders.  



Mid-Term Evaluation of the ‘Integrated Water Resources Management to Enhance Resilience of Agriculture’ (ERA) and Food Security 

Project’- Yemen 

Mid- term Evaluation of the ERA Project. 

2 

 

Table of Contents 

Disclaimer ............................................................................................................................................... 1 

Table of Contents ................................................................................................................................ 2 

Acronyms .......................................................................................................................................... 5 

Project information table ................................................................................................................ 7 

Executive summary ............................................................................................................................ 8 

Project background ........................................................................................................................ 8 

Evaluation scope and approach ................................................................................................... 8 

Brief findings ...................................................................................................................................... 9 

Recommendations ........................................................................................................................ 11 

1. Introduction................................................................................................................................. 12 

Background and context .............................................................................................................. 12 

Problems to be addressed ............................................................................................................ 15 

The project’s strategy .................................................................................................................... 15 

Theory of change .......................................................................................................................... 17 

Project timeframe, funding and location .................................................................................... 21 

Project stakeholders ...................................................................................................................... 21 

2. Evaluation scope and objectives ............................................................................................. 22 

3. Evaluation approach and methods ......................................................................................... 23 

Data collection methods .............................................................................................................. 23 

Data analysis methods .................................................................................................................. 24 

Ethical Considerations ................................................................................................................... 25 

Limitations ....................................................................................................................................... 25 

4. Findings ........................................................................................................................................ 26 

4.1 Coherence and Relevance .............................................................................................. 26 

Project relevance ....................................................................................................................... 38 

4.2 Achieved Results ................................................................................................................ 42 

Project Objective ....................................................................................................................... 43 

Outcome 1 Enhanced livelihood resilience and agricultural production (BMZ- related). ... 43 

Output 1.1 Increased water availability for agricultural production ...................................... 44 



Mid-Term Evaluation of the ‘Integrated Water Resources Management to Enhance Resilience of Agriculture’ (ERA) and Food Security 

Project’- Yemen 

Mid- term Evaluation of the ERA Project. 

3 

 

Output 1.2. Improved income from better markets and enhanced agricultural value chain

 ..................................................................................................................................................... 46 

Outcome 2. Enhanced water governance and local communities are actively engaged 

in WRM decision-making processes (BMZ-related) .................................................................. 48 

Progress ........................................................................................................................................... 49 

Year 1 .............................................................................................................................................. 49 

Year 2 .............................................................................................................................................. 49 

Year 3 .............................................................................................................................................. 49 

Final ................................................................................................................................................. 49 

Output 2.1: Improved water governance ................................................................................ 49 

4.3 Effectiveness ....................................................................................................................... 51 

Gender mainstreaming.............................................................................................................. 54 

Human rights and inclusion of disability .................................................................................... 56 

Social and Environmental Standards (SES) ............................................................................... 57 

Communication ......................................................................................................................... 60 

Stakeholders participation ......................................................................................................... 60 

4.4 Efficiency ............................................................................................................................ 61 

Finance........................................................................................................................................ 62 

Timeframe ................................................................................................................................... 63 

Project Management ................................................................................................................ 64 

Monitoring and evaluation (M&E) ............................................................................................ 65 

4.5 Sustainability ....................................................................................................................... 66 

Institutional sustainability ............................................................................................................ 66 

Financial sustainability ................................................................................................................ 68 

Socio-economic sustainability ................................................................................................... 68 

Environmental sustainability ....................................................................................................... 69 

5. Conclusions ................................................................................................................................. 70 

6. Recommendations & Lessons ................................................................................................... 72 

Recommendations ........................................................................................................................ 72 

Lessons learned .............................................................................................................................. 74 

7. Annexes ....................................................................................................................................... 76 



Mid-Term Evaluation of the ‘Integrated Water Resources Management to Enhance Resilience of Agriculture’ (ERA) and Food Security 

Project’- Yemen 

Mid- term Evaluation of the ERA Project. 

4 

 

Annex 1: MTE ToR (excluding ToR annexes) ................................................................................. 76 

Annex 2: Evaluation matrix and data collection instruments..................................................... 76 

Annex 3: List of individuals or groups interviewed or consulted. ................................................ 82 

Annex 4: List of supporting documents reviewed. ...................................................................... 84 

Annex 5: Interview guide ............................................................................................................... 85 

Questions ........................................................................................................................................ 85 

Annex 6: Pledge of ethical conduct in evaluation signed by evaluators. ............................... 86 

 

List of figures 

Figure 1: ERA project Theory of Change ................................................................................................... 20 

List of tables  

Table 1: SMART assessment of the PRF and recommended changes ............................................................ 31 

Table 2: Progress towards outcome 2 indicators and targets ....................................................................... 44 

Table 3: Output 1.1 Indicators .................................................................................................................. 46 

Table 4: Output 1.2 Indicators .................................................................................................................. 47 

Table 5: Progress towards outcome 2 indicator and target .......................................................................... 49 

Table 6: Output 2.1 Indicators .................................................................................................................. 50 

Table 7: Latest project expenditure report ................................................................................................ 62 

 

  



Mid-Term Evaluation of the ‘Integrated Water Resources Management to Enhance Resilience of Agriculture’ (ERA) and Food Security 

Project’- Yemen 

Mid- term Evaluation of the ERA Project. 

5 

 

Acronyms  

Abbreviation Description Abbreviation Description 

BoQs Bills of Quantities  MoWE Ministry of Water and 
Environment 

BMZ German Federal Minister for 

Economic Cooperation and 

Development 

MoM Minutes of Meeting  

CPD Country Programme Document MoAIF Ministry of Agriculture, 

Irrigation, and Fisheries 

CSO Civil Society Organization MTE Mid- Term Evaluation 

ERA Enhancing Resilience of Agriculture M&E Monitoring and Evaluation 

ERRY Enhanced Rural Resilience in Yemen  NGO Non-Governmental Organization 

ESMF  Environmental and Social 
Management Framework 

NWRA National Water Resources 
Authority 

FAO Food and Agriculture Organization of 
the United Nations 
 

PE Participatory Evaluation 

GIZ Deutsche Gesellschaft für 
Internationale Zusammenarbeit 

PPE Personal Protective Equipment  

GRM Grievance Redress Mechanism  PwD People with Disabilities  

HDP Humanitarian-Development-Peace RPA Responsible Party Agreement 

HRBA Human Rights Based Approach SDGs Sustainable Development Goals 

IDP Internally Displaced Person(s) SESP Social and Environmental 
Screening Procedure 

IOM International Organization for 
Migration 

SEP Stakeholders Engagement Plan 

IWRM Integrated Water Resources 
Management 

ToR Terms of Reference 

KEQs Key Evaluation Questions  UNDP United Nations Development 
Programme 

KfW German Development Bank UNEP  United Nations Environment 
Programme 

LNoB Leave No One Behind  UNESCO United Nations Educational, 
Scientific and Cultural 
Organization 

MoU  Memorandum of Understanding UNOSAT  United Nations Satellite Centre 

MoPIC Ministry of Planning and International 

Cooperation 

UNSDCF  United Nations Sustainable 
Development Cooperation 
Framework 



Mid-Term Evaluation of the ‘Integrated Water Resources Management to Enhance Resilience of Agriculture’ (ERA) and Food Security 

Project’- Yemen 

Mid- term Evaluation of the ERA Project. 

6 

 

LMMPO Life Makers Meeting Place 

Organization 

VCCs Village Cooperation Councils  

NMO Nahda Makers Organization WUA Water Users Association 

CCEE Climate Change, Environment and 

Energy  

WSSP Water Sector Support 
Programme 

  



Mid-Term Evaluation of the ‘Integrated Water Resources Management to Enhance Resilience of Agriculture’ (ERA) and Food Security 

Project’- Yemen 

Mid- term Evaluation of the ERA Project. 

7 

 

Project information table 

Project/Outcome Information 

Project/Outcome title Integrated Water Resources Management to Enhance Resilience of Agriculture 

Quantum project ID 01001389 

Corporate outcome, 
outputs and project 
outputs 

Yemen CPD Outcome (2023 – 2025) 

Outcome 1: By 2024, people in Yemen, especially women, adolescents and girls 
and those in the most vulnerable and marginalized communities benefit from 

better, equal and inclusive access to nutritious food, sustainable and resilient 

livelihoods, and environmental stability.  

Output 1.3 Natural resources management improved to enhance sustainable 
agricultural productivity and climate resilience 

Country Yemen 

Region Arab States 

LPAC Meeting date:  5 September 2023 

Date Project 
Document signed  

19 October 2023 

Project dates Start Planned end 

19 October 2023 19 October 2026 

Project budget US$ 16,094,420 

Project expenditure at 

the time of evaluation 

US$ 3,468,574 (22% of the total budget)  

Funding source The BMZ through the KfW 

Implementing party UNDP in Yemen 

  



Mid-Term Evaluation of the ‘Integrated Water Resources Management to Enhance Resilience of Agriculture’ (ERA) and Food Security 

Project’- Yemen 

Mid- term Evaluation of the ERA Project. 

8 

 

Executive summary  

 
Project background  

Yemen is currently experiencing one of the world’s most severe humanitarian crises, driven by over a decade of 

conflict, economic collapse, and institutional breakdown. This situation has led to widespread vulnerability, with 

18.2 million people needing humanitarian assistance, 16.8 million facing food insecurity, and 4.5 million internally 

displaced persons (IDPs), including 531,000 newly displaced by climate-related disasters1. Water scarcity is a 

critical and longstanding issue exacerbating the crisis. Yemen ranks among the lowest globally on the 2024 Global 

Hunger Index, with acute food insecurity and widespread undernourishment. 

The ‘Integrated Water Resources Management to Enhance Resilience of Agriculture’ and Food Security’ Project 

(ERA project) aims to start a fundamental shift in water projects focusing on developing and augmenting the water 

infrastructure for enhancing food security through the sustainable harvesting of renewable water resources and 

allowing groundwater sources to regenerate. The target beneficiaries include small-holder farmers, women, and 

IDPs working on agriculture. 

The project has the following key outcomes and outputs:  

Outcome 1: Enhanced livelihood resilience and agricultural production. 

• Output 1.1: Increased water availability for agricultural production  

• Output 1.2: Improved income from better markets and enhanced agricultural value chain   
 

Outcome 2: Enhanced water governance with active involvement of local communities in decision-making 

processes. 

• Output 2.1: Improved water governance  
 

The BMZ contributed USD $16 million through KfW Development Bank to ERA project. The project is an integral 

part of UNDP’s climate resilience and sustainable livelihoods programming in the country and will directly benefit 

thousands of vulnerable people facing water scarcity and food insecurity. The project started on 19 October 2023 

and is due to be operationally closed by 19 October 2026. The project is being implemented in four conflict-

affected districts—Tuban and Al-Mosaymer in Lahj, and Al-Mawaset and Al-Selw in Taiz Governorates. 

 
Evaluation scope and approach  

This Mid- Term Evaluation (MTE) aimed to provide UNDP, the donor, government counterparts, responsible 

parties in charge of implementation, and other stakeholders with an impartial assessment of the results generated 

from October 2023 to May 2025. It assessed progress towards the achievement of the project objectives and 

 

1 UN Country Results Report, 2024, is available here. 

https://reliefweb.int/report/yemen/yemen-annual-country-report-2024-country-strategic-plan-2023-2025
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outcomes as specified in the Project Document and identify early signs of project success or failure with the goal 

of identifying the necessary actions to be made in order to set the project on-track to achieve its intended results.  

The MTE employed Participatory Evaluation (PE) framework to apply a collaborative, consultative, participatory, 

and utilization-focused approach to ensure relevance and maximize the usefulness of its findings. The 

methodology of the MTE encompassed a comprehensive desk review of project documentation, semi-structured 

interviews with key stakeholders, the participating authorities and beneficiaries (recipients of the project support) 

to collect firsthand evidence. This mixed-method approach allowed for data triangulation, increasing accuracy and 

informing the reliability of the evaluation results. Throughout the process, purposive sampling aimed to capture 

a diverse range of stakeholder perspectives, ensuring gender responsiveness and inclusivity in data collection and 

analysis. Analytical techniques included descriptive analysis, content analysis, thematic analysis, and basic 

quantitative analysis of monitoring data from baseline to the current status, all aimed at identifying common 

trends, themes, and quantifiable project impacts. 

 

Brief findings 

The ERA project was designed to address Yemen’s severe water scarcity, food insecurity, and weak rural 

governance systems, with a particular focus on Taiz and Lahj governorates. While the project design reflects a 

holistic and participatory approach, it is relatively light in detail compared to the project’s scale and ambition. 

Developed under tight time constraints, the design lacked comprehensive on-the-ground assessments and did not 

include a defined sustainability or exit strategy. As a result, critical elements such as costing, intervention scope, 

and site-level planning were based more on assumptions than verified data. The Project Results Framework (PRF) 

also contains technical weaknesses—such as vague indicators, poorly substantiated targets, and issues of 

measurability—limiting its usefulness for tracking performance and adapting to change – please refer to table 1 

of this report for details.  

The project aligns well with the UNDP Resilience Building and Recovery Programme for Yemen and broadly reflects 

the enduring priorities of national institutions, including MoAIF, MoWE, and NWRA, despite the outdated nature 

of many formal strategy documents. Importantly, the project is highly relevant to the needs of rural populations, 

particularly in conflict-affected areas. 

By mid-term, ERA has made moderate progress, largely by establishing a strong operational and technical 

foundation. Key achievements include the completion of baseline assessments, approval of three intervention 

packages, and the signing of contracts with national civil society organizations (CSOs) and contractors. Under 

Outcome 1, implementation of Package 1 is underway, targeting 199 water-related interventions. Value chain 

studies have been completed, and the project is ready to begin livelihood support activities through two national 

CSOs—LMMPO and NMO. Under Outcome 2, the project has strengthened local governance by assessing the 

needs of the government institutions that are concerned with water management, forming and legally registering 

19 new Water User Associations (WUAs), representing over 3,400 community members, including nearly 1,000 

women. 
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Despite these gains, implementation has been slowed by multiple challenges. The volatile security situation has 

restricted access to some sites, while procurement delays and a limited pool of suppliers have further hindered 

progress in addition to delays in assembling the full project team leading to slow take off. Data inconsistencies, 

institutional overlap, and gaps in capacity among government counterparts and the UNDP project team during 

the early phase also contributed to delays. In addition, the remote and logistically challenging nature of project 

sites, along with high community demand exceeding available resources, have added complexity. While steps have 

been taken to address these issues, such as improved staffing and adaptive planning, ongoing challenges 

emphasize the need for flexible management such as sustained coordination, joint planning with stakeholders and 

regular review of activities. 

The project has demonstrated a strong commitment to gender equality through the inclusion of gender-

responsive activities, including women’s representation in WUAs and targeted capacity-building. However, 

achieving the 30% women participation target has proven difficult due to restrictive cultural norms and weak 

representation of women in managing and operating water infrastructures. Still, women’s participation in WUA 

governance reached 21%, which is a meaningful achievement in Yemen’s conservative context.  

The ERA project has adopted a cost-effective and phased implementation approach. Early investments in 

assessments helped avoid misaligned activities and improved targeting. Strategic partnerships with national CSOs 

and adherence to UNDP procurement procedures also enhanced operational efficiency. However, financial 

delivery remains low, with only 22% committed and just 11% in actual expenditures as of mid-term. This is largely 

due to the non-capital-intensive nature of initial activities. Spending is expected to increase significantly as 

infrastructure and livelihood activities move into full implementation. 

Given the initial eight-month delay in staff mobilization and the complexity of the operating environment, 

completing all planned activities by the scheduled end date of 18 October 2026 may not be feasible. The 

evaluation recommends that a no-cost extension of 6 to 12 months be considered to allow for the full and quality 

delivery of results. This should be revisited in early 2026, once a clearer picture of progress and financial delivery 

emerges. 

Sustainability remains a critical concern. While the project is building capacity and community governance 

structures, systemic weaknesses in national institutions, inactive water basin committees, and the absence of a 

long-term maintenance and financing strategy threaten the durability of results. Short-term maintenance 

obligations by contractors and RPs offers limited protection. For income-generating activities, sustainability will 

depend largely on beneficiaries’ ability and motivation to continue after the project ends. Currently, there is no 

defined strategy for scaling or replicating ERA’s interventions, and replication is likely to depend on continued 

donor support due to severe underfunding in key government institutions. 
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Recommendations  

Below are recommendations that consider the depth and breadth of issues facing this project and provide a 

framework for improvements in delivery. See details in section 6 of this report. 

# 
 

MTE Recommendation Entity 
Responsible 

Priority 
level  

Timeframe  

1 Develop and implement a comprehensive sustainability plan that goes 
beyond technical closure and actively supports the continuity, 
ownership, and expansion of project impacts.  

Project Team High  July-August 
2025 

2 Proceed with updating the Project Results Framework (PRF) as 
recommended in Table 1 of the MTE report, and include revised 
formulations of indicators to improve their SMARTness.  

Project Team High  July-August 
2025 

3 Assess the duration and implications of a no cost extension that 
enables quality completion of the ERA activities. 

Project board  High  Q1 – 2026  

4 Develop and implement a long-term maintenance and ownership 
transition plan to preserve the functionality of infrastructure 
investments and ensure the sustainability of outcomes beyond the 
ERA project’s lifespan.  

Project Team Medium  Oct-Dec 25 

5 Strengthen coordination with UN agencies, the World Bank, and other 
international development partners in water and food security sector 
in Yemen to enhance the coherence, impact, and sustainability of its 
interventions.  

Project Team Low  Aug 2025 

6 Disaggregate beneficiary data by gender, IDP status, persons with 
disabilities (PwD), geographical area, and age group to improve the 
ERA project’s effectiveness, inclusiveness, and accountability.  

Project Team Medium   June 2025 

7 Undertake a budget re-allocation exercise to address Project 
Management Cost (PMC) shortfall.  

Project Team High   July 2025 
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1. Introduction  

 
Background and context 

The ongoing humanitarian crisis in Yemen, conflict, severe economic decline, and collapsing essential public 

services have taken an enormous toll on the Yemeni population, exacerbating existing vulnerabilities. By the end 

of 2024, 18.2 million people—more than half the population in Yemen—were estimated to need humanitarian 

assistance, with 16.8 million facing food insecurity, including 4.8 million at critical levels of acute food insecurity. 

Approximately 4.5 million people remained internally displaced, with 531,000 newly displaced primarily due to 

climate-related disasters. Yemen ranked second-to-last globally on the 2024 Global Hunger Index, underscoring 

the extreme levels of undernourishment and vulnerability throughout the country 2 . The loss of livelihoods, 

displacement, and increased water and food insecurity are only some of the negative impacts related to water 

scarcity in the country. 

Water scarcity in Yemen has been a long-lasting and ever-accelerating issue with a multitude of social and 

economic effects. Two-thirds of the country is classified as hyper-arid with less than 50 mm rainfall per year, and 

most of the rest is classified as arid with less than 200 mm rainfall. 

Past hydrological assessments revealed that the total water yield for Yemen was 2.1-2.4 billion m3 in the 1980s3. 

Demand estimates in the 2000 base year are as high as 3.4 billion m3 per year, showing increased demand that 

significantly exceeds supply in many catchments4. Approximately 30% of Yemeni total freshwater withdrawal is 

derived from surface water, and about 70% is derived from groundwater, 90% of which are used for agriculture. 

Nationwide, irrigated areas have expanded from 37,000 ha to more than 1,000,000 ha between 1970 to 2004 

which depend on groundwater5. 

With the war and past institutional failures, Yemenis ability to combat water and food insecurity faces five major 

challenges: 

• over exploitation of groundwater and the lack of investments in renewable water harvesting, 

• neglecting traditional terraces, 

• limited coordinated planning and water allocations, 

• lack of investment in agricultural value adds and market accessibility, 

• inadequate water governance for managing water and related infrastructure and unsatisfactory 
women participation. 

Due to historically limited investments in harvesting surface water and the destructive war, Yemen has 

overexploited its groundwater sources considerably over the last 50 years6. Agriculture, as the main livelihood 

mode for more than 80% of Yemenis, uses 90% of overall water use; 40% of which is sourced from groundwater, 

 
2 UN Country Results Report, 2024, is available here. 

3 World Bank Yemen country information, Climate Change Knowledge Portal, (19 July 2020). 

4 National Water Sector Strategy and Investment Program (NWSSIP), Republic of Yemen, Ministry of Water and Environment, 2004. 

5 UNDP, 2021. Water Availability in Yemen. Available here. 

6 UNDP, 2022. A Holistic approach to addressing water resources challenges in Yemen. Available here.  

https://reliefweb.int/report/yemen/yemen-annual-country-report-2024-country-strategic-plan-2023-2025
https://climateknowledgeportal.worldbank.org/country/yemen-rep
https://www.undp.org/sites/g/files/zskgke326/files/migration/ye/Water-Availability-Study-in-Yemen.pdf
https://www.undp.org/sites/g/files/zskgke326/files/2022-11/2022%20Nov%20Water%20Resources%20Challenges%20in%20Yemen.pdf
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50% is rainfed and 10% from surface sources7. As a result, the deep non-renewable water resources created by 

nature over 10,000 years have been largely depleted while 20-25% of the arable land is in mountain terraces. 

The UNDP Strategic Framework, 2022 clearly shows that Yemen is rapidly approaching an era where only 

renewable water resources will be accessible and accordingly surface water harvesting infrastructure should be 

prioritized over those dedicated to further exploitation of deep groundwater. The harvesting of renewable surface 

water resources has several benefits. Firstly, it can increase the availability and accessibility of water resources, 

particularly in areas where groundwater sources have been depleted or are not easily accessible. This can help 

meet the increasing agricultural water demand and allow groundwater sources to be dedicated to supplementing 

irrigation and domestic needs. Secondly, interventions like rehabilitating wadi banks and traditional terraces can 

increase resilience to climate change and variability by reducing the vulnerability to droughts and floods and 

improving water security in the long term. Thirdly, these interventions can generate employment opportunities 

and contribute to the local economy, particularly in rural areas. Finally, renewable water harvesting interventions 

can also promote environmental sustainability by conserving water resources, reducing land degradation, and 

maintaining ecosystem services. 

The terrace cultivation in Yemen is considered an important national heritage. From a technical point of view, 

terrace cultivation is an advanced nature-based farming system for soil and water harvesting and conservation 

confined in mountainous areas of Yemen. During the last sixty years, the Yemeni society has faced many social 

and economic changes and evolution, which negatively affected terrace cultivation such as oil discovery which 

made groundwater abstractions more desirable. The absence of regular maintenance is one of the most crucial 

factors of terraces abandonment. As the terraces on the slopes fall into disrepair or are abandoned, runoff is 

increased, which not only erodes the slopes but leads to destructive floods to the wadi bed8. 

Water allocations for surface water are different from groundwater which is usually considered as private property 

in the farms. The National Water Resources Authority (NWRA) in consultation with the Ministry of Agriculture 

issue permits for drilling. Surface water allocations, on the other hand, are largely governed by traditional water 

rights that are embedded in the current water law of 2002. Although, the main rule, which is excessively favors 

the elite owners upstream, disenfranchising the more modest farmers downstream and resulting in the 

impoverishment of rural farmers9.  

Coordinating water use and planning across levels of jurisdiction is well articulated in the water law of 2002, which 

includes provisions for licensing and registration requirements for wells and rigs with more strict controls on 

stressed catchments. Sectoral water demands are all included in the National Water Sector Strategy and 

Investment Program (NWSSIP) which has been revised twice thus far in 2004 and 2007. The Water Sector Support 

Programme (WSSP), headed by the Minister of Water and Environment, coordinates water demands at a national 

level and includes all such allocation decisions. Water demands are collated from every sector at each 

governorate, either through water groups or water users and basin committees.  

 
7 Noaman, A., Al-Nozaily, F.A. and Al-Mashreki, M.H. (2021). Yemen country file. Fanack Water. 

8 Mohamed A. Al-Hebshi, undated. The Role of Terraces on Land and Water Conservation in Yemen. 

9 UNDP, 2022. A Holistic approach to addressing water resources challenges in Yemen. Available here. 

https://www.undp.org/sites/g/files/zskgke326/files/2022-11/2022%20Nov%20Water%20Resources%20Challenges%20in%20Yemen.pdf
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The law also supports decentralization through the establishment of basin committees that work closely with local 

Councils in implementing water resource management plans. Nonetheless, the basin management approach is 

hardly fully implemented in any of the water catchments mainly due to NWRA’s weak coordination with local 

councils that have strong links with local management organizations such as Water Users Association (WUA) which 

could potentially be delegated many of the water management functions. 

In the efforts to enhancing livelihoods resilience, positive lessons are learnt from the Enhanced Rural Resilience in 

Yemen (ERRY) on adoption of various agricultural value add initiatives combining the traditional role of WUAs in 

water resources management to agricultural production domain. Hence, farmers will be more motivated to 

become closely involved in the operations of the WUAs as it will not only monitor the water resources 

management to reduce depletion within the project area, but the WUAs will also act on behalf of farmers to 

improve their crop production system and directly affect their net farming revenue. 

Participation of women in water resources and in the activities of WUAs in general has been a concern for some 

time. This could be attributed to the fact that less than 1% of agricultural landholders are women in Yemen10. 

Despite this, rural women account for about 80% of the labour force11. Because agricultural gender inequalities 

remain strong, women farmers are particularly at risk of hunger, especially when a crisis strikes. Women have a 

major role in agriculture, providing 60% of labour in crop farming, 90% in livestock rearing and 10% of wage labour. 

Despite their crucial roles in household food security, they face discrimination and limited bargaining power. 

Patriarchal norms create disadvantages for women farmers, specifically in land rights (small plots, difficulties 

attaining ownership, discriminatory inheritance rights}, productive resources (no access to credit, extension 

services or inputs}, unpaid work, insecure employment and exclusion from decision making and political 

representation12. 

Recognizing the urgent need to address these challenges, and with funding from the German Federal Ministry for 

Economic Cooperation and Development (BMZ) through the German Development Bank (KfW), the United 

Nations Development Programme (UNDP) is implementing the project titled “Integrated Water Resources 

Management (IWRM) to Enhance Resilience of Agriculture (ERA) and Food Security”. The overall objective of the 

project is to enhance the livelihood resilience of poor Yemenis whose livelihoods depend on primary water sources 

for productive uses. This three-year project is seeking to build on the recent water assessments: Water Availability 

in Yemen and the UNDP Strategic Water Framework, and aims to start a fundamental shift in water projects 

focusing on developing and augmenting the water infrastructure for enhancing food security through the 

sustainable harvesting of renewable water resources and allowing groundwater sources to regenerate.  

 
10  OCHA, undated. Gender considerations in the Humanitarian Response in Yemen. 

https://response.reliefweb.int/yemen/gender- considerations-humanitarian-response-yemen 

11 Women National Committee, The Supreme Council for Women, Republic of Yemen; Report on Status of Women in 

Yemen, 2022. 

12 UNDP, 2021. Yemen Food Security Response and Resilience Project (FSRRP}. 

https://response.reliefweb.int/yemen/gender-considerations-humanitarian-response-yemen
https://response.reliefweb.int/yemen/gender-considerations-humanitarian-response-yemen
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Problems to be addressed  

Yemen is currently experiencing one of the world’s most severe humanitarian crises, driven by over a decade of 

conflict, economic collapse, and institutional breakdown. This situation has led to widespread vulnerability, with: 

• 18.2 million people needing humanitarian assistance, 

• 16.8 million facing food insecurity, and 

• 4.5 million internally displaced persons (IDPs), including 531,000 newly displaced by climate-related 
disasters. 

Water scarcity is a critical and longstanding issue exacerbating the crisis. Yemen ranks among the lowest globally 

on the 2024 Global Hunger Index, with acute food insecurity and widespread undernourishment. 

Core water scarcity challenges 

• Hyper-aridity and low rainfall: Two-thirds of the country receives less than 50 mm of rain annually. 

• Excessive water demand: Water demand (3.4 billion m³) significantly exceeds the natural water yield (2.1–
2.4 billion m³). 

• Groundwater overexploitation: 70% of water withdrawals are from groundwater, 90% of which is used for 
agriculture. 

• Rapid agricultural expansion: Irrigated areas grew from 37,000 ha in 1970 to over 1 million ha by 2004, 
largely dependent on groundwater. 

Key structural problems 

• Groundwater depletion: Excessive pumping with minimal investment in renewable water harvesting. 

• Neglect of traditional water conservation systems: Particularly terraces that historically captured rainfall and 
mitigated floods. 

• Fragmented water governance and planning: Limited coordination and ineffective allocation of water 
resources. 

• Weak agricultural value chains: Limited investment in value-added processing and poor market accessibility. 

• Institutional and gender gaps: Ineffective water governance and minimal participation of women in water and 
agricultural decision-making. 

The consequences of Yemen's prolonged water crisis are profound and multifaceted. Overexploitation has led to 

the depletion of deep, non-renewable groundwater resources that took millennia to form, severely undermining 

long-term water availability. Agricultural productivity has declined, while vulnerability to climate shocks such as 

droughts and floods has increased. Social inequities have been exacerbated by traditional water rights systems 

that disproportionately favor elite upstream users, leaving impacted communities impoverished. The 

abandonment of terrace systems has heightened erosion and flood risks, and the country’s limited institutional 

capacity further hampers the equitable and sustainable management of water resources. 

 
The project’s strategy 

The project seeks to build on the contemporary water knowledge accumulated from the last two most recent 

water assessments: Water Availability in Yemen and the UNDP Strategic Water Framework, to start a fundamental 

shift in water projects focusing on developing and augmenting the water infrastructure for enhancing food 



Mid-Term Evaluation of the ‘Integrated Water Resources Management to Enhance Resilience of Agriculture’ (ERA) and Food Security 

Project’- Yemen 

Mid- term Evaluation of the ERA Project. 

16 

 

security through the sustainable harvesting of renewable water resources and allowing groundwater sources to 

regenerate.  

The project is informed by the UNDP Country Strategy Note 2021 to 2023, which had an overarching focus on food 

security. This was also confirmed by the report of the Conflict and Environment Observatory, 202013, that the key 

conflict-related distress to agriculture includes: direct attacks on farms and agricultural infrastructure, the 

economic war and war economy reducing access to water, agricultural inputs and markets, and the collapse of 

governance. The project responds to these challenges by enhancing water availability/accessibility and increasing 

food security to highly vulnerable families identified in selected sub-catchments based on hydrological 

assessments within the Tuban district watershed by implementing water harvesting infrastructure as well as 

rehabilitating water distribution and groundwater recharge potential to benefit the populations of targeted areas 

including the most vulnerable households in the targeted areas. Rehabilitating traditional water harvesting 

terraces may seem backward looking but are actually an example of a nature-based solution to climatic change. 

The project is set to be achieved through: 

• Development and rehabilitation of water infrastructure enhancing water availability in support of 

sustainable agriculture, implemented at key priority areas within a catchment; 

• Alleviating poverty by creating additional income-generating opportunities achieved by initiating small 

value adding activities to agricultural products as well as enhancing market accessibility equitably to local 

communities; 

• Enhancing water governance through institutional strengthening and capacity building NWRA, Agriculture 

and Irrigation Offices, and WUAs/Water Committees in target areas to ensure ownership, operation and 

maintenance of infrastructure and accountability, water resources monitoring, as well as enhancing 

women wider participation in water resources management. 

The target beneficiaries include small-holder farmers, women, and Internally Displaced Persons (IDPs) working on 

agriculture. The total number of beneficiaries can reach up to 70,569 individuals; 37,123 of whom will be women 

in 4 districts located within the Tuban catchment equally shared between the two governorates of Taiz and Lahj 

in two districts each: Al-Mawaset and Al-Selw districts in Taiz and Al-Mosaymer and Tuban districts in Lahj. The 

project is being implemented in partnership with the Ministry of Agriculture, Irrigation and Fisheries, the Ministry 

of Water and Environment represented by NWRA, Water Users Associations, other water related community and 

village committees, and UNDP responsible parties (Non-Governmental Organizations - NGOs). 

The project has the following key outcomes, outputs and activities:  

Outcome 1: Enhanced livelihood resilience and agricultural production. 

Output 1.1: Increased water availability for agricultural production  

Proposed Activities:  

1. Data collection on water resources and existing water infrastructure, 

 
13 Conflict and Environment Observatory (CEO), 2020. Yemen’s agriculture in distress. 
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2. Hydrological water balance assessments for Tuban district and 4 sub-catchments, terraces flood mitigation 
potential and water retention, water allocation, 

3. Workshops to identify potential water infrastructure works for interventions, 
4. Assessment of water infrastructure and use, 
5. Construction, procurement, and installation of water works. 

Output 1.2: Improved income from better markets and enhanced agricultural value chain 

Proposed Activities:  

1. Socio economic analyses around agricultural value add options in identified sub-catchments,  
2. Community mobilisation, prioritisation of small farmers and women food gardens and local government 

planning support of small initiatives,   
3. Implementation of selected food processing support and initiatives to enhance markets accessibility.   

Outcome 2: Enhanced water governance with active involvement of local communities in decision-making 

processes. 

Output 2.1: Improved water governance  

Proposed Activities: 

1. Institutional needs assessment and strengthening of NWRA, WUAs and water committees,   
2. Training and capacity building on building and sustaining an organisation, equity in allocations, water 

monitoring, compliance and enforcement of water management, food processing, marketing, etc,   
3. Women custom made trainings on technical and soft skills, public speaking, and women targeted 

initiatives. 

 
Theory of change  

There are three main areas of intervention which are pursued under this project: 

1. Increasing water availability for agricultural production, 
2. Increasing income from better markets and enhanced agricultural value chain, and  
3. Improving water governance. 

Figure 1 below summarizes the ERA Theory of Change (ToC), visually represents the pathway towards ERA’s 

contribution to the longer-term goal of enhanced livelihood resilience through the development and rehabilitation 

of water infrastructure enhancing water availability in support of sustainable agriculture, implemented at key 

priority areas within a catchment. To enhance the target communities’ resilience, ERA asserts that the project will 

adopt a holistic and integrated approach which ultimately will be internalized for self-reliance and capacity to plan 

for and manage water scarcity. 

The chain of results as envisioned in this ToC helps realize the overall outcome of contributing to the achievement 

of the 2022-2024 United Nations Sustainable Development Cooperation Framework (UNSDCF)14Outcome 1: By 

2024, people in Yemen, especially women, adolescents and girls and those in the most vulnerable and marginalized 

 
14 https://unsdg.un.org/sites/default/files/2022-06/Yemen-Cooperation_Framework-2022-2024.pdf 

https://unsdg.un.org/sites/default/files/2022-06/Yemen-Cooperation_Framework-2022-2024.pdf
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communities benefit from better, equal and inclusive access to nutritious food, sustainable and resilient livelihoods 

and environmental stability. 

The ERA project will contribute to change so that agricultural production and food security will be increased 

through improved water storage and distribution as well as improving groundwater sustainability with the 

enhancement of water infrastructure and traditional flood mitigation techniques. In addition, better income will 

be witnessed from supporting agricultural value add initiatives and removing some of the impediments to 

marketing these products. Finally, water governance and management will be improved through the support to 

local water management institutions in effecting better governance mechanisms with emphasis on enhancing 

women participation in decision making. As such, the economically and politically deprived Yemenis whose 

livelihoods are dependent on primary water sources have better access to the resource, actively participating in 

decision-making platforms making informed decisions by using robust water knowledge. Water resources 

management is transformed into a science based participatory process that enhances equity in access to water 

sources specially to the small and women farmers as well as IDPs in the respective areas. 

The rationale behind choosing the set of outputs for achieving the proposed outcomes is based on the following 

main assumptions on ERA’s contribution to change: 

• if integration of water sources (surface and groundwater) in planning is improved, 

• if renewable water resources harvesting/storage is enhanced, 

• if existing water infrastructure are rehabilitated, 

• if traditional agricultural terraces are functional, 

• if IWRM is implemented, 

• if water allocations decision making is improved, 

• if agricultural value add is improved, 

• if market accessibility obstacles are removed, 

• if water governance is coordinated at various levels, 

• if women farmers are empowered, 

• if Water Management Institutions are strengthened and capacitated. 

• if regulation and compliance of water use is improved 

Then: 

• water availability to agriculture will be enhanced, 

• food security and livelihood resilience will be enhanced, 

• water will be accessible to historically marginalised, 

• livelihood and income will be increased, 

• roles and responsibilities for water management will be better defined and implemented, 

• sustainability of interventions will be enhanced. 

The proposed theory of change is dependent on various external factors; the partners are supportive of this 

project in both Governorates, buy in and cooperation from national Ministries of Water and the Environment 

and that of Agriculture, Irrigation and Fisheries is secured for the success of the project, sub-national NWRA and 

district authorities in both Lahj and Taiz governorates are supportive, project upscaled into the HDP Nexus Area 

Based interventions in Taiz. 
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Project support through technical advisory, process facilitation, capacity building and financial inputs should result 

into shifts in capacities and conditions for economic, institutional, and environmental enhancements. 

The ToC is underpinned by several key assumptions, including: 

• The integration of surface and groundwater data leads to more sustainable water resource planning. 

• Strengthened institutions and empowered communities can enforce and internalize IWRM principles. 

• Improved infrastructure and market linkages contribute directly to economic resilience for rural 

producers. 

• Community-based structures like WUAs can manage local water resources more equitably and 

sustainably. 
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Figure 1: ERA project Theory of Change  
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Project timeframe, funding and location 

The BMZ contributed USD $16 million through KfW Development Bank to ERA project. The project is an integral 

part of UNDP’s climate resilience and sustainable livelihoods programming in the country and will directly benefit 

thousands of vulnerable people facing water scarcity and food insecurity.  

The project started on 19 October 2023 and is due to be operationally closed by 19 October 2026. The project is 

being implemented in four conflict-affected districts—Tuban and Al-Mosaymer in Lahj, and Al-Mawaset and Al-

Selw in Taiz Governorates. 

 
Project stakeholders 

The project’s stakeholders engagement plan identified the potentially affected parties including local 

communities, community members, and other parties that may be subject to direct impacts from the Project and 

should be closely engaged in identifying risks as well as in the decision-making on the mitigation measures. The 

direct affected parties include but are not limited to: 

• Farmers, herders, and communities involved in agriculture and livestock; 

• Small-scale farmers and livestock keepers,  

• Rural populations who have suffered losses in crops, livestock, and sources of income; 

• Local community members engaged in various activities; 

• Vulnerable people and population in sub-projects and implemented areas, including women, men, elderly, 
children and people with disability 

• Community Workers (women & men) 

• Producers, processors, and traders in the agricultural sector; 

• Internally displaced persons (IDPs); 

• Households facing severe food insecurity, especially children and households led by women, disabled or the 
elderly; 

• Agricultural extension workers in the field; 

• Water Users Associations (WUAs); 

• Field staff directly involved in supervisions and monitoring;  

• Contracted contractors and employees, consultants, workers and site technicians;  

• Local NGOs collaborating on the project. 

The projects’ stakeholders also include parties other than the directly affected communities. These are 

stakeholders with varying levels of interest and authority including: 

• Ministry of Agriculture and Irrigation (MoAI) 

• Ministry of Water and Environment (MWE) 

• National Water Resources Authority  

• Project Targeted areas (Governorates and Districts) Local authorities including Local councils.  

• Local NGOs not directly involved in cooperation 

• Local Civil Contractors  

• General public. 
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2. Evaluation scope and objectives 

This Mid-Term evaluation (MTE) aims to provide UNDP, the donor, government counterparts, responsible parties 

in charge of implementation, and other stakeholders with an impartial assessment of the results generated to 

date. It assessed progress towards the achievement of the project objectives and outcomes as specified in the 

Project Document and identify early signs of project success or failure with the goal of identifying the necessary 

actions to be made in order to set the project on-track to achieve its intended results. It aims to provide forward-

looking recommendations that contribute to enhancing the implementation process to achieve the project’s 

intended development objectives. The MTE assessed the project’s strategy, implementation and management 

approaches, along with various risks to sustainability.  

Objectives:  

Specific project evaluation objectives are to: 

1. Assess a) the progress made towards project objective and results and whether there were any 

unintended results; b) what can be captured in terms of lessons learned for future institutional capacity 

enhancement initiatives in Yemen.  

2. Assess whether the project management arrangements, approaches and strategies, including monitoring 

strategies and risk management approaches, were well-conceived and efficient in delivering the project.  

3. Assess the overall contribution of the project towards Country Program Document (CPD), humanitarian-

development-peace (HDP) nexus and whether their indications are of sustaining project’s results after the 

end of the project.  

4. Provide constructive and practical recommendations on factors that will contribute to project 

sustainability, and outlining evidence-based findings and recommendations that can be used for future 

programming.  

5. Assess the project’s contribution to the cross-cutting issues, including gender equality and women’s 

empowerment, disability inclusion and environmental sustainability, as well as communication and 

visibility.   

6. Assess the efficiency, effectiveness, sustainability and coherence of the project’s results, achievements, 

limitations as well as the applied approaches and methodologies used. 

This evaluation was undertaken in line with UNDP Evaluation Guidelines 15 and United Nations Evaluation 

Guidelines (UNEG) Norms and Standards for Evaluation 201616. The evaluation has been undertaken in line with 

UNDP principles concerning independence, credibility, utility, impartiality, transparency, disclosure, ethical, 

participation, competencies and capacities. The consultants signed the Evaluation Consultant Code of Conduct, 

thereby agreeing to abide by the UNEG Code of Conduct in the UN System (2008, revised in 2020)17. The MTE was 

undertaken in line with UNEG principles concerning independence, credibility, utility, impartiality, transparency, 

disclosure, ethical, participation, competencies and capacities. The MTE process has been independent of UNDP 

 
15 UNDP Evaluation Guidelines, 2021, available here 

16 UNEG Norms and Standards for Evaluations, 2016, available here 

17 UNEG ‘Ethical Guidelines for Evaluation, (2008) revised in 2020, available here. 

https://erc.undp.org/pdf/UNDP_Evaluation_Guidelines.pdf
https://www.unevaluation.org/uneg_publications/uneg-norms-and-standards-evaluation-un-system
https://www.unevaluation.org/uneg_publications/uneg-ethical-guidelines-evaluation
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and project partners. The opinions and recommendations in the MTE are those of the Evaluator’s and do not 

necessarily reflect the position of any stakeholders.  

The evaluation covered the period 19 October 2023 up to May 2025 and addressed the results of project 

implementation. This evaluation was undertaken under the direction of the UNDP’s commissioning unit (Energy 

and Environment Team Leader and UNDP Evaluation Manager) and working closely with the Project Manager.  

The MTE undertook a critical analysis of the project’s logframe including indicators and targets, assessed how 

“SMART” the midterm and end-of-project targets are, and suggested specific amendments/revisions to the targets 

and indicators as necessary. The evaluation identified the pertinent issues such as management arrangements, 

procurement and financial procedures, timeliness of interventions, selection of partners, incorporation of 

innovative solutions and prospects for sustainability. 

The list of indicative questions to guide the evaluation scope is available in Annex 2 – the evaluation matrix.  

 

3. Evaluation approach and methods 

The MTE employed a collaborative, consultative, participatory, and utilization-focused approach to ensure 

relevance and maximize the usefulness of its findings. The MTE utilized a Participatory Evaluation (PE) framework, 

engaging key stakeholders, including representatives from the responsible partners and UNDP, to jointly 

determine critical aspects of the process, such as the stakeholders to consult, timing and extent of fieldwork, and 

project documents to review. This collaborative approach facilitated a comprehensive understanding of the 

evaluation framework and ensured the process was tailored to uncover improvement opportunities within the 

project. Importantly, the MTE consultants team emphasized inclusivity by involving primary stakeholders as active 

participants in the MTE process, rather than merely sources of information. This included creating opportunities 

for both women and men community members to analyse, reflect, and contribute to decision-making and action. 

Additionally, the MTE followed a utilization-focused approach, which prioritizes the needs and expectations of the 

intended users of the MTE from the very beginning. By addressing these needs, the MTE ensured that its findings, 

lessons, and recommendations were actionable and valuable to stakeholders.  

Data collection methods 

Mixed methods18 were used for the evaluation to generate a mix of qualitative and quantitative data to best 

describe the project results based on the results framework as outlined in the project document. The use of mixed 

methods has the advantage of supporting data triangulation across multiple sources, which creates the potential 

for increased data accuracy and credibility to inform the reliability of the evaluation results.  

The evaluation used methods of document review and interviews for data collection to obtain answers to all of 

the evaluation questions. The evaluation had three levels of data collection and validation of information:  

 
18 Mixed methods involve desk review, semi-structured interviews, and surveys for data collection, and also descriptive analysis, content 
analysis, thematic analysis and simple quantitative data analysis in excel for survey data and quantitative indicators for data analysis. See 
below sections for more details.  
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• A desk review of project documentation where both qualitative and quantitative data were collected – See 
annex 4 for list of documents reviewed, and 

• Semi-structured interviews with key stakeholders for qualitative data collection (Annex 3 list of persons 
interviewed) a total of 20 interviewees engaged. 

An evaluation matrix was developed as a base for gathering of qualitative inputs for analysis. The evaluation matrix 

defined the objective for gathering non-biased, valid, reliable, precise, and useful data with integrity to answer 

the evaluation questions.  

Engaging stakeholders was critical for the success of the evaluation. The project involved multi-stakeholders and 

teams in different capacities and the MTE engaged with various stakeholders to cover different perspectives taking 

into account the principle of gender responsiveness.  

Gender responsiveness had been integrated throughout the evaluation process, the MTE team attempted to 

include gender balance during the engagement with stakeholders by ensuring both genders are engaged, 

however, this was not fully possible due to the fact of limited women representation in the stakeholders engaged 

by the project. However, the MTE assessed the gender integration in the project design and delivery. The 

evaluation used gender-disaggregated data of personnel engaged by the project to identify barriers and 

differentiate roles that may be more suited to each gender. The evaluation also checked whether all “people 

count“ indicators are gender segregated and if the project had reported women ratio in related indicators. The 

MTE evaluation assessed the extent to which the project has addressed vulnerability to ensure equal participation 

of men, women, children and youth, people with disability and other marginalized groups as well as benefits from 

the project investments. 

Throughout the evaluation process, the main stakeholders were engaged and interviewed using semi-structured 

interview19. Interviews relied on targeted and purposive sampling strategy to include a diversity and balance of 

perspectives from each stakeholder category.  

Data analysis methods 

Data analysis was based on observed facts, evidence, and available data. Findings are specific, concise, and 

supported by quantitative and/or qualitative information that is reliable, valid and generalizable.  

Information was analysed and consulted with project team or commissioning unit, and then an evaluation report 

draft was developed. All analysis has been based on observed facts, evidence and data. Findings have been 

designed to be specific, concise and supported by quantitative and/or qualitative information that is reliable, valid 

and generalizable. The broad range of data provided strong opportunities for triangulation. This process is 

essential to ensure a comprehensive and coherent understanding of the data sets, which was generated by the 

evaluation. 

 

 

 
19 A semi-structured interview is a method of research used most often in the social sciences. While a structured interview has a rigorous 
set of questions which does not allow one to divert, a semi-structured interview is open, allowing new ideas to be brought up during the 
interview as a result of what the interviewee says. The interviewer in a semi-structured interview generally has a framework of themes to 
be explored. 
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The data analysis method involved: 

- Descriptive analysis: A descriptive analysis of the project was used to understand and describe its main 

components, including related activities; partnerships; modalities of delivery; etc. Descriptive analysis 

preceded more interpretative approaches during the evaluation. 

- Content analysis: A content analysis of relevant documents and the literature was conducted to identify 

common trends and themes, and patterns for each of the key evaluation issues (as the main units of analysis). 

Content analysis was used to flag diverging views and opposite trends and determine whether there was need 

for additional data generation.  

- Thematic analysis: Responses collected from semi-structured interviews and field visit observations were 

analysed through thematic analysis, this is a method of analysing qualitative data. The evaluators has closely 

examined the data to identify common themes – topics, ideas and patterns of meaning that come up 

repeatedly from interviews and other sources. 

- Quantitative analysis: A simplified analysis was conducted on all quantitative measures (for example number 

of beneficiaries) by reviewing and validating project datasets on quantitative indicators. The generated 

statistics were used to develop emergent findings and inform the triangulation process. 

- Triangulation: In this evaluation, triangulation involved validation of data through cross verification from at 

least two sources, and evaluation findings and conclusions were synthesized based on triangulated evidence 

from the desktop review and interviews. This process was essential to ensure a comprehensive and coherent 

understanding of the data sets, which have been generated by the evaluation. 

 

Ethical Considerations 

The MTE consultants were held to the highest ethical standards and were required to sign a code of conduct upon 

acceptance of the assignment. This evaluation was conducted in accordance with the principles outlined in the 

UNEG ‘Ethical Guidelines for Evaluation 202020. The evaluators ensured to safeguard the rights and confidentiality 

of information providers, interviewees, and stakeholders through measures to ensure compliance with legal and 

other relevant codes governing collection of data and reporting on data. The evaluators also ensured security of 

collected information before and after the evaluation and protocols to ensure anonymity and confidentiality of 

sources of information where that is expected. The information knowledge and data gathered in the evaluation 

process has been solely used for the evaluation and not be used for other purposes without the express 

authorization of UNDP and partners. 

 

Limitations  

One of the main constraints experienced during this evaluation was related to the tight timeframe for delivering 

the evaluation, this required splitting the data collection task between MTE team members, where the local 

consultant handled mainly the field data collection, the international consultant remained focused on engaging 

stakeholders virtually. Another constraint related to data collection was stakeholders’ availability for interview 

particularly when such engagement is envisaged to be undertaken remotely. In response, the MTE team started 

 

20 UNEG ‘Ethical Guidelines for Evaluation, (2008) revised in 2020, available here. 

https://www.unevaluation.org/uneg_publications/uneg-ethical-guidelines-evaluation
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early on liaising with all stakeholders to ensure their availability during the evaluation interview period and tried 

to find alternative times for those who are not available. Also, some interviewees have experienced limited 

internet and mobile connections which required them to visit UNDP premises to be able to get reliable internet 

and participate in the interviews.  

Finally, the project sites are remote with limited accessibility, this meant that field visit by the MTE team took 

longer time than expected.  

 

4. Findings  

 

4.1  Coherence and Relevance  

Findings  

- The ERA project design is generally characterized as light in detail relative to its funding scale and ambition, having 
been developed under tight time constraints and limited resources, without comprehensive on-the-ground 
assessments of beneficiary needs or infrastructure conditions. As a result, several critical design elements—such as 
costing accuracy, intervention scope, and site-level planning—were based largely on assumptions rather than verified 
local data. Also, the project design lacked a clear sustainability and exit strategy, offering limited guidance on how 
interventions—particularly infrastructure and governance mechanisms—would be maintained or scaled post-project.  

- The ERA project design effectively leveraged the latest sector knowledge and analytical work, particularly recent 
UNDP-led studies such as Water Availability in Yemen (2021) and A Holistic Approach to Addressing Water Resources 
Challenges in Yemen (2022). These foundational assessments provided rich insights into the hydrological, 
institutional, and socio-economic dimensions of Yemen’s water crisis.  However, despite this strength, the project 
design provides only limited engagement with existing and ongoing projects in the water and agriculture sectors in 
Taiz and Lahj. These initiatives are referenced briefly, mainly in a footnote, without any detailed assessment of their 
methodologies, outcomes, or relevance to ERA’s goals.  

- The Project Results Framework (PRF) suffers from significant shortcomings in SMART design. Several indicators are 
found to be vaguely defined, misaligned in format, speculative targets that are lacking a robust evidence base, or 
unachievable within the project’s timeframe and budget. These technical inconsistencies undermine the practical 
utility of the PRF for monitoring, evaluation, and adaptive management. 

- Despite these weaknesses, the design demonstrated a fair contextual understanding of Yemen’s water and food 
security challenges and adopted a holistic, participatory approach, integrating technical solutions with institutional 
strengthening and community empowerment to address the root causes of water scarcity and enhance agricultural 
resilience. 

- The ERA project is highly relevant to the critical needs of Yemen’s rural populations, particularly in conflict-affected 
governorates such as Taiz and Lahj. Beneficiaries consistently emphasized that the project's focus on improving water 
infrastructure, enhancing agricultural productivity, and strengthening local governance systems directly addresses 
the most urgent challenges they face, including widespread food insecurity, water scarcity, and institutional 
breakdown. This relevance is further validated by strong alignment with institutional priorities expressed by key 
stakeholders such as MoAIF, MoWE, and NWRA. These institutions acknowledged that the project supports their core 
mandates by addressing long-standing gaps in infrastructure, technical capacity, and inter-agency coordination—
especially through capacity-building, improved data systems, and the revitalization of local water governance bodies 
like WUAs. 

- The ERA project demonstrates strong alignment with the UNDP Resilience Building and Recovery Programme for 
Yemen, which prioritizes the restoration of basic services, institutional strengthening, and recovery in conflict-
affected areas. The project's alignment with national strategies and policies is more challenging to assess due to the 
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outdated nature of many of Yemen’s planning frameworks, particularly in the water and agriculture sectors. For 
example, the National Water Sector Strategy and Investment Program (NWSSIP) has not been updated since 2009. 
However, the project continues to align with the broad, enduring objectives outlined in earlier strategies—such as 
promoting food security, sustainable water management, and institutional capacity development. 

 

The project design is generally characterized as being 'light' relative to the scale of its funding and ambition. 

Developed within a constrained timeframe and under limited resource conditions, the design process did not 

include comprehensive, on-the-ground assessments of the specific needs of target beneficiaries or the condition 

of existing infrastructure in the selected districts.  

As a result, critical design elements—such as intervention scope, costing accuracy, and site-specific planning—

were initially based on assumptions and broad sectoral knowledge rather than detailed local evidence. However, 

this gap was addressed during the implementation phase, when the project conducted in-depth hydrological, 

socio-economic, and infrastructure assessments in all target areas. As an example, the project design assumed 

that WUAs were already present across all targeted project sites. However, this assumption proved inaccurate, as 

WUAs were found to exist only in the Tuban district, while the other three districts—Al-Mosaymer, Al-Mawaset, 

and Al-Selw—lacked any formal or functioning WUAs. Recognizing this gap, the project had to pause and 

recalibrate its implementation approach, placing early focus on establishing new WUAs in these districts.  

The ERA project design incorporated ambitious targets and a tight implementation timeline, which, while 

reflective of the urgency of Yemen’s development needs, has proven to be unrealistic in light of the country’s 

complex operating environment. A key example is the projected outreach to 21,170 individual beneficiaries, a 

figure that appears overly ambitious given the project's budget, the depth of support expected per beneficiary, 

and the logistical and institutional challenges involved. Reaching this scale of beneficiaries within the original 

three-year project duration was particularly optimistic, considering the operational constraints and limited 

capacities. 

The project design offered limited insights into the sustainability mechanisms for interventions beyond the 

project's lifespan. Although it outlines a range of technical, institutional, and community-based activities, the 

design lacks a comprehensive sustainability strategy detailing how the outcomes—particularly infrastructure 

functionality, governance structures, and livelihood improvements—will be maintained and scaled after project 

closure. The design does not elaborate on exit strategies, ownership transition plans, or the integration of project 

interventions into local or national development frameworks that could provide continuity. 

Nonetheless, the project design demonstrated fair contextual understanding of water and food security issues in 

Yemen by identifying the multifaceted challenges contributing to water scarcity in Yemen including hyper-aridity 

and low rainfall, excessive water demand, groundwater overexploitation, and rapid agricultural expansion. These 

compound with structural challenges including excessive pumping with minimal investment in renewable water 

harvesting, neglect of traditional water conservation systems, fragmented water governance and planning, weak 

agricultural value chains and institutional and gender gaps. Together, these interlinked technical, institutional, and 

social challenges create a complex environment that requires integrated and participatory solutions, as recognized 

by the project’s comprehensive design approach. 
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In response to these complex and interrelated challenges, the project design adopts an integrated and 

participatory approach that addresses both the technical and institutional dimensions of water scarcity. Central 

to this approach is the development and rehabilitation of water infrastructure to improve water availability for 

agricultural use, particularly through renewable surface water harvesting systems. Complementing these efforts, 

the project introduces small-scale, value-adding initiatives aimed at boosting agricultural productivity and creating 

alternative income-generating opportunities for vulnerable communities, including women and displaced 

populations. To ensure the sustainability of these interventions, the project places a strong emphasis on 

strengthening water governance. This includes building the institutional and technical capacities of key public 

entities such as the NWRA and the Agriculture and Irrigation Offices, as well as empowering community-based 

structures like WUAs and Water Committees. By fostering local ownership, promoting inclusive decision-making, 

and enhancing coordination across governance levels, the project aims to lay the groundwork for more resilient 

and equitable management of Yemen’s scarce water resources. 

The project design leveraged the latest water sector knowledge, drawing extensively from recent UNDP-led 

studies such as the Water Availability in Yemen (2021)21 and A Holistic Approach to Addressing Water Resources 

Challenges in Yemen (2022)22. These foundational assessments provided critical insights into the hydrological, 

institutional, and socio-economic dynamics of Yemen’s water crisis. The design leveraged this evidence base to 

initiate a fundamental shift in the way water-related interventions are conceptualized and implemented—moving 

away from fragmented and groundwater-dependent approaches toward integrated, sustainable solutions. 

Specifically, the design prioritizes the development and augmentation of water infrastructure with a strong focus 

on renewable surface water harvesting as a means to improve water accessibility and strengthen food security. 

This marks a strategic pivot toward more climate-resilient and inclusive water management practices that are 

better aligned with Yemen’s evolving needs and long-term sustainability goals. 

However, while the project design is well-informed by recent analytical studies of UNDP, it offers only limited 

engagement with existing and ongoing projects in the water and agriculture sectors of Taiz and Lahj governorates. 

These initiatives are acknowledged briefly—primarily through a footnote in the project document—without 

substantive analysis of their approaches, lessons learned, or potential synergies. As a result, the design lacks clarity 

on how the ERA project intends to build on, complement, or differentiate itself from these efforts. This represents 

a missed opportunity to leverage existing investments, avoid duplication, and strengthen coordination with other 

development actors operating in the same geographic and thematic areas. It is also worth noting that the 

referenced projects are focused on drinking water while the ERA project is focused on agricultural water, which 

makes these projects less relevant.  

The referenced projects in Taiz and Lahj governorates included:  

- UNICEF’s project on improving access to safe and clean drinking water for children and families in by 
rehabilitating and constructing water supply systems, providing water trucking services, and promoting 
hygiene and sanitation practices 

 
21 UNDP, 2021. Water Availability in Yemen. Available here. 

22 UNDP, 2022. A Holistic approach to addressing water resources challenges in Yemen. Available here. 

https://www.undp.org/sites/g/files/zskgke326/files/migration/ye/Water-Availability-Study-in-Yemen.pdf
https://www.undp.org/sites/g/files/zskgke326/files/2022-11/2022%20Nov%20Water%20Resources%20Challenges%20in%20Yemen.pdf
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- Oxfam project to improve access to water resources in by repairing and constructing water supply systems, 
providing water trucking services, and promoting sustainable water management practices 

- Mercy Corps project to improve access to water resources by rehabilitating and constructing water supply 
systems, providing water trucking services, and promoting sustainable water management practices,  

- CARE International is working to improve access to water resources in by rehabilitating and constructing water 
supply systems, providing water trucking services, and promoting sustainable water management practices.   

- The Yemen Humanitarian Fund is providing funding to organizations working to improve access to water 
resources by supporting projects that provide emergency water supply, rehabilitate water infrastructure, and 
promote sustainable water management practices, etc. 

 

Project Results Framework (PRF)  

While the Project Results Framework (PRF) presents a logical combination of outputs and outcomes aligned with 

the project’s overall objectives, it falls short in terms of the SMART criteria—specificity, measurability, 

achievability, relevance, and time-boundedness—of its indicators and targets. Several indicators are either 

unachievable, wrongly worded, vaguely defined, lack clear baselines, or are difficult to measure within the 

project’s timeframe and resource envelope.  

For instance, the PRF fails to clearly distinguish between direct and indirect beneficiaries, which creates ambiguity 

regarding the actual scope and reach of the project’s impact. This lack of differentiation limits the framework’s 

utility for tracking beneficiary outcomes and for evaluating the depth and breadth of the project's contributions. 

While some targets refer to general numbers of "beneficiaries," the PRF does not provide a clear definition of who 

qualifies as a direct beneficiary—such as farmers receiving irrigation tools, individuals trained, or households 

benefiting from infrastructure—versus indirect beneficiaries, such as broader community members who may 

benefit from improved water governance or environmental services. 

Other challenges with PRF include the difficulty of measuring and attributing new jobs to the project activities, 

mismatches between the indicator’s unit of measurement and its target format and unclear scope of 

measurements of some indicators such as the one related to the water supply. Details of these deficiencies are 

articulated in table 1 below.  

These challenges undermined the practical utility of the PRF as a tool for guiding implementation, tracking 

progress, and making evidence-based adjustments. Moreover, the ambiguity and overambition embedded in 

some targets risk creating unrealistic expectations about what the project can achieve, potentially affecting both 

internal planning and external accountability. Strengthening the PRF by refining indicators and aligning targets 

with the project’s scope and context would significantly enhance its effectiveness as a management and 

communication tool. 

Further compounding the limitations of the PRF is the lack of transparency regarding how the targets were 

defined, particularly given that these targets were established well before the completion of detailed hydrological 

and socio-economic assessments conducted during project implementation. Without the benefit of these critical 

analyses, the target-setting process appears to have been largely speculative, lacking a robust evidence base. This 

disconnect raises concerns about the validity and achievability of the targets, as they may not accurately reflect 
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the actual conditions, needs, or capacities within the target areas. The project document does not clearly explain 

the methodology or evidence base used to set the numerical targets for outputs and outcomes. It remains unclear 

whether these targets were informed by baseline data, technical assessments, stakeholder consultations, or 

projections of implementation capacity and resource availability. This absence of a clear rationale raises concerns 

about the realism and feasibility of achieving the stated results within the project’s timeframe. It also limits the 

credibility of the monitoring and evaluation framework and reduces stakeholders' confidence in using the PRF as 

a reliable tool for planning, performance tracking, and adaptive management. 
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Table 1: SMART assessment of the PRF and recommended changes  

EXPECTED OUTCOMES & 
OUTPUTS 

OUTCOMES & 
OUTPUTS 

INDICATOES 

Baseline  EoP 
Target  

SMART assessment  Proposed revisions   Revised EOP target  

OUTCOME 1: Enhanced 
livelihood resilience and 
agricultural production 
(BMZ-related). 

# of farmers 
benefiting 
from improved 
water and 
irrigation 
facilitation. 

0 21,170 The scope of the indicator is 
limited to those who benefits 
from improved water and 
irrigation facilitation and it 
doesn’t capture those who 
are benefiting from the new 
opportunities for income 
generation 

It is recommended capture all 
types of beneficiaries under 
outcome 1 in one indictor 
providing the breakdown, as this:  
# of project direct beneficiaries 
including:  
1) farmers benefiting from 
improved water and irrigation 
facilitation, and  
2) individuals directly benefiting 
from new opportunities for 
income generation23. 

 
 
 
Total of 21,170 
beneficiaries 
including:  
1) 17,670 farmers 
benefiting from 
improved water and 
irrigation facilitation 
 
2) 3,500 individuals 
directly benefiting 
from new 
opportunities for 
income generation 

# of new jobs 
created 

0 6,350 The indicator is not 
measurable in the current 
circumstances, mainly due to 
the lack of clear definition of 
what makes ‘job creation’ in 
this context, absence of 
baseline, the difficulty of 
measuring and attributing 
new jobs to the project 
activities. Further, the 
assigned target is not realistic 
for the project scale. 

Original indicators to be deleted 
and replaced by: 
% of beneficiaries’ reporting 
incomes increase as a result of 
project support (survey data) 
 

At least 30% of 
supported farmers 
report income 
increase more than 
20% as a result of 
project support  

 
23 Disaggregated by: gender, IDP status, persons with disabilities (PwD), geographical area, and age group (e.g., youth, adults, elderly) 
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Output 1.1: Increased 
water availability for 
agricultural production 

Indicator 1.1.1  
# of new and 
rehabilitated 
water 
infrastructure 
work  

0 100% A mismatch between the 
indicator’s unit of 
measurement and its target 
format. This inconsistency 
between the unit of 
measurement (“#”) and the 
format of the targets (“%”) 
creates challenges for 
effective monitoring, 
evaluation, and reporting. 

No change on the indicator itself, 
however, the target is to be 
changed to numerical target 
rather than percentage  

300  

Indicator 1.1.2  
% volume of 
new water 
from 
infrastructure 

% 
volume 
of new 
water 
from 
infrastru
cture 

0  No change on the indicator, 
however, the target is now better 
defined.   

Increased from 64,210 
m324 baseline in 2025 
to 107,018 m3 by the 
end of the project.  

     Add a new indicator measuring:  
Area of agricultural land served by 
constructed and rehabilitated 
water infrastructure. (Baseline 0) 

250 ha  

Activity 1. Data collection 
on water resources and 
existing water 
infrastructure 

NA 0 2 No specific indicator 
statement made.  

No changes to the activity, just 
confirming the indicator 
statement and unit of 
measurement, as follows:  
# of governorate level workshops.  

2 governorate level 
workshops. 

Activity 2. Hydrological 
water balance 
assessments for Tuban and 
4 sub-catchments, terraces 
flood mitigation potential 
and water retention, water 
allocation 

NA 0 4 No specific indicator 
statement made.  

No changes to the activity, just 
confirming the indicator 
statement and unit of 
measurement, as follows:  
# of districts covered by 
Hydrological water balance 
assessments. 

4 districts  

 
24 Source: Baseline assessment reports 
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Activity 3. Workshops to 
identify potential water 
infrastructure works for 
interventions  

NA 0 4 No specific indicator 
statement made.  

No changes to the activity, just 
confirming the indicator 
statement and unit of 
measurement, as follows:  
# of Workshops to identify 
potential water infrastructure 
works for interventions 

4 workshops  

Activity 4. Assessment of 
water infrastructure and 
use 

NA 0 4 No specific indicator 
statement made.  

No changes to the activity, just 
confirming the indicator 
statement and unit of 
measurement, as follows:  
# of assessments of water 
infrastructure and use 

4 assessments  

Activity 5. Construction, 
procurement and 
installation of water works 

NA 0 4 No specific indicator 
statement made.  

No changes to the activity, just 
confirming the indicator 
statement and unit of 
measurement, as follows:  
# of districts targeted   

4 districts  

Output 1.2: Improved 
income from better 
markets and enhanced 
agricultural value chain 

Indicator 1.2.1  
# of 
beneficiaries; 
small farmers, 
women and 
IDPs accessing 
new 
opportunities 
for income 
generation 

0 40% A mismatch between the 
indicator’s unit of 
measurement and its target 
format. This inconsistency 
between the unit of 
measurement (“#”) and the 
format of the targets (“%”) 
creates challenges for 
effective monitoring, 
evaluation, and reporting. 

This indicator is now included as 
sub-indicator under outcome 1. 
An alternative indictor is 
proposed below.  
 

NA 

    A new proposed indicators as 
follows:   
Indicator 1.2.1:  
# of supported income-
generating livelihoods25 that are 

1,000 supported 
livelihoods across 
project sites 

 
25 A micro-business enterprise may be owned and operated by one or more project beneficiary. 



Mid-Term Evaluation of the ‘Integrated Water Resources Management to Enhance Resilience of Agriculture’ (ERA) and Food Security Project’- Yemen 

Mid- term Evaluation of the ERA Project. 

34 

 

effectively managed. 
(disaggregated by project sites) 

Activity 1. Socio economic 
analyses around 
agricultural value add 
options in identified sub-
catchments 

NA 0 2 No specific indicator 
statement made.  

No changes to the activity, just 
confirming the indicator 
statement and unit of 
measurement, as follows:  
# of socio-economic studies 
around agricultural value add 
options in identified sub-
catchments 

2 studies  

Activity 2. Community 
mobilisation, prioritisation 
of small farmers and 
women food gardens and 
local government planning 
support of small initiatives 

NA 0 12 No specific indicator 
statement made.  

No changes to the activity, just 
confirming the indicator 
statement and unit of 
measurement, as follows:  
# of workshops/meetings 

12 
workshops/meetings 

Activity 3. Implementation 
of selected food 
processing and support to 
enhancing markets 

NA 0 100% No specific indicator 
statement made.  

No changes to the activity, just 
confirming the indicator 
statement and unit of 
measurement, as follows:  
% of implementation progress 

100% 

OUTCOME.2: Enhanced 
water governance and 
local communities are 
actively engaged in WRM 
decision-making processes 
(BMZ-related)  

# of rural 
community 
members 
involved in 
water 
governance 
committees or 
other decision-
making bodies 
at the local 
level26. 

0 1,840  No change, however target is to 
be updated.  

1,20027 community 
members involved in 
water governance 
committees or 
decision-making 
bodies at the local 
level. 
 
 
 

 
26 Disaggregated by: gender, IDP status, persons with disabilities (PwD), geographical area, and age group (e.g., youth, adults, elderly). 

27 This target includes those who are benefiting from governance committees and training activities 
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     An addition indicator is proposed 
to capture the establishment of 
new WUAs, as follows:  
# of newly established and 
operated WUAs in Al-Mosaymer, 
Al-Mawaset, and Al-Selw 
(baseline: 0) 

19 
(6 in Al-Mosaymer, 7 
in Al-Mawaset, and 6 
in Al-Selw) 

Output 2.1: Improved 
water governance 

Indicator 2.1.1 
# of 
catchment 
participatory 
planning 
workshops 
completed for 
each sub-
catchment28 

0  12  The wording of the indicator 
to be reviewed  

To be reworded as:  
Indicator 2.1.1 
# of catchment participatory 
planning workshops completed 
for the targeted sub-catchments 
(disaggregated by site)  

12 (3 per site)  

Indicator 2.1.2  
# of female 
members in 
WUA 

0 72 There is a critical limitation in 
the design of this indicator: 
while it reports the number 
of female members in Water 
User Associations (WUAs), it 
does not accurately reflect 
the level of women's 
participation or 
representation. Absolute 
numbers alone can be 
misleading, especially in 
associations of varying sizes. 
It would be more 
appropriate to express the 
indicator as a percentage of 
total WUA members who are 
women. 

Indicator 2.1.2  
% of female members in WUA 
(baseline: 0%)  

25% (estimated 
around 60 women out 
of 240 total members 
across all targeted 
WUAs) 

Indicator 2.1.3  
# of women 
(members of 

0 1,140 NA No changes proposed on the 
indicator itself, however, the 
target is to be reviewed based on 

400 

 
28 While this indicator is set for outcome 2, it should be noted that the scope of these workshops may also cover parts of outcome 1.  
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WUA & Water 
Committees) 
trained  

emerging evidence from the 
baseline assessments. 

Activity 1. Institutional 
needs assessment and 
strengthening of NWRA, 
WUAs and water 
committees 

NA 0 4 No specific indicator 
statement made.  

No changes to the activity, just 
confirming the indicator 
statement and unit of 
measurement, as follows:  
# of government 
institutions/offices assessed  
# of WUAs provided with capacity 
building   
# of government 
institutions/offices provided with 
capacity building   

 
 
 
4 
25 
 
4 

Activity 2. Training and 
capacity building on 
building and sustaining an 
organisation, equity in 
allocations, water 
monitoring, compliance 
and enforcement of water 
management, food 
processing, marketing, etc 

NA 0 120 No specific indicator 
statement made.  

No changes to the activity, just 
confirming the indicator 
statement, update the target and 
unit of measurement, as follows:  
 # of trainees from government 
and community water 
institutions trained on building 
and sustaining an organisation, 
equity in allocations, water 
monitoring, compliance and 
enforcement of water 
management, food processing , 
marketing and micro-business29.  

 
 
 
1,200 trainees 

Activity 3. women custom 
made trainings on 
technical and soft skills; 
public speaking and 
women targeted initiatives 

NA 0 32 No specific indicator 
statement made.  

No changes to the activity, just 
confirming the indicator 
statement, update the target and 
unit of measurement, as follows:  
 #  of women trained on technical 
and soft skills; public speaking 
and women targeted initiatives 

 
 
 
320 trainees 

 

 
29 Disaggregated by: gender, IDP status, persons with disabilities (PwD), geographical area, and age group (e.g., youth, adults, elderly) 
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The project results framework is supported by a Theory of Change (ToC) presented in Annex 1 of the project 

document, which outlines the logical foundation for the ERA project’s intervention strategy. The ToC articulates a 

coherent narrative that connects the development and rehabilitation of water infrastructure, improved market 

access, and strengthened water governance to the overarching goal of enhancing livelihood resilience in Yemen. 

One of the key strengths of the ToC is its holistic approach, which addresses both technical and systemic challenges 

through a blend of infrastructure development, institutional capacity building, and community engagement. The 

ToC also acknowledges the structural barriers facing the sector—such as inequitable water allocation, weak local 

institutions, and underdeveloped market linkages—and proposes multi-level interventions to overcome them. 

Importantly, the ToC also identifies critical contextual assumptions—such as sustained institutional cooperation 

and a relatively stable security environment—which are recognized as necessary preconditions for successful 

implementation. However, the ToC is limited in outlining the causal pathways between activities; outputs; and 

outcomes, and are not always clearly defined, making it difficult to trace how specific interventions are expected 

to lead to the desired impacts.  

Multi-Year Work Plan 

Section 7 of the project document presents a detailed Multi-Year Work Plan outlining the project’s planned 

activities over the three-year implementation period, along with corresponding budget allocations and brief 

budget descriptions. The activities are clearly articulated and well-aligned with the Project Results Framework, 

reflecting a coherent structure that links resource planning with the project’s intended outputs and outcomes. 

However, despite the overall clarity and strategic alignment, inaccuracies in the costing of key activities have been 

identified. These discrepancies—recognized by the project team—suggest that certain activities may have been 

underestimated particularly as related to the capacity building activities, potentially affecting implementation 

efficiency and financial planning. The inaccuracies could stem from initial design-stage assumptions made in the 

absence of updated market data, local cost realities, or detailed technical assessments, many of which were 

conducted only after project inception. 

Another notable example of underestimated budget allocation within the ERA project is the Project Management 

Cost (PMC) budget line. This category encompasses several critical cost components, including staff salaries, third-

party monitoring (TPM), travel, communication, and feasibility-related expenses. Unfortunately, several of these 

items were significantly underbudgeted at the design stage, which has already begun to create implementation 

pressures. A key illustration of this issue is the Third-Party Monitoring (TPM) contract. Despite pursuing 

competitive procurement, the lowest qualified offer received for the TPM service over two years exceeded the 

total amount originally allocated for this activity. This forced the project team into extended negotiations with the 

selected vendor to reduce the proposed costs, and even after those efforts, the project had to reallocate a portion 

of the budget from other PMC items to partially cover the gap. Such budget deficiencies not only complicate 

financial management but also risk affecting the quality and continuity of critical oversight functions like TPM.  

Addressing these budgetary misalignments will be crucial for ensuring financial realism, optimizing the use of 

resources, and avoiding implementation delays or scope reductions. Going forward, the project may need to revise 

the budget allocations, especially in light of updated information from recent assessments and procurement 

exercises, and explore opportunities for cost adjustments or reallocations where necessary. 
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Planned stakeholders participation  

The project design demonstrates a solid understanding of the stakeholder landscape relevant to Integrated Water 

Resources Management (IWRM) in Yemen, particularly within the context of the ERA project. It identifies the 

Ministry of Agriculture, Irrigation, and Fisheries (MoAIF) and the Ministry of Water and Environment (MoWE), 

represented by the National Water Resources Authority (NWRA) in Taiz and Lahj governorates, as the principal 

public sector stakeholders. In addition, the project acknowledges the critical role of sub-national actors, 

specifically the districts of Al-Mawaset and Al-Selw in Taiz governorate, and Al-Mosaymer and Tuban in Lahj 

governorate. 

MoAIF and NWRA were not only involved in the initial design and districts selection process but are also expected 

to remain integral throughout project implementation and governance. Their continued engagement is seen as 

essential to ensuring institutional ownership and alignment with existing mandates. To further support their 

effectiveness, the project includes provisions for capacity strengthening of these institutions to enhance their 

technical and operational roles in the management of water resources, infrastructure oversight, and stakeholder 

coordination.  

To further reinforce stakeholder engagement, the project developed a comprehensive Stakeholder Engagement 

Plan (SEP). The SEP was designed to ensure inclusive, transparent, and participatory engagement throughout the 

project lifecycle. It outlines a structured approach for public consultation, promoting equal participation of all 

relevant stakeholders—including women, marginalized groups, and local communities—in decision-making 

processes. The SEP provides clear guidance on how the project team will communicate, consult, and collaborate 

with stakeholders at national, governorate, district, and community levels. It emphasizes the importance of timely 

and accessible information sharing, tailored to local contexts and stakeholder capacities. 

Importantly, the SEP also incorporates a Grievance Mechanism (GM) to provide stakeholders with a formal 

channel to express concerns, provide feedback, or lodge complaints regarding any aspect of project 

implementation. The GM is intended to enhance transparency, foster trust, and support the resolution of issues 

in a timely and responsive manner, thereby contributing to more accountable and equitable project delivery. 

 

Project relevance  

Relevance to the needs of beneficiaries and stakeholders 

Based on the MTE team engagement with the project beneficiaries, it can be confirmed that the ERA project is 

highly relevant to the critical needs of Yemen’s rural populations, particularly in governorates such as Taiz and 

Lahj, which continue to experience the compounded impacts of conflict, food insecurity, water scarcity, and 

institutional fragility. 

Beneficiaries expressed that the project’s focus on improving water infrastructure, enhancing agricultural 

productivity, and strengthening local governance mechanisms directly aligns with their most pressing challenges. 

In areas where public services have collapsed or are significantly degraded, ERA’s integrated approach offers a 

critical pathway to restoring essential resources, improving livelihoods, and enhancing community resilience. The 
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project’s relevance is further reinforced by its targeted support to women, vulnerable and marginalized groups, 

including smallholder farmers, and internally displaced persons (IDPs), making it both timely and responsive to 

local development priorities in a fragile and complex operating environment. 

Also, feedback from national and local stakeholders, including MoAIF, MoWE and NWRA, confirms that the ERA 

project is well-aligned with core institutional priorities and needs. These stakeholders acknowledged that the 

project directly supports their mandates by addressing critical gaps in infrastructure, technical capacity, and 

coordination mechanisms necessary for managing Yemen’s scarce water resources and supporting rural 

agricultural development. 

They also highlighted that the project is contributing meaningfully to institutional strengthening, including through 

capacity-building, improved data systems, and support for decentralized water governance via the establishment 

and reactivation of WUAs. This alignment has helped foster strong ownership and collaboration from government 

counterparts, which is essential for long-term sustainability and policy impact. 

Participatory planning exercises and consultations with local communities further ensured that interventions were 

informed by local knowledge and demand-driven. This inclusive approach has enhanced community ownership 

and trust, reinforcing the project's contextual appropriateness and the sustainability of its outcomes. 

Relevance to UNDP Resilience Building and Recovery Programme for Yemen 

The ERA project aligns strongly with the UNDP Resilience Building and Recovery Programme for Yemen, which 

emphasizes restoring basic services, strengthening institutional resilience, and enabling recovery in conflict-

affected regions. Through its work on hydrological assessments, infrastructure rehabilitation, and institutional 

coordination, ERA directly contributes to the restoration of essential water services and the reactivation of rural 

livelihoods. It promotes integrated and participatory planning approaches that mirror UNDP’s model of recovery 

that links humanitarian assistance to long-term development. 

Relevance to the national strategies and policies  

It should be noted that many of the strategic planning frameworks in Yemen—particularly those related to water 

and agriculture—are outdated and no longer reflect the current realities on the ground. For instance, the National 

Water Sector Strategy and Investment Program (NWSSIP), one of the key reference documents for water sector 

planning, was last updated in 2009. Since then, prolonged political unrest and conflict have disrupted institutional 

functions, and many sectoral strategies have not been revised or officially endorsed. 

As a result, measuring the ERA project’s relevance strictly against these outdated frameworks may not provide an 

accurate or complete picture. While the project aligns with the broad objectives of resilience building, water 

governance, and food security outlined in earlier strategies, the absence of updated national plans limits the ability 

to benchmark ERA’s design and objectives against current institutional priorities, emerging needs, and regional 

disparities. 

This situation underlines the importance of contextual relevance over formal alignment, where project relevance 

should be assessed based on how well it responds to actual needs on the ground, supports local institutions and 

communities, and contributes to restoring essential services and capacities in a fragile environment. It also 
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highlights the need for renewed efforts, at both national and international levels, to revise and revitalize sectoral 

strategies to guide future investments more effectively. 

Nonetheless, here is a brief assessment of the relevance to main strategic framework including:  

- National Water Sector Strategy and Investment Program: At the national level, the project is fully aligned with 
Yemen’s National Water Sector Strategy and Investment Program (NWSSIP) (2004 updated in 2009)30. The 
objective of the NWSSIP is to introduce institutional, regulatory, and financial measures to ensure the 
sustainable and equitable use of Yemen’s water resources across all sub-sectors (water resources, urban water 
supply and sanitation, rural water supply and sanitation and irrigation). It seeks to address over-extraction, 
especially of groundwater, prevent ongoing resource capture, and regulate water use to avoid irreversible 
depletion. The ERA project is highly aligned with the NWSSIP as they both aim to promote the sustainable, 
equitable, and regulated use of water resources in Yemen. NWSSIP emphasizes controlling over-extraction, 
protecting rural and urban water interests, and strengthening institutional frameworks, which is directly 
reflected in ERA’s work through hydrological assessments, rehabilitation of water infrastructure, and the 
establishment of community-based WUAs. By improving local water governance and supporting integrated 
water resource management, the ERA project contributes to operationalizing NWSSIP’s vision at the local level, 
ensuring long-term water security and social stability. 
 

- Yemen’s National Agriculture and Fisheries Strategy and Investment Plan (NAFSIP) 2024–203031: The ERA 
project is well-aligned with Yemen’s National Agriculture and Fisheries Strategy and Investment Plan (NAFSIP) 
2024–2030. NAFSIP outlines a comprehensive framework to transform Yemen’s agriculture and fisheries 
sectors, focusing on resilience, inclusivity, and sustainability. The ERA project supports these objectives through 
several key areas: 

1. Sustainable Natural Resource Management (NAFSIP Pillar 3): NAFSIP emphasizes the sustainable 
and climate-resilient management of natural resources, including water. The ERA project 
contributes by rehabilitating traditional water conservation systems, such as terraces, and 
developing water infrastructure to enhance water availability for agriculture. These efforts align 
with NAFSIP's goal of enabling communities to plan, manage, and utilize natural resources 
sustainably. 

2. Socio-Economic Inclusion (NAFSIP Pillar 4): NAFSIP aims to boost socio-economic inclusion within 
the agri-food sector, particularly for poor, food-insecure, and vulnerable households. The ERA 
project addresses this by creating income-generating opportunities through small-scale value 
addition and improving market access for agricultural products. These initiatives support NAFSIP's 
objective of increasing economic access to food for vulnerable populations. 

3. Governance and Institutional Strengthening (NAFSIP Pillar 5): Strengthening governance to 
support agriculture, food, and nutrition security is a core component of NAFSIP. The ERA project 
aligns with this by enhancing water governance through institutional strengthening and capacity 
building of entities like the National Water Resources Authority (NWRA) and local Water User 
Associations (WUAs). This supports NAFSIP's aim of effective coordination and resource 
mobilization for the agri-food sector. 

4. Gender Equity and Inclusion: NAFSIP underscores the importance of gender equity in agriculture 
and fisheries. The ERA project incorporates gender-sensitive indicators, promotes women's 
participation in WUAs, and provides tailored training programs for women. These measures 
contribute to NAFSIP's commitment to gender equality and the empowerment of women in the 
agri-food sector. 

 
30 Yemen’s National Water Sector Strategy and Investment Program is available here. 

31 Yemen’s National Agriculture and Fisheries Strategy and Investment Plan (NAFSIP) 2024–2030 available here.  

https://faolex.fao.org/docs/pdf/yem147103.pdf
https://faolex.fao.org/docs/pdf/yem224350E.pdf
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The ERA project operationalizes NAFSIP's strategic pillars by implementing integrated interventions that address 

water resource management, socio-economic inclusion, governance, and gender equity. This alignment ensures 

that the ERA project contributes effectively to the transformation and resilience of Yemen's agriculture and 

fisheries sectors as envisioned in NAFSIP 2024–2030. 

Relevance to SDGs 

The ERA project is strongly aligned with the global 2030 Agenda and contributes directly to several key SDGs, 

particularly those centered on poverty reduction, food security, water management, gender equality, climate 

action, and peacebuilding. In doing so, it advances both Yemen’s national development priorities and the 

international commitment to “Leave No One Behind.” 

Most directly, the project contributes to SDG 2: Zero Hunger, by rehabilitating agricultural land, improving water 

availability for irrigation, and supporting value chains that increase food production and rural incomes. Through 

these actions, the project addresses chronic food insecurity in vulnerable regions of Yemen. 

It also significantly supports SDG 6: Clean Water and Sanitation, by improving access to water through 

infrastructure rehabilitation, surface-groundwater integration, and the establishment of WUAs. These efforts not 

only enhance agricultural productivity but also contribute to more equitable and sustainable community-level 

water management. 

In targeting women-headed households and prioritizing gender-responsive planning, the ERA project advances 

SDG 5: Gender Equality. It facilitates women’s inclusion in decision-making processes related to water governance 

and agricultural livelihoods, addressing gender disparities in resource access and economic participation. 

The project also promotes SDG 13: Climate Action, through climate-resilient infrastructure, watershed protection, 

and risk-informed planning. By responding to increasing climate shocks such as drought and flooding, ERA 

contributes to Yemen’s adaptation capacity and strengthens community resilience. 

Additionally, the project contributes to SDG 1: No Poverty and SDG 8: Decent Work and Economic Growth, by 

enabling sustainable livelihoods, facilitating access to markets, and improving productivity among smallholder 

farmers. Through coordinated local governance and conflict-sensitive planning, it also complements SDG 16: 

Peace, Justice and Strong Institutions, supporting inclusive institutions and community dialogue in fragile settings. 

United Nations Sustainable Development Cooperation Framework (UNSDCF) 2022–2025 

The ERA project aligns closely with the United Nations Sustainable Development Cooperation Framework 

(UNSDCF) 2022–2025 for Yemen32. The project is informed by the UNDP Country Strategy Note 2021 to 2023, 

which has an overarching focus on food security. It will directly contribute to achieving the 2022-2025 United 

Nations Sustainable Development Cooperation Framework (UNSDCF) Outcome 1: “By 2025, people in Yemen, 

especially women, adolescents and girls and those in the most vulnerable and marginalized communities benefit 

from better, equal and inclusive access to nutritious food, sustainable and resilient livelihoods and environmental 

stability”.  

 
32 United Nations Sustainable Development Cooperation Framework (UNSDCF) 2022–2024 for Yemen is available here 

https://unsdg.un.org/sites/default/files/2022-06/Yemen-Cooperation_Framework-2022-2024.pdf
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The UNSDCF outlines four strategic outcomes aimed at addressing Yemen's complex humanitarian, development, 

and peace challenges. The ERA project's objectives and activities correspond with these outcomes in the following 

ways: 

1. Enhancing food security and livelihoods (UNSDCF Outcome 1): 
The ERA project focuses on rehabilitating and developing water infrastructure to improve water availability 
for agriculture, thereby increasing food production and supporting income-generating activities for 
vulnerable populations, including women and internally displaced persons (IDPs). These efforts directly 
contribute to enhancing food security and creating livelihood opportunities in line with UNSDCF Outcome 1 
 

2. Strengthening inclusive and effective institutions (UNSDCF Outcome 2): 
By building the capacities of the National Water Resources Authority (NWRA), Agriculture and Irrigation 
Offices, and local Water User Associations (WUAs), the ERA project promotes inclusive and effective 
governance of water resources. This institutional strengthening supports the development of efficient 
national and local systems, aligning with UNSDCF Outcome 2. 

 
 

3. Promoting inclusive economic transformation (UNSDCF Outcome 3): 
The ERA project's initiatives to enhance agricultural value chains and support small-scale value-adding 
activities contribute to inclusive economic transformation. By improving market access and creating 
economic opportunities, especially for marginalized groups, the project aligns with the goals of UNSDCF 
Outcome 3. 
 

4. Advancing social services and inclusion (UNSDCF Outcome 4): 
The project's emphasis on gender-sensitive approaches, including promoting women's participation in 
WUAs and providing tailored training programs, advances social inclusion and empowerment. These 
actions support the broader aim of building inclusive social services as outlined in UNSDCF Outcome 4. 

 
 

In summary, the ERA project's integrated approach to water resource management, agricultural development, 

and institutional capacity-building aligns with the UNSDCF's strategic priorities, contributing to Yemen's resilience 

and sustainable development goals. 

 

4.2  Achieved Results  

Findings  

Overall, the ERA project has achieved moderate progress, primarily by establishing a robust foundation for 
implementation. The completion of key baseline assessments—including socio-economic, hydrological, and institutional 
capacity studies—has enabled the project to geographically and thematically target interventions with precision. In 
parallel, the project has made notable progress in operational preparedness, successfully contracting national 
infrastructure firms and Responsible Parties (RPs) to implement water infrastructure, community engagement, and 
income-generation activities. These preparatory steps have positioned the project to transition effectively from planning 
to delivery in the second half of the implementation period. However, on-ground implementation of infrastructure works, 
livelihood interventions, and institutional capacity-building activities has been limited thus far. 
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Under outcome 1, the ERA project has made progress in establishing the technical and analytical foundation necessary for 
targeted, evidence-based implementation. At the operational level, the project has adopted a participatory methodology 
in validating intervention packages, ensuring alignment with local needs through district- and national-level consultations. 
This process led to the formal approval of three intervention packages, with Package 1 already in the implementation 
phase, involving 199 water-related interventions across four districts. Meanwhile, although income-generation activities 
have not yet started on the ground, the completion of socio-economic and value chain assessments in Taiz and Lahj 
governorates has laid a strong foundation. The signing of contracts with two national CSOs (LMMPO and NMO) marks a 
critical shift from planning to field delivery. These developments indicate that the project is now positioned to move into 
full-scale implementation, translating its preparatory work into tangible results. 

Under outcome 2, the ERA project has made notable progress in strengthening water governance and institutional capacity 
at both the community and government levels. A key milestone was the completion of Institutional Needs Assessment of 
Government Water Management Structures in Lahj and Taiz. These assessments revealed significant gaps in technical 
skills, operational systems, and coordination mechanisms, providing a clear foundation for targeted capacity-building 
interventions. At the community level, the project responded effectively to the absence of functioning WUAs in three of 
the four districts by initiating extensive community mobilization efforts. This led to the establishment and formal 
registration of 19 new WUAs—with 3,469 general assembly members, including nearly 1,000 women—reflecting a 
significant push toward gender-inclusive governance structures. 

 

Project Objective 

Overall, the ERA project has made moderate progress by establishing a solid foundation for on-ground 

implementation, particularly through the completion of socio-economic, hydrological, and institutional capacity 

assessments that have provided a strong evidence base for geographically and thematically targeting 

interventions. Simultaneously, the project has made progress in operational preparedness by finalizing contracts 

with national infrastructure contractors and Responsible Parties (RPs) for livelihood and community-based 

components. These arrangements now position the project to transition from planning to delivery, setting the 

stage for tangible outcomes during the second half of the implementation period. 

There has been limited progress related to on-ground implementation of infrastructure construction, income-

generation activities and institutional support, hence no impacts can be measured related to economic and social 

wellbeing for Yemeni beneficiaries. While the first half of the project focused primarily on planning, diagnostics, 

and stakeholder engagement, the next phase represents a critical inflection point, as infrastructure construction, 

income-generation activities, and institutional support efforts begin to unfold on the ground.  

Outcome 1 Enhanced livelihood resilience and agricultural production (BMZ- related). 

The ERA project has laid out the foundation for well-informed, data-driven implementation. This began with the 

development and maintenance of a comprehensive Geographic Information System (GIS) database, which has 

played a central role in supporting site selection, hydrological modeling, and decision-making throughout the 

project lifecycle. A key technical achievement has been the two-phase hydrological assessment of the Tuban 

Catchment. Phase I, completed successfully, focused on data collection and analysis from key stakeholders such 

as MoWE, MoAIF, and NWRA. Phase II, currently ongoing, involves advanced hydrological modeling and water 

balance assessments aimed at identifying viable surface and subsurface water storage zones and potential 

groundwater recharge areas. 
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On the ground, the project has followed a participatory approach to designing and validating intervention 

packages. In September 2024, four district-level consultation workshops were conducted involving 162 

stakeholders followed by a national-level validation workshop, resulting in the formal approval of three 

intervention packages. The project completed technical assessments for Packages 1 and 2, producing four district-

specific reports that included BoQs, technical specifications, and intervention designs. Notably, implementation 

has now commenced for Package 1, with the contract awarded and 199 interventions currently being rolled out 

across the four target districts. 

While on-ground implementation of income-generating activities has not yet commenced, the ERA project has 

completed two foundational socio-economic and value chain assessments in Lahj and Taiz governorates. These 

studies have provided critical baseline insights into local agricultural production systems, market dynamics, 

infrastructure bottlenecks, and gender-related barriers. The assessments identified several interconnected 

barriers to effective farmer participation in the value chain. To operationalize these findings, the project signed 

agreements in March 2024 with two national CSOs—Life Makers Meeting Place Organization (LMMPO) in Lahj and 

Nahda Makers Organization (NMO) in Taiz—who will serve as Responsible Parties (RPs). These partnerships mark 

a shift from planning to execution, with both RPs expected to deliver community mobilization, small-scale food 

processing support, and agricultural market enhancement activities. 

Table 2: Progress towards outcome 2 indicators and targets 

EXPECTED 
OUTPUTS 

OUTPUT 
INDICATORS 

Targets Progress 

Year 1 Year 2 Year 3 Final 

OUTCOME 1: 
Enhanced 
livelihood 
resilience and 
agricultural 
production 
(BMZ-related). 

# of famers benefiting 
from improved water 
and irrigation 
facilitation  

0 8,468 12,702  Zero – construction work is 
still underway  

# of new jobs created 0 3,175 3,175 6,350 No data available  

Output 1.1 Increased water availability for agricultural production 

The ERA project commenced with the development and maintenance of a comprehensive Geographic Information 

System (GIS) database to support the design, implementation, and monitoring of interventions. This included the 

creation of detailed GIS maps, serving as a vital tool for site selection, hydrological modeling, and decision-making 

throughout the project lifecycle. 

The hydrological assessment of the Tuban Catchment was structured into two phases. Phase I focused on data 

collection and review from both primary and secondary sources, including the Ministry of Water and Environment 

(MoWE), the Ministry of Agriculture, Irrigation and Fisheries (MoAIF), and the National Water Resources Authority 

(NWRA). Key outputs included: 

o Analysis of existing datasets and identification of data gaps. 
o Recommendations for supplementing incomplete data with global datasets and field measurements. 
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o Suggestions for appropriate hydrological modeling tools, including SWAT coupled with MODFLOW, 
and the MIKE-SHE model. 

o Compilation of all reviewed materials, shapefiles, and GIS data into a central project database. 

Phase II, currently ongoing, involves hydrological modeling and water balance assessments to identify potential 

surface and subsurface water storage zones and groundwater recharge areas, while accounting for upstream–

downstream water dynamics. This phase is being implemented through a collaboration between MetaMeta 

Research B.V. and Acacia Water B.V., both contracted to carry out the technical work. 

Stakeholder Consultations and Validation of Intervention Packages 

In September 2024, four district-level consultation workshops were conducted in Taiz and Lahj, engaging 162 

participants (including 40 women). These workshops introduced stakeholders to the proposed intervention 

packages and facilitated discussions around environmental and social risks, local priorities, and implementation 

concerns. 

This was followed by a national validation workshop in Aden on 2 October 2024 with key stakeholders from MoAIF, 

MoWE, NWRA, and local authorities. The result was the formal approval of three intervention packages: 

• Package 1: Flood control, soil erosion protection, and wadi training. 
• Package 2: Rehabilitation of existing water storage infrastructure. 
• Package 3: Rehabilitation of irrigation systems. 

In addition, two further packages were identified for future assessment:  

• Package 4: Supporting farmers with modern irrigation tools or solar water pumps.  
• Package 5: Rehabilitation of the Irrigation Gate Manufacturing Workshop and the Gabion Mesh Factory. 

Technical Assessments and Implementation 

Following the validation of the first three packages, full technical assessments were completed for Packages 1 and 

2, culminating in the development of four assessment reports (one for each target district). These reports provide 

in-depth analysis of prevailing challenges—such as water scarcity and infrastructure degradation—and propose 

site-specific interventions, including Bill of Quantities (BoQs), technical specifications, and engineering designs. 

Field-based civil engineers conducted the assessments for Packages 1 and 2, given the relatively uniform technical 

requirements. For the remaining packages (3, 4, and 5), the project opted to contract a specialized engineering 

firm to handle the more complex design requirements involving electrical, mechanical, and structural engineering. 

This approach is expected to enhance efficiency, coordination, and consistency in deliverables. 

Progress on Implementation 

The tender for Package 1 (Flood Control, Soil Erosion Protection, and Wadi Training) has been awarded, and 

implementation has officially begun, covering 199 interventions across the four project districts. Field teams are 

mobilized along with the completion of the requirements related to environmental, and social management 

framework (ESMF), as well as operational, health and safety (OHS). The next steps for the contractor include 

starting the field work in the four districts in parallel. 
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To ensure effective supervision and quality assurance, the project also contracted a separate engineering 

consultancy firm to monitor and support the execution of construction activities under Package 1. 

Table 3: Output 1.1 Indicators 

EXPECTED 
OUTPUTS 

OUTPUT 
INDICATORS 

Targets Progress 

Year 1 Year 2 Year 3 Final 

Output 1.1: 
Increased water 
availability for 
agricultural 
production 

Indicator 1.1.1: 
number of new and 
rehabilitated 
water infrastructure 
works 

0 40% 60% 100% Water infrastructure 
rehabilitation is still 

underway  

Indicator 1.1.2: % 
volume of new water 
from infrastructure 

0 10% 30% 40% Zero  

Output 1.2. Improved income from better markets and enhanced agricultural value chain  

On ground implementation of income-generation activities has not commenced yet, however, the project made 

progress under Output 1.2 through the completion of two socio-economic and market value chain studies in Lahj 

and Taiz governorates. These studies provided key insights into agricultural production systems, identified gaps in 

storage, processing, and distribution, and prioritized value chain improvements for selected crops.  

The value chain study focused on four specific crops—onions, honey, lemon, and peanuts. This strategic focus on 

a limited number of high-potential crops allowed the project to tailor interventions based on the agro-ecological 

suitability and local strengths of each district, thereby enhancing the comparative advantage of each target area. 

By avoiding a one-size-fits-all approach and selecting distinct value chains for different sites, the project was able 

to minimize competition between districts, fostering a more collaborative and complementary implementation 

model, and maximize local impact by building on existing community knowledge, production practices, and market 

linkages specific to each crop. 

The assessments revealed that a range of interconnected barriers hinder the effective participation of farmers 

and food processors—particularly women—in the agricultural value chain across two districts: 

1. Skills and training deficits: There is a significant gap in technical knowledge and food safety awareness 
among farmers and food processors. While some have a basic understanding of regulatory standards, 
many lack the capacity or resources to comply, limiting their ability to produce quality products and remain 
competitive. 

2. Market access and consumer preferences: The promotion of value-added products faces strong resistance 
due to consumer preference for fresh food. This, coupled with limited marketing capacity and weak 
understanding of consumer demand, presents serious barriers. Expanding marketing efforts to include 
urban consumers in nearby towns is necessary. 

3. Infrastructure limitations: Poor transportation networks drive up costs and reduce market access, while 
the lack of storage facilities results in post-harvest losses, forcing farmers to sell produce quickly and at 
low prices. 
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4. Gender and social barriers: Cultural norms and household responsibilities limit women's participation in 
processing and income-generating activities. These gender constraints affect mobility, decision-making 
power, and time availability, restricting women's contribution to the value chain. 
 

While these assessments are essential for laying the foundation for value chain improvements, implementation 

of initiatives to improve food processing and enhance markets had not yet begun by the MTE. 

In March 2024, the ERA project marked an important step in its community-level implementation by signing two 

partnership agreements with national Civil Society Organizations (CSOs), designated as Responsible Parties (RPs). 

These agreements aim to operationalize two critical components of the project under this output: community 

mobilization and the implementation of selected food processing activities and market enhancement support. The 

two CSOs engaged are: 

• Life Makers Meeting Place Organization (LMMPO) – assigned to implement project activities in Lahj 
governorate. 

• Nahda Makers Organization (NMO) – tasked with delivering activities in Taiz governorate. 

These partnerships are central to the project’s strategy of localizing implementation through organizations that 

have a grounded understanding of the local context and strong connections to community structures. Both CSOs 

bring relevant experience in rural development, livelihood support, and community engagement, positioning 

them well to support smallholder farmers—especially women and vulnerable groups—in accessing income-

generating opportunities through value-added agricultural practices and improved market linkages. The signing 

of these agreements represents a transition from planning to field execution, facilitating direct engagement with 

communities and supporting the ERA project's broader goals of resilience building, economic inclusion, and 

sustainable agricultural development. 

The implementation of the two contracts with LMMPO in Lahj governorate and NMO in Taiz governorate is facing 

a significant resource constraint in relation to the scale of expected beneficiaries. Each contract is expected to 

directly support approximately 1,000 farmers, yet the available budget under each agreement translates to an 

average benefit value of only around $280 per farmer. This limited per capita allocation poses several challenges 

including reduced impacts, expectations management and operational strains for the RPs. 

As soon as funds are transferred from UNDP to the two RPs— LMMPO and NMO—the implementation phase will 

formally commence. The first step in this process involves each RP convening stakeholder workshops in their 

respective governorates (Lahj and Taiz) in collaboration with local authorities, community representatives, and 

WUAs to validate and agree on priority interventions based on community needs, WUA input, and available 

resources. Following these consultations, LMMPO and NMO will begin the implementation of selected activities, 

which may include small-scale food processing support, agricultural market enhancement, and targeted capacity-

building.  

Table 4: Output 1.2 Indicators 

EXPECTED 

OUTPUTS 

OUTPUT 

INDICATORS 

Targets Progress 

Year 1 Year 2 Year 3 Final 
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Output 1.2: 
Improved 
income from 
better markets 
and enhanced 
agricultural 
value chain 

Indicator 1.2.1: # of 
beneficiaries; small 
farmers, women and 
IDPs accessing new 
opportunities for 
income generation 
{Baseline = 0; Target = 
40% of 
targeted households} 

0 10% 30% 40% Zero – while preparatory 
work started no new 
income generation 

opportunities developed 
thus far 

 

Outcome 2. Enhanced water governance and local communities are actively engaged in WRM 

decision-making processes (BMZ-related) 

The ERA project has made progress in laying the groundwork for strengthened water governance and institutional 

capacity at both community and government levels. A major achievement was the completion of Institutional 

Needs Assessment of Government Water Management Structures in Lahj and Taiz governorates. These 

assessments revealed widespread gaps in technical, operational, and coordination capacities. In parallel, four 

district-level participatory planning workshops helped introduce the project to local stakeholders, gather input for 

intervention planning, and lay the foundation for more inclusive and participatory catchment-level water 

governance. 

At the community level, the project responded effectively to the realization that functioning WUAs were absent 

in three of the four target districts. Through intensive community mobilization and engagement, the project 

successfully established 19 new WUAs—6 in Al-Mosaymer district, 7 in Al-Mawaset district, and 6 in Al-Selw 

distrct—bringing together 3,469 general assembly members, including nearly 1,000 women. These newly formed 

WUAs were granted legal status through formal registration and supported with comprehensive governance 

structures, including elected Boards of Directors and Monitoring Committees.  

Initial training sessions provided WUA leaders with essential knowledge in governance, administration, financial 

management, and organizational roles and responsibilities. This investment has not only strengthened the 

institutional fabric of local water governance but also catalyzed a cultural shift toward collective water resource 

management, with growing community recognition of the practical value of WUAs in improving irrigation, 

resolving conflicts, and enhancing accountability. These results reflect early but meaningful progress toward more 

inclusive, functional, and locally owned water governance systems in the project’s target areas. Nonetheless, the 

19 newly established WUAs remain underdeveloped and lack basic infrastructure (premises), equipment and 

operational capacities, and the ERA project lacks budget allocations to strengthen these capacities, which creates 

a concern on their sustainability.  

 

 

 

 

 



Mid-Term Evaluation of the ‘Integrated Water Resources Management to Enhance Resilience of Agriculture’ (ERA) and Food Security 

Project’- Yemen 

Mid- term Evaluation of the ERA Project. 

49 

 

Table 5: Progress towards outcome 2 indicator and target 

EXPECTED 

OUTPUTS 

OUTPUT 

INDICATORS 

Targets 
Progress 

Year 1 Year 2 Year 3 Final 

OUTCOME.2: 
Enhanced water 
governance and 
local 
communities are 
actively engaged 
in WRM 
decision-making 
processes (BMZ-
related) 

# of rural community 
members involved in 
water governance 
committees or other 
decision-making bodies 
at the local level. 

0 184 828 1,840 195 male and female WUA 
members (154 men and 41 

women 21%) 

 

Output 2.1: Improved water governance  

Under Output 2.1, the project completed an Institutional Needs Assessment of Government Water Management 

Structures in Lahj and Taiz governorates. The assessment involved desk reviews, key informant interviews, and 

validation steps, identifying clear gaps in technical, operational, and coordination capacities. The results informed 

a training strategy covering topics such as water rights, conflict resolution, compliance, and organizational 

strengthening. Additionally, four district-level participatory planning workshops were conducted—one per 

district. These workshops introduced the project, gathered information about potential interventions, and laid the 

foundation for catchment-level water governance.  

Furthermore, three comprehensive community structure mapping exercises were conducted in three districts, Al-

Mosaymer in Lahj and Al-Selw and Al-Mawaset in Taiz. The findings showed that some community structures exist, 

including charitable associations, drinking water committees, and traditional farmers' structures managing 

floodwater distribution. However, a lack of female representation was evident, especially in the drinking water 

committees. 

The project initially operated under the assumption that WUAs were already present across all targeted project 

sites. However, this assumption proved inaccurate, as WUAs were found to exist only in the Tuban district, while 

the other three districts—Al-Mosaymer, Al-Mawaset, and Al-Selw—lacked any formal or functioning WUAs. 

Recognizing this gap, the project had to pause and recalibrate its implementation approach, placing early focus 

on establishing new WUAs in these districts. This process involved extensive community mobilization, stakeholder 

consultations, and the formal structuring of local water governance entities. As a result, not only were WUAs 

successfully formed and operationalized in the previously unserved districts, but the initiative also began to foster 

a broader cultural shift around collective water resource management. Communities that had no prior exposure 

to WUAs began to see their practical value in improving irrigation practices, resolving conflicts, and enhancing 

accountability in water use. It should be noted, nonetheless, that the 19 newly established WUAs remain 

underdeveloped and lack basic infrastructure (premises), equipment and operational capacities, and the ERA 

project lacks budget allocations to strengthen these capacities, which creates a concern on their sustainability. 
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The project has played a pivotal role in strengthening community-based water governance by supporting the 

establishment of 19 new WUAs across three districts. Specifically, the project facilitated the formation of 6 WUAs 

in Al-Mosaymer, 7 in Al-Mawaset, and 6 in Al-Selw. Bringing together a total of 3,469 general assembly members, 

including 967 women and 2,502 men. This support involved structuring the internal governance systems of each 

WUA and ensuring their formal registration under relevant government regulations, thereby granting them legal 

recognition and operational legitimacy. The Board of Directors for these WUAs comprises 195 elected members, 

with 41 women and 154 men, reflecting a deliberate effort to promote gender-inclusive leadership within local 

water governance structures.  

To ensure these associations are equipped for effective management, the project provided initial training for 

Board Directors and monitoring committees. The training covered basic technical and administrative skills, as well 

as foundational principles of WUA management, including roles and responsibilities, transparency, accountability, 

and conflict resolution. It covered the following topics. 

• Rights and duties of General Assembly members, as well as the roles and responsibilities of the Board of 
Directors and the Monitoring and Inspection Committee. 

• Administrative functions, such as planning, organization, and control. 
• Administrative operations, including managing meetings, reports, decision-making, and archiving. 
• Fundamentals of the financial system for associations. 

The project conducted institutional needs assessment of NWRA and Agriculture and Irrigation Offices, this 

assessment sought to: a) identify the needs of the public institutions working in the irrigation sector (NWRA, 

offices of irrigation and agriculture) in the targeted governorates and districts, b) analyze the needs and 

developing matrices outlining the required institutional and capacity support, and c) recommend appropriate 

interventions to enhance functionality and capability of those institutions to fulfil their mandated roles. 

Table 6: Output 2.1 Indicators 

EXPECTED 
OUTPUTS 

OUTPUT 
INDICATORS 

Targets Progress 

Year 1 Year 2 Year 3 Final 

As Output 2.1: 
Improved water 
governance 

Indicator 2.1.1  
# of catchment 
participatory planning 
workshops 
completed for each 
sub- catchment 

4 8 0 12 0 

Indicator 2.1.2 
# of female members 
in WUA 

7 32 33 72 41 female board members 
of WAUs 

Indicator 2.1.3 
# of women (members 
of WUA & Water 
Committees) 
trained 

0 513 627 1,140 64 WUA women board 
members trained. 
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4.3  Effectiveness  

Findings  

The ERA project has provided a critical evidence base for guiding geographically and thematically targeted interventions, 
improving the project's strategic coherence and contextual relevance. In tandem, the project has achieved a high degree 
of operational readiness by securing contractual agreements with national infrastructure firms and RPs for community 
mobilization and income-generation components. The project is now structurally positioned to implement at scale, but its 
ultimate success will depend on the pace, quality, and inclusiveness of delivery during the remaining implementation 
period. This is particularly important given resource limitations and the volatile, complex operating environment in Yemen.  

The ERA project has encountered a range of implementation challenges that have slowed progress and affected timely 
delivery, particularly in the first half of the project cycle. Key among these challenges is the volatile security environment 
in Yemen, which has restricted site access and field operations, and procurement delays driven by a limited pool of 
qualified suppliers and complex procedures. Additionally, the project struggled with fragmented and inconsistent data 
systems, institutional overlap among government entities, and capacity gaps within both partner institutions and the UNDP 
project team—especially during the inception phase. These challenges were compounded by remote project locations with 
difficult logistics and high transportation costs, further complicating field implementation. The project also dealt with 
excessive demand from local authorities and communities, which exceeded available resources and required careful 
expectation management. While the project has taken steps to mitigate these issues, these underscore the need for 
continued adaptive management. 

 

The project has been somewhat effective in establishing a solid baseline for on-ground implementation, 

particularly through the successful completion of key preparatory assessments. These include socio-economic 

analyses, hydrological studies, and institutional capacity assessments, which together provide a critical evidence 

base for targeting interventions and informing strategic decisions. In parallel, the project has made significant 

progress in operational readiness by putting in place contractual arrangements with key implementing partners, 

including national contractors for infrastructure works and RPs for community mobilization and agricultural value 

chain support. These arrangements are set to drive the bulk of on-ground implementation during the second half 

of the project lifecycle. 

While the first phase of the project focused heavily on planning, stakeholder engagement, and technical 

groundwork, the upcoming phase is poised to shift toward visible delivery of results on the ground—such as 

construction of water infrastructure, rollout of market access interventions, and mobilization of WUAs. 

Overall, the project has laid the necessary institutional and logistical foundation for implementation. However, its 

ultimate effectiveness will depend on the pace, quality, and reach of delivery in the remaining timeframe, 

particularly under resource constraints and within the complex operating environment of Yemen. Continued 

attention to coordination, adaptive management, and stakeholder engagement will be essential for translating 

planning into lasting impact. 

Success factors and challenges   

One of the notable success factors of the ERA project has been the inclusive and participatory stakeholder 

engagement approach adopted by the project management team. This approach involved the active engagement 

of a wide range of stakeholders, particularly from various government institutions that have differing—sometimes 

overlapping—degrees of relevance to the project’s scope. These included key actors such as MoAIF, MoWE, and 
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NWRA, among others. Given Yemen’s complex institutional landscape, where mandates are often fragmented or 

even contested between ministries and institutions, this inclusive engagement was not only strategic but 

necessary. This inclusive approach was clearly demonstrated through a series of multi-tiered consultations and 

workshops conducted during the early stages of the project. These engagements brought together government 

officials, local authorities, technical experts, and community representatives to collaboratively identify and 

validate project sites, prioritize interventions, and align planned activities with both national strategies and local 

needs. Importantly, this participatory process helped build trust and ownership among stakeholders, ensured that 

diverse perspectives were considered, and increased the likelihood of long-term sustainability by grounding 

project interventions in locally-endorsed priorities.  

Another success factor is manifested in the evidence-based approach followed by the project design its activities, 

this includes the socio-economic analyses, hydrological studies, and institutional capacity assessments, which 

together provide a critical evidence base for targeting interventions and informing strategic decisions.  

The project demonstrated effective adaptability by effectively responding to the diverse and evolving needs of 

communities across Yemen. The project has been challenged by a number of factors that either slowed down 

progress or hindered the achievements of the activities, these include: 

- The ongoing conflict in Yemen has created a highly volatile and unpredictable operating environment, which 
has had a direct impact on the implementation of the ERA project. One of the key challenges has been restricted 
accessibility to certain project sites, particularly in areas where insecurity remains acute or where control shifts 
between conflicting parties have occurred and unexploded ordnance (UXO) and explosive remnants of war 
(ERW) remained. These security concerns have also hampered the mobility of project teams and contractors, 
affecting their ability to conduct field missions, supervise construction works, engage with local communities, 
and monitor ongoing activities. Ongoing conflict-related volatility remains a significant risk to timely and 
effective delivery. Sustained flexibility, risk monitoring, and contingency planning will be essential to 
maintaining momentum and ensuring the safety of personnel and partners. 

- The ERA project faced a significant challenge in managing the excessive demand from community members 
and local authorities, which often exceeded the project's financial and operational capacities. As the project 
gained visibility and credibility at the local level, community expectations grew rapidly—particularly in areas 
related to water infrastructure, livelihood support, and expanded geographic coverage. Local authorities and 
beneficiaries submitted numerous requests for additional sites, services, and interventions, many of which fell 
outside the project’s originally defined scope or budget envelope. This high level of demand reflects the urgent 
and widespread development needs in Yemen’s conflict-affected regions, but it also placed the project team 
in a position where difficult prioritization decisions had to be made. While the project team responded 
constructively by accommodating emerging needs where feasible, and by maintaining transparent 
communication about the project’s limitations, the situation highlights the importance of setting realistic 
expectations early and reinforcing the project's mandate and boundaries through ongoing stakeholder 
dialogue. 

- Data fragmentation, discrepancies, and format incompatibilities have emerged as one of the key operational 
challenges for the ERA project, particularly during its first half, which was heavily focused on research and 
diagnostic activities. These issues significantly impacted the quality, efficiency, and consistency of the project's 
foundational assessments—including socio-economic analyses, hydrological studies, and institutional capacity 
assessments. The data challenges manifested in several ways including  

• Fragmentation: Relevant data was scattered across multiple institutions, including MoWE, MoAIF, 
NWRA, and various sub-national entities, often without a centralized or integrated system for 
sharing and verification. 
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• Discrepancies: Conflicting figures and varying methodologies led to inconsistent datasets, 
particularly in areas like groundwater use, population statistics, and irrigation coverage, 
undermining confidence in data reliability and comparability. 

• Format incompatibility: Much of the data was collected or stored in incompatible formats that 
hindered integration into GIS platforms or hydrological modeling tools, requiring additional time 
and resources for standardization and cleaning. 

These issues posed significant delays in completing technical assessments and developing actionable insights. 
To overcome them, the project adopted several mitigation measures, including engaging GIS and data 
management specialists to clean, convert, and harmonize datasets; building a centralized project GIS database 
to support spatial analysis and decision-making; and consulting with data-holding institutions to cross-verify 
sources and validate findings. Despite these efforts, the experience highlights the urgent need for systemic 
improvements in Yemen's data infrastructure, and underlines the importance of early investments in data 
systems, digital harmonization, and inter-agency data sharing protocols in similar complex settings. 

- The ERA project has faced a range of procurement-related challenges that have directly affected the pace 
and efficiency of implementation, particularly in relation to infrastructure development. These challenges 
have been multifaceted and are largely shaped by the fragile context in Yemen including the inherently lengthy 
procurement processes, the lack of engineering drawings at the beginning, the narrow pool of qualified 
suppliers and contractors, and reluctance to work in hard-to-reach areas. To mitigate these challenges, the 
project has taken steps such a dividing tender into smaller, more manageable lots to encourage local 
participation, and extending tender periods to allow more time for response. Nonetheless, despite eventually 
successful procurement in the first half, this remains a critical bottleneck, and sustained efforts to streamline 
processes, build supplier confidence, and adapt tender requirements to local market realities will be essential 
for timely delivery of project outputs.  

- Similarly, the ERA project encountered considerable challenges in identifying competent Responsible Parties 
(RPs) capable of implementing income-generating activities at scale, particularly those related to value-added 
agriculture and market enhancement. This component of the project required organizations with specialized 
experience in rural livelihoods, food processing, agricultural value chains, and inclusive economic 
development—a profile that proved difficult to source within Yemen’s limited CSO landscape. Many local 
organizations lacked either the technical capacity, geographic coverage, or institutional maturity required to 
manage large-scale livelihood interventions in complex, conflict-affected environments. This resulted in delays 
in partner identification and contracting, which, in turn, pushed back the timeline for initiating key livelihood 
activities under Output 1.2 of the project. Despite these hurdles, the project was eventually able to identify 
and contract two capable national CSOs, Life Makers Meeting Place Organization (LMMPO) for Lahj 
governorate, and Nahda Makers Organization (NMO) for Taiz governorate. UNDP needed to develop quite 
detailed ToRs for their assignment leaving limited rooms for miss-interpretation, and will continue to provide 
oversight and guidance throughout the implementation. Both organizations bring relevant experience and 
operational presence in their respective regions. With contracts now signed and funds ready for disbursement, 
on-ground implementation is expected to commence imminently. 

- The government structure related to water and agriculture in Yemen is notably complex and fragmented, 
posing coordination challenges for integrated project implementation like that of the ERA project. Multiple 
ministries and agencies—most prominently the MoAIF and the MoWE) along with the NWRA—have 
overlapping or intersecting mandates related to water governance, irrigation infrastructure, and food security. 
This institutional overlap has at times resulted in conflicting claims of authority, with different entities asserting 
leadership over the same technical or geographic areas. Each organization has sought to align project activities. 
In response, the ERA project has relied on inclusive stakeholder engagement processes involving both central 
and sub-national institutions, and fostering a culture of joint planning and collaboration. 

- A significant challenge faced by the ERA project has been the limited institutional, technical and financial 
capacities among both its government counterparts and local stakeholders, which has affected their ability 
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to effectively contribute to and support project implementation. Many of the relevant public institutions—
such as MoAI, MoWE, and NWRA—have experienced years of capacity erosion due to conflict, underfunding, 
and structural fragmentation. These limitations include gaps in staffing, technical expertise, data systems, 
logistical resources, and administrative functionality. This capacity constraint was also evident within UNDP 
itself during the inception phase of the project. At that time, the project team had not yet been fully 
established, which hindered early-stage planning, coordination, and timely rollout of key assessments. The 
absence of technical personnel, particularly in engineering, monitoring and evaluation, and safeguards, created 
a temporary bottleneck in project readiness. The situation has since improved with the assembly of the full 
project team, recruitment of specialized consultants, and the onboarding of contractors and RPs. However, the 
capacity gap among implementing partners and national counterparts remains a systemic challenge and 
underscores the need for continued capacity-building support through targeted training and institutional 
strengthening. 

- The ERA project is being implemented in remote and geographically challenging areas, specifically in the 
districts of Al-Mawaset and Al-Selw in Taiz governorate, and Al-Mosaymer and Tuban in Lahj governorate. 
These sites are characterized by limited infrastructure, poor road conditions, and security-related access 
restrictions, making them hardly accessible for the project team, contractors, and partners. This remoteness 
has presented multiple operational challenges, including logistical difficulties in transporting materials, 
equipment, and personnel to intervention sites, and increased time and cost requirements for field missions, 
supervision, and implementation. Nonetheless, the selection of these areas is justified by their high levels of 
vulnerability and need, as well as it aligns with the project's objective to prioritize underserved and 
marginalized communities. 

- Despite the signing of contracts with the two RPs (LMMPO and NMO)—in March 2025, there has been a delay 
in the transfer of funds from UNDP, which has in turn postponed the commencement of on-ground 
implementation. Although both RPs have completed preparatory steps and are ready to initiate activities, the 
absence of financial disbursement has prevented them from mobilizing resources, conducting community 
workshops, and launching field interventions as planned. This issue is compounded by the fact that local banks 
charge 1.5% to secure USD liquidity.  The MTE team understands that by the time of finalizing this report, the 
funds have been transferred already to both RPs. 
 

Gender mainstreaming  

Findings  

The ERA project design demonstrates a strong and intentional commitment to gender equality and women’s 
empowerment, recognizing the deep-rooted structural inequalities that limit women’s participation in water 
resource management and agricultural decision-making in Yemen. Through its integration of gender-responsive 
activities—such as establishing women-inclusive WUAs, promoting women’s leadership, and offering technical 
and soft skills training—the project aims to move beyond tokenism and ensure meaningful, sustained 
participation of women in rural governance and livelihoods.  

Despite this solid foundation, the project has faced challenges in achieving its targeted 30% women 
participation rate, primarily due to entrenched socio-cultural norms that restrict women’s mobility and 
engagement in public spaces. In practice, women’s representation in WUA governance roles reached 21%, 
which, although below the target, is a notable achievement in the conservative Yemeni context. Continued 
investment in community sensitization, flexible engagement models, and partnerships with local women’s 
networks will be essential to deepen and sustain gender-responsive outcomes throughout the remainder of the 
project. 
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The project design rightly acknowledges the long-standing concern over limited women's participation in water 

resource management and the activities of Water User Associations (WUAs) in Yemen. This issue is rooted in deep 

gender inequalities, particularly in land ownership, with women accounting for less than 1% of agricultural 

landholders nationwide. Despite their minimal ownership rights, women play a dominant role in the agricultural 

workforce—contributing approximately 60% of labor in crop farming, 90% in livestock rearing, and 10% in wage 

labor. These contributions are vital to household food security, yet women farmers remain disproportionately 

vulnerable during times of crisis due to systemic discrimination, restricted access to resources, and limited 

decision-making power. By highlighting these disparities, the project design underlines the importance of gender-

responsive interventions that empower women and ensure their meaningful inclusion in governance structures 

and resource allocation processes. 

In response to these entrenched gender disparities, the project design incorporates targeted activities aimed at 

addressing the barriers to women’s participation and empowerment in the water and agriculture sectors. These 

activities include the establishment and strengthening of WUAs with a clear emphasis on gender inclusion, 

ensuring that women are not only members but also represented in leadership and decision-making roles. The 

project also integrates capacity-building components specifically tailored for women, including technical training 

in water management, agriculture, and infrastructure maintenance, as well as soft skills development in public 

speaking, leadership, and negotiation. 

Moreover, the project aims to enhance women's economic empowerment by supporting their engagement in 

agricultural value-addition initiatives—such as food processing and marketing—which are designed to align with 

their interests and existing roles in the agricultural sector. A minimum of 30% of training participants and 

beneficiaries of small-scale interventions are expected to be women, and women's representation in WUAs and 

Water Committees is institutionally mandated, nonetheless, this target has been proven challenging during the 

implementation stage (See effectiveness section for more details). These interventions are intended to improve 

women’s access to income-generating opportunities while also strengthening their agency within their 

households and communities. By embedding gender-responsive actions throughout its design, the project seeks 

to move beyond tokenistic inclusion and instead foster meaningful, sustained participation of women in resource 

governance and rural development. 

Further, the Project Results Framework includes gender-sensitive indicators and explicitly requires the 

disaggregation of data by gender, reflecting a commitment to monitoring and promoting gender equity 

throughout implementation. These indicators are designed to capture women's participation in key project 

activities, such as membership and leadership roles in WUAs, attendance in capacity-building trainings, and access 

to income-generating opportunities within the agricultural value chain. By incorporating gender-disaggregated 

data requirements, the project aims to systematically track the extent to which women are benefiting from and 

participating in project interventions. This approach not only enables more inclusive reporting but also provides 

critical insights to guide adaptive management and ensure that gender equity remains a central pillar of the 

project’s outcomes. 

Also, annex 9 of the project document– ERA Gender Marker and Leaving No One Behind (LNOB) Analysis” serves 

as a formal review tool to assess the extent to which the ERA project integrates gender equality and inclusivity in 

its design, implementation, monitoring, and evaluation. This annex is both a quality assurance and accountability 
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tool to verify that the ERA project meaningfully addresses gender inequalities and ensures the inclusion of 

marginalized groups, contributing to more equitable and transformative outcomes.  

The project is ranked as Gender Marker 2 (GEN 2), meaning that gender equality is not the principal objective of 

the project, but it is promoted in a significant and consistent way throughout the project’s design, implementation, 

and monitoring. 

During implementation, the project has encountered significant challenges in achieving the targeted 30% women 

participation rate, largely due to deeply rooted cultural traditions and social norms that shape gender roles and 

limit women's involvement in public and economic activities in many parts of Yemen. Despite the project’s 

commitment to gender inclusion—reflected in its design, results framework, and the establishment of women-

inclusive WUAs—field-level realities have often constrained women’s active participation.  

In response, the project has begun to adapt its strategies, such as: 

- Organizing women-only training sessions in culturally appropriate settings. 
- Providing customized soft skills development, including leadership and communication. 
- Engaging female facilitators and local influencers to build trust and encourage participation. 
- Ensuring flexibility in scheduling and venue selection to accommodate women’s time constraints and 

responsibilities. 
- The RPs will be recruiting gender specialists to specifically encourage women participation in the WUAs 

and income-generating activities.  

While progress is being made, sustaining momentum toward meaningful and equitable participation will require 

continued context-sensitive approaches, community sensitization, and collaboration with local women’s networks 

and leaders to shift perceptions and promote longer-term social change. 

In relation to the establishment and support of WUAs, the project achieved a 21% participation rate for women, 

with 41 out of 195 individuals engaged in WUA governance roles—such as board members and inspection 

committee participants—being women. While this figure falls short of the 30% target, it nonetheless represents 

a noteworthy achievement, particularly in the challenging socio-cultural context of Yemen, where traditional 

gender norms and mobility restrictions often limit women's involvement in formal decision-making processes. 

This level of participation is a meaningful step forward in promoting gender inclusion in rural water governance, 

given that women's involvement in such structures was previously minimal or non-existent in many of the target 

communities. It demonstrates the project’s intentional and sustained efforts to engage women in community 

leadership roles and to challenge the norms that have historically excluded them.  

 

Human Rights and Inclusion of Disability  

The ERA project has taken a deliberate and inclusive approach to ensure the direct participation and benefit of 

women and the most vulnerable mainly smallholder farmers, and internally displaced persons (IDPs). This focus 

on vulnerable and marginalized groups is not only embedded in the project's overall strategy but has also been 

explicitly operationalized through its contractual arrangements with the RPs. To ensure accountability and 

measure progress, the contracts with RPs include clear indicators disaggregated by gender and IDP status, allowing 

the project to track and report on the equitable distribution of benefits. This disaggregated data approach enables 

the project team to monitor inclusion levels in real time. 
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However, a notable gap in the project's inclusivity strategy is the lack of explicit attention to persons with 

disabilities (PwDs) in both its design and implementation frameworks. Neither the project document nor the 

subsequent planning instruments—including the scope of work for RPs—incorporate a targeting approach or 

monitoring protocol for PwDs. This omission means that PwDs are not formally recognized as a distinct beneficiary 

group in project planning, and no disaggregated indicators or reporting mechanisms to track their participation or 

benefit from project activities. 

As on-ground implementation is still in its early stages and has not yet reached the point of reporting on direct 

beneficiaries, the MTE team is currently unable to assess whether the project’s targeting approach has effectively 

translated into practice. 

 

Social and Environmental Standards (SES) 

Findings  

The ERA project has established a robust framework for managing environmental and social risks through the 
development of an ESMF that provides a practical and precautionary tool for identifying, assessing, and 
mitigating potential risks associated with the project’s interventions. At the time of its development, however, 
detailed site designs and intervention locations had not been finalized, limiting the ability to conduct 
comprehensive, site-specific risk assessments. In response, the ESMF adopted a proactive and anticipatory 
approach, analyzing a longlist of potential sites and offering a risk typology based on expected interventions 
and regional characteristics. While the project was initially rated ‘low risk’ under the SESP, this was later revised 
to ‘moderate risk’, recognizing potential issues such as water equity, construction safety, overextraction, and 
gender-based discrimination. The ESMF has been complemented by the development of site-specific ESMPs for 
package 1 and will be delivered once other packages are confirmed. These ESMPs are essential for translating 
the overarching safeguards into actionable, context-specific measures. 

 

The project document incorporates a UNDP Social and Environmental Screening Procedure (SESP), which serves 

to assess potential environmental and social risks associated with the ERA project. The screening identified four 

specific risks—two assessed as moderate and two as low—resulting in an overall ‘low risk’ classification for the 

project. The SESP identified risks related to 1) exacerbating sense of injustice in water allocations, 2) involving 

excessive water extraction, 3) potential safety risks to local communities from project construction, operation, or 

decommissioning and 4) reproducing discriminations against women based on gender.  

The SESP provided a foundation for targeted risk mitigation measures, many of which are integrated into the 

project’s Environmental and Social Management Framework (ESMF), Stakeholder Engagement Plan (SEP), and 

gender strategy. These instruments aim to ensure that risks are proactively managed, and that the project’s 

implementation remains inclusive, equitable, and environmentally sustainable. 

During implementation stage, the project has developed Environmental and Social Management Framework 

(ESMF) in October 2024 to ensure that the Integrated Water Resources Management to Enhance Resilience of 

Agriculture and Food Security (IWRM-ERA) Project complies with UNDP's Social and Environmental Standards 
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(SES)33 and is closely aligned with the requirements of KfW Sustainability Guidelines34. The ESMF was designed to 

be a practical instrument for identifying and mitigating the potential environmental and social implications of 

proposed investments, as well as a venue for interactions with stakeholders and potential project beneficiaries. 

The ESMF defines the project's standard triggers, sub-project screening criteria, the sub-projects' potential 

environmental and social impacts, and mitigation methods to address the identified risks, as well as an assessment 

of institutional capacity and actions to fill capacity shortages.  

Due to the absence of finalized design specifications and confirmed implementation sites at the time of delivering 

the ESMF, it was not possible to conduct a comprehensive, site-specific risk analysis. This limitation made it 

difficult to fully assess potential environmental and social impacts across diverse geographic and community 

contexts. However, to address this gap, the project's ESMF took a proactive approach by considering a longlist of 

potential sites that may be targeted during implementation. The ESMF provided a structured and precautionary 

foundation by identifying project-level risks and offering an initial evaluation based on the types of interventions 

expected, the regional context, and typical sensitivities in similar projects. These risks include concerns around 

water resource equity, overextraction, construction safety, and gender-based discrimination.  

While the SESP originally categorized the project as ‘low risk’, this rating was later revised to ‘moderate risk’. 

Mitigation measures involved various management and monitoring plans, as well as ongoing updates and 

consultations with relevant stakeholders. During implementation, activities and subprojects are meant to be 

screened and classified based on their environmental and social issues and compliance with applicable standards.  

The social risk rating for the project is Moderate due to risks of occupational health and safety (OHS) (including 

encountering unexploded ordinances (UXOs)/explosions from remnants of war (ERW)), child and/or bonded labor, 

community health and safety (including transmission of communicable diseases), potential elite capture, and 

unpredictability of the ongoing security situation. Potential, adverse social impacts related to the civil work 

activities under Output 1 for rehabilitating, constructions and reconstructing of water infrastructures are expected 

to be small. Resettlement is not anticipated given that the interventions will take place within existing footprints 

and focus on small-scale rehabilitation/maintenance. There is a risk that the project would exacerbate the sense 

of injustice in water allocations, market opportunities and competition between community members for project 

food processing opportunities which may lead to conflict.  

The environmental risk was considered moderate as the project will support several interventions which carry 

risks of waste generation, noise, dust, and pollution (including those linked to labour/OHS); and significant 

extraction, diversion or distribution of surface or ground water via for example: construction of small dams, wadi 

bank stabilization, and terrace rehabilitation. Environmental risks and impacts are expected to be site-specific, 

reversible, and generally of low magnitude that can be mitigated following appropriate measures. Some risks are 

specific to the construction activities/implementation phase, while others pertain to increased agricultural 

production as a result of terraces rehabilitation. The pesticides and fertilizers would need to be applied and 

 
33 www.undp.org/ses  

34 KfW Sustainability Guidelines are available here.  

http://www.undp.org/ses
https://www.kfw.de/About-KfW/Service/Download-Center/Konzernthemen/Nachhaltigkeit/Richtlinien/
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disposed of adequately and in a controlled manner, based on the guidance in the supporting Pest and Pesticide 

Management Plan (PMP). 

While this preliminary assessment was valuable, it needs to be iterative and adaptive, evolving as project activities 

are further defined. As implementation advances and specific sub-projects are selected, the ERA project will apply 

a detailed screening, assessment, and classification process to each site and activity. This process will ensure that 

environmental and social risks are adequately identified and managed in compliance with UNDP safeguard 

standards and national regulations. The project requires dynamic risk management approach particularly during 

the on-ground implementation phase to enable the project to respond to emerging issues and maintain alignment 

with UNDP’s standards and national regulatory requirements, ensuring the project remains inclusive, conflict-

sensitive, and environmentally sustainable throughout its duration. 

The RPs engaged in the implementation of ERA’s field activities will be required to participate in one training 

workshop on ESMF, OHS as well as Mine Action. During this workshop, participants will be introduced to UNDP’s 

social and environmental standards (SES) with a focus on core principles such as Leaving No One Behind, Human 

Rights, Gender Equality and Women Empowerment, Sustainability and Resilience and Accountability. They will 

learn about the specific social and environmental standards applicable to project activities, gain practical skills in 

social and environmental screening, stakeholder engagement, and grievance redressal mechanisms. They will also 

learn how to deal with the risks associated with landmines, unexploded ordnance (UXO) and explosive remnants 

of war (ERW). 

While the ESMF successfully identified the key environmental and social risks associated with the project and 

proposed overarching mitigation strategies, the development of site-specific Environmental and Social 

Management Plans (ESMPs) remains essential once the list of interventions and locations is fully defined. The 

project delivered site specific ESMP covering four locations under package 1 and intends to continue this practice 

for the following packages once confirmed. These ESMPs are critical for translating the broad safeguards outlined 

in the ESMF into actionable, context-specific measures that address the unique risks, sensitivities, and stakeholder 

dynamics of each intervention site. The development of ESMPs is expected to be more streamlined and efficient, 

owing to the maturity and comprehensiveness of the ESMF. As a well-established umbrella document, the ESMF 

offers a structured framework, clear templates, and risk categorization tools that can guide the formulation of 

ESMPs for individual sites.  

Grievance Mechanism (GM): A multi-level, accessible, and gender-responsive GRM has been established. It allows 

project-affected persons to submit complaints. All complaints and/or grievances regarding social and 

environmental issues can be received either by phone, in complaints box or in writing to the UNDP. A key part of 

the grievance redress mechanism is the requirement for the Project Management Team and construction 

contractor to maintain a register of complaints and/or grievances received at the respective project site offices, 

this includes grievances from workers. 

No formal complaints have been received to date through the project's GM. However, during community 

consultations, stakeholder discussions, and site-level negotiations, the project has frequently received requests 

to expand its geographic coverage and address additional needs. These requests reflect the high level of unmet 

demand for water infrastructure, livelihood support, and governance interventions in the target governorates, as 
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well as the project's growing visibility and credibility among local stakeholders. Rather than dismissing these 

requests, the project has responded constructively and flexibly, seeking to accommodate emerging priorities to 

the extent possible within its existing technical scope and financial envelope. 

Communication  

The project has developed what is so called a ‘mini communication plan’ that aims at raising awareness on IWRM 

and change perceptions about water usage. The plan defines a set of proposed communication products, key 

messages, and key audiences targeted by the communication plan Key communication products include flyers, 

fact sheets, videos, social media posts, written stories, and presentations.  

Stakeholders participation  

As established earlier, the project inclusive and participatory approach in stakeholders engagement is recognized 

as a success factor so far. This approach involved the active engagement of a wide range of stakeholders, 

particularly from various government institutions and local communities. This inclusive approach was clearly 

demonstrated through a series of multi-tiered consultations and workshops conducted during the early stages of 

the project. These engagements brought together government officials, local authorities, technical experts, and 

community representatives to collaboratively identify and validate project sites, prioritize interventions, and align 

planned activities with both national strategies and local needs. This participatory process helped build trust and 

ownership among stakeholders, ensured that diverse perspectives were considered, and increased the likelihood 

of long-term sustainability by grounding project interventions in locally-endorsed priorities. It also enhanced 

transparency and accountability, strengthening the project’s legitimacy and social acceptance, particularly in 

conflict-affected and politically sensitive areas. 

The project officially commenced with a kick-off workshop in December 2023 in Aden, bringing together 47 

participants from key national and sub-national institutions, including representatives from relevant ministries 

and local authorities. This event served to formally introduce the ERA project, its objectives, and its strategic 

approach, while fostering early alignment among core stakeholders. Following the launch, a series of four 

inception workshops were conducted in early 2024 across the Taiz and Lahj governorates, with 142 officials and 

community representatives actively participating. These workshops played a crucial role in deepening stakeholder 

engagement, facilitating a shared understanding of the project’s aims, and gathering valuable local input on 

potential interventions. Emphasis was placed on capacity-building needs in water governance and agricultural 

systems, ensuring that the design of interventions would respond to both technical and institutional priorities. 

The workshops also featured district-specific discussions in Al-Mawaset, Al-Selw, Tuban, and Al-Mosaymer 

districts, where participants collaboratively identified priority interventions tailored to local challenges and 

opportunities. These proposed interventions were subsequently reviewed, validated, and refined by UNDP’s 

technical team, ensuring technical feasibility and alignment with the project's broader goals. This inclusive and 

consultative approach helped lay a strong foundation for implementation by anchoring project activities in locally 

endorsed priorities. 

However, a notable gap in stakeholder engagement lies in the limited coordination with other relevant projects 

implemented by UN agencies and development banks. While the project document makes only brief references 



Mid-Term Evaluation of the ‘Integrated Water Resources Management to Enhance Resilience of Agriculture’ (ERA) and Food Security 

Project’- Yemen 

Mid- term Evaluation of the ERA Project. 

61 

 

to initiatives led by organizations such as UNICEF, FAO, and others, it does not provide a comprehensive mapping 

or strategic engagement plan for these actors. This is a missed opportunity, given that many of these agencies are 

implementing programs in complementary sectors and geographies, particularly in water, agriculture, nutrition, 

and resilience building. To maximize the effectiveness and sustainability of the ERA project, the project team must 

recognize the full scope of relevant interventions across the development landscape. This includes identifying 

potential synergies in technical assistance, geographic targeting, infrastructure investments, and community-

based programming. 

 

4.4  Efficiency  

Findings  

The ERA project has demonstrated a strategic and cost-effective implementation approach by prioritizing early diagnostic 
assessments to guide intervention planning. This phased and evidence-based strategy helped ensure that activities were 
context-specific, feasible, and relevant, reducing the risk of misaligned or ineffective investments. Efficiency was further 
enhanced through strategic partnerships with national CSOs and government institutions. These measures allowed the 
project to minimize operational costs, streamline procurement processes, and deliver value for money while maintaining 
quality and transparency in implementation. 

As of the mid-term point, the ERA project has recorded only 22% financial delivery, including committed Purchase Orders 
and advance payments to RPs, with actual expenditures at just 11% of the total budget. This low delivery rate is primarily 
due to the project's strategic focus on foundational assessments during the initial phase—such as hydrological, socio-
economic, and institutional studies. While these activities were critical for enabling evidence-based planning and reducing 
implementation risks, they were non-capital-intensive, leading to modest financial outflows in the first half of the project. 
The low expenditure reflects the nature of early-stage investments and is expected to rise significantly as on-ground 
implementation accelerates. 

The ERA project has faced early implementation delays and contextual constraints that challenge the feasibility of 
completing all planned activities by its scheduled end date of 18 October 2026. The project experienced a slow start-up 
phase, with core staff only fully mobilized until October 2024—resulting in an initial eight-month period of limited progress. 
Although implementation has since gained momentum with key milestones such as baseline assessments and contracting 
achieved, the ambitious timeframe, coupled with logistical, institutional, and security-related challenges, raises concerns 
about timely completion. A potential 6–12 month no-cost extension may be needed to allow the project to ensure quality 
delivery and adequate coverage of interventions without sacrificing outcomes.  

The ERA project includes a basic M&E framework aligned with UNDP programming policies, focusing on tracking progress, 
monitoring risks, and conducting mandatory mid-term and terminal evaluations. To date, the project has produced only 
one annual report (end of 2024), which, while comprehensive in process tracking, provides limited insight into outcome-
level results. The project has taken important steps to strengthen its M&E systems by contracting a Third-Party Monitoring 
(TPM) firm to independently verify project outputs and results—particularly in hard-to-reach areas—and assigning pre- 
and post-intervention assessments to RPs. 

Efficiency is a measure of how economic resources/inputs (funds, expertise, time, etc.) are converted into results. 

The project implementation strategy adopted an efficient, phased, and logically sequenced approach, beginning 

with a strong emphasis on diagnostic assessments—including socio-economic analyses, hydrological studies, and 

institutional capacity evaluations. This deliberate prioritization in the early stages of the project was crucial for 

building a robust evidence base to guide the design and targeting of interventions. By investing time and resources 
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in understanding the local context, needs, capacities, and environmental constraints, the project significantly 

reduced the risk of misaligned or inappropriate activities. These assessments enabled the project team to tailor 

interventions to the specific challenges and opportunities within each district, ensuring that planned 

infrastructure and livelihood support measures were both feasible and relevant. 

This strategy not only strengthened the project’s technical soundness and community acceptance, but also 

contributed to cost-effectiveness by avoiding resource misallocations, redundant investments, or interventions 

that may have otherwise failed due to poor contextual fit. In a fragile and complex setting like Yemen, this 

measured and informed rollout of activities reflects a strategic use of limited resources, ensuring that 

interventions are grounded in reality and capable of delivering sustainable impact. 

Further, the project’s emphasis on strategic partnerships has contributed to important cost efficiencies in both 

planning and implementation. By leveraging the capacities of national CSOs, such as LMMPO and NMO, and 

working closely with local government institutions like MoAIF, MoWE, and NWRA, the project has been able to 

reduce operational costs associated with staffing, logistics, and outreach. 

UNDP also implemented cost-effective measures in the major procurement tenders conducted during this project 

by adhering to its Programme and Operations Policies and Procedures (POPP). These policies ensure that 

procurement processes are transparent, competitive, and efficient, maximizing value for money. By following 

POPP guidelines, the project was able to identify the most suitable vendors through competitive bidding, negotiate 

favourable terms, and ensure that procurement timelines were met without compromising quality.  

 

Finance  

The ERA project has a total programmatic budget of USD $15,850,037, fully funded by the German Federal 

Ministry for Economic Cooperation and Development (BMZ) through the KfW Development Bank. As of the latest 

financial reporting period, the project has recorded only 22% financial delivery, which includes committed 

Purchase Orders and advance payments to Responsible Parties (RPs). When excluding these commitments, actual 

expenditure stands at just 11% of the total budget. 

Table 7: Latest project expenditure report  

Funding 
source 

 Budget   2023 2024 2025 Open PO 
2025 

Advances 
with RPs 

2025 

Total Delivery 
rate  

Output 1.1   9,396,000  6,728 195,786.79  73,976.54  1,103,083.67    1,379,575.40  15% 

Output 1.2 1,749,600     38,458.10   (4,114.11)   297,506.68  331,850.67  19% 

Output 2.1 1,352,160    63,322.66  12,129.82    250,000.19  325,452.67  24% 

Project 
Management 

3,352,277    1,047,121.46  324,374.70 60,200.00   1,431,696.16  43% 

TOTAL 15,850,037  6,728      1,344,689  406,366 1,163,283 547,506 3,468,574  22% 

The project's low financial delivery to date can largely be attributed to its strategic focus during the initial phase 

on establishing foundational assessments—including hydrological, socio-economic, and institutional diagnostics. 

These activities were essential for ensuring evidence-based planning and minimizing the risk of poorly targeted or 

ineffective interventions. However, as these assessments are non-capital-intensive and largely involve technical 
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studies and stakeholder engagement, they have resulted in modest expenditure levels during the first half of the 

project. 

Now, with key implementation contracts in place—including engineering firms for infrastructure works and 

Responsible Parties (RPs) for livelihood and community engagement components—the project is poised to 

transition into its delivery-intensive phase. Field activities are beginning to roll out, including the construction of 

water infrastructure and the launch of support to agricultural value chains. As a result, financial delivery is 

expected to accelerate significantly in the coming months, reflecting both the scale of planned interventions and 

the ramp-up in operational activity.  

The project’s expenditure on the project management component currently stands at 43% of the total budget 

allocated to that component. While this figure may appear reasonable at the midpoint of the project lifecycle, it 

does raise considerations that warrant careful monitoring and strategic financial planning going forward 

considering risk of overspending on project management in the second half and potential additional needs in the 

event of a no-cost extension.  

The project has demonstrated effective budget management in terms of taking a strategic and forward-looking 

approach to financial planning particularly when signing large-scale contracts with service providers and RPs. 

Rather than focusing solely on immediate activities, the project team has carefully considered the entire project 

implementation cycle, ensuring that major investments are phased and prioritized in alignment with both 

available resources and long-term impact. 

To maintain overall financial sustainability, the project has had to operate within strict budget limitations for 

certain activities, requiring careful prioritization and trade-offs during planning and implementation. While the 

project design is ambitious and the needs on the ground are vast, the project team has made deliberate efforts to 

align interventions with available resources, ensuring that spending remains focused on areas with the highest 

impact potential. 

 

Timeframe  

The ERA project officially commenced on 19 October 2023, with a planned implementation period of three years, 

setting the scheduled end date on 18 October 2026. It is increasingly evident that planned timeframe for the 

project is ambitious given the complex operating environment in Yemen and the limited institutional and technical 

capacities available among implementing counterparts. 

Compounding these structural challenges, the project experienced a slow take off during its initial phase, largely 

due to delays in assembling the full project team. Although the project formally began in October 2023, the core 

project staff—including key technical, administrative, and coordination personnel—were only fully onboarded by 

October 2024. As a result, the first eight months of implementation (Oct 2023–Jun 2024) were marked by minimal 

progress, with efforts mainly focused on start-up logistics, recruitment, and foundational planning. 

However, since the full team was put in place, the pace of implementation has accelerated significantly. Key 

milestones such as the completion of baseline assessments, signing of contracts with Responsible Parties and 
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engineering firms, and the initiation of infrastructure tendering and construction have begun to reshape project 

momentum. 

To this end, the MTE team concludes that a no-cost extension of the ERA project may be necessary, potentially 

for a period of 6 to 12 months. This recommendation is based on several factors, including the ambitious original 

timeframe, the delayed start-up period, and the complex operational environment in Yemen that continues to 

pose logistical, institutional, and security-related challenges. While the pace of implementation has improved 

significantly since the project team was fully assembled in mid-2024, the time lost during the initial eight months, 

combined with the scale of remaining deliverables, suggests that completing all planned activities within the 

original timeframe of October 2026 may not be feasible without compromising quality or coverage. Therefore, 

the MTE team recommends that discussions around a potential no-cost extension be initiated with key partners, 

including KfW, during the first quarter of 2026. By this time, the project team will have a clearer picture of 

progress, financial delivery and operational feasibility.  

 

Project Management  

This project is being implemented following the Direct Implementation (DIM) modality of UNDP, with UNDP 

Yemen serving as the Implementing Partner in compliance with the policies, procedures and practices of the 

United Nations Security Management System (UNSMS). UNDP as the Implementing Partner is responsible for 

implementing the project activities in partnership with concerned ministries, local authorities and local 

communities.  

UNDP established project board that is composed of 10 nominees from central and regional level: 3 from MoAIF, 

1 MoWE, 3 NWRA, 2 MoPIC, and 2 representing governors of both Lahj and Taiz. The first—and so far only—

Project Board meeting was held on 19 December 2024 in Aden. It was attended by key stakeholders, including 

representatives from MoAIF and MoWE at both central and governorate levels, the governorates of Taiz and Lahj, 

the KfW Portfolio Manager, the UNDP CCEE Unit, and the ERA project team. 

During this meeting, the board was introduced to the 2025 Annual Work Plan (AWP) and agreed on a number of 

key action points. Among these, a particularly important decision was the agreement to hold Project Board 

meetings every six months instead of the originally planned annual schedule. This change aims to provide more 

frequent and timely oversight, facilitate proactive problem-solving, and allow the board to respond to emerging 

issues and implementation challenges as they arise. The MTE team strongly concurs with this recommendation, 

recognizing that biannual meetings are essential in a dynamic and high-risk context like Yemen. More regular 

engagement by the Project Board will help ensure that the project remains responsive, aligned with national 

priorities, and capable of navigating implementation bottlenecks as they emerge. 

The Project Management Unit (PMU) of the ERA project has been fully assembled, marking a key milestone in the 

project’s operational readiness. The core project team now includes the following positions, all of which were 

filled between June and October 2024: 

• Project Manager / Team Leader 

• Project National Coordinator 

• Monitoring, Evaluation and Report Specialist 
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• Water Resources Management Specialist 

• Project Civil Engineer 

• Project Officer 

• Admin and Finance Associate 

This staffing structure provides a solid foundation for technical coordination, implementation oversight, financial 

management, and reporting, enabling the project to transition from planning to full-scale implementation. In 

addition to the core team, the PMU is supported by a team of specialized consultants who provide targeted 

technical expertise: 

• A Hydrological Expert, supporting the modeling and analysis of water resources; 

• An Environmental & Social Safeguards Expert, ensuring compliance with environmental and social 
standards and managing risks; 

• A GIS and Data Management Specialist, responsible for maintaining the project’s spatial database and 
supporting evidence-based planning. 

This blend of full-time staff and expert consultants equips the PMU with the necessary technical and managerial 

capacity to effectively deliver the project’s complex and multi-dimensional interventions. With the team now in 

place, the pace of implementation has significantly accelerated, and the project is better positioned to meet its 

objectives within the remaining implementation period. 

 

Monitoring and evaluation (M&E) 

M&E design: A brief M&E plan was included in the project document in line with UNDP’s programming policies 

and procedures. This plan focused on tracking project progress, monitoring risks, providing progress reports to 

donors, gender-disaggregated data collection and conducting a Mid- term and terminal evaluations. Only MTE and 

TE was backed with $60K budget, the rest of the M&E activities were envisaged to be embedded within the 

programmatic and PMC costs.  

M&E implementation 

The project’s first—and so far, the only—annual report was submitted at the end of 2024. While the report is 

comprehensive and provides a detailed account of project processes, it is primarily process-oriented, focusing on 

the completion of assessments, workshops, contracting milestones, and foundational activities. Although this level 

of detail is important for documenting progress, the report offers limited insight into actual results, particularly in 

relation to the project’s outcome-level indicators. For the report to serve as a meaningful tool for performance 

monitoring, accountability, and learning, future reports will need to shift toward a more results-based orientation, 

and provide quantitative and qualitative evidence of change—especially around improved water availability, 

livelihood outcomes, and institutional capacity. Moving forward, it is recommended that the project team 

strengthen results-based monitoring and reporting practices, ensuring that annual reports provide a clearer 

picture of how the project is contributing to its strategic goals, not just how it is being implemented. This will also 

help enhance transparency and support informed decision-making by the Project Board and development 

partners such as KfW. 

As on-ground implementation activities have begun to scale up, the need for rigorous outcome monitoring has 

become increasingly critical—both to track progress toward results and to inform adaptive management. At the 
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same time, the complexity of monitoring has grown due to the diverse nature of interventions, geographic 

dispersion of project sites, and operational challenges in Yemen, including limited accessibility and data 

availability. Recognizing these challenges, the project has recently taken a key step by engaging a consulting firm 

as a Third-Party Monitoring (TPM) agent. The TPM firm has been contracted to provide independent verification 

of results and quality assurance of project activities implemented in the field. This includes verifying the existence 

of assets, validating quality, fiduciary, environmental and social safeguarding aspects of implemented activities; 

and verifying data and reports on project progress, outcomes, and overall impact on targeted communities. 

This move is expected to strengthen the project’s ability to generate reliable, impartial data on results, particularly 

in hard-to-reach areas where direct monitoring by the project team is difficult. It also supports a shift toward more 

evidence-based, results-oriented reporting, moving beyond process documentation to focus on actual changes 

experienced by beneficiaries and institutions. The engagement of the TPM firm is a timely and strategic measure 

that will help ensure that project achievements are captured and validated, and that emerging issues are identified 

and addressed promptly through informed decision-making. 

Another important element of the project's M&E implementation strategy is the incorporation of pre- and post-

assessments as part of the responsibilities assigned to the RPs. These assessments are designed to measure the 

change and effectiveness of project interventions at the beneficiary level, particularly in the areas of income 

generation, agricultural value addition, capacity-building, and community mobilization. By embedding these 

assessments into the RPs’ scope of work, the project ensures that monitoring is closely tied to implementation, 

providing timely and relevant data that reflects ground realities. This integrated approach enhances the project's 

ability to demonstrate attribution, validate achievements, and inform both mid-course corrections and final 

evaluation efforts. 

 

4.5  Sustainability 

Findings 

The ERA project faces significant sustainability challenges due to weak water governance, fragmented institutional 
mandates, and limited capacities of both government institutions and WUAs. The inactivity of Water Basin Committees 
and chronic underfunding of key institutions like MoWE and NWRA undermine the long-term viability of project outcomes. 
While the project is investing in capacity-building and community engagement, many local entities still lack the resources 
to independently manage infrastructure or sustain water systems. Short-term maintenance by contractors and one-year 
support from RPs offer initial safeguards, but no clear long-term maintenance or handover plan, currently exists. For 
income-generating activities, sustainability relies on beneficiaries’ motivation to continue based on economic returns.  

The ERA project currently lacks a defined sustainability and replication strategy, this gap is compounded by the chronic 
underfunding of key government institutions like MoWE and NWRA. As a result, replication and upscaling of ERA’s 
interventions are likely to remain dependent on external donor support in the medium term. 

Institutional sustainability  

Generally, the ERA project operates in a weak and fragmented water governance in Yemen, which presents a 

significant barrier to effective and sustainable water resource management. This weakness is most evident in the 

limited enforcement of regulations, lack of coordination, and unclear delegation of responsibilities among key 
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institutions, particularly MoWE, NWRA, and community-based structures like WUAs. Compounding these issues 

is the fact that the Water Basin Committees (WBCs) in both Taiz and Lahj governorates have been non-functional 

since 2013–2014which left a vacuum in inter-institutional coordination and reduced the government's ability to 

respond to water emerging issues. These committees were originally intended to serve as key platforms for 

coordinated decision-making, basin-level planning, and stakeholder engagement, but their prolonged inactivity 

has further destabilized oversight and strategic direction in water resource management. In light of such weak 

governance structures, the chances for integrating the project outcomes into ongoing policies and practices 

remain limited.  

As the ERA project advances into the phase of on-ground implementation, particularly in delivering water 

infrastructure and income-generating activities, a critical question arises: What will happen to these investments 

after the project ends, and who will be responsible for sustaining their impact? The answer is multifaceted, 

reflecting both the opportunities and challenges inherent in Yemen’s fragile institutional and community context.  

On one hand, the project is investing in capacity development as a sustainability strategy, including trainings, 

empowering WUAs and awareness raising. These efforts are important building blocks for sustainability, aimed at 

fostering local ownership, knowledge transfer, and long-term resilience. However, the challenge remains that 

official water-related institutions continue to suffer from serious capacity gaps—including limited human 

resources, weak logistical support, and chronic underfunding. Their ability to assume full responsibility for 

infrastructure operation and oversight post-project is uncertain, especially without long-term external support or 

budgetary allocation. Similarly, while WUAs have been successfully formed and some are actively functioning, 

many lack the technical, financial, and managerial capacity to maintain infrastructure or oversee complex water 

systems independently. The 19 newly established WUAs remain underdeveloped and lack basic infrastructure 

(premises), equipment and operational capacities, and the ERA project lacks budget allocations to strengthen 

these capacities, which creates a concern on their sustainability. 

Under the current contractual arrangements, construction suppliers engaged by the ERA project are obligated to 

provide maintenance services for a period of one year following the completion of the infrastructure works. This 

standard defect liability period ensures that any construction-related faults or early-stage issues can be addressed 

by the contractor, safeguarding the quality and functionality of the infrastructure in the short term. However, 

beyond this one-year period, there is a critical need for a sustainability plan to transfer the responsibility for long-

term maintenance to a more permanent and locally embedded entity. This responsibility could fall to either a local 

government authority, or a community-based structure, most notably the WUAs that the project has established 

and supported. 

In the case of income-generating activities, the RPs—as per their contractual obligations—are mandated to 

provide technical guidance, training, and support to beneficiaries only during the duration of their contracts, which 

is one year. This support includes assistance in the implementation of small-scale value addition, market linkage 

facilitation, and agricultural productivity enhancement. However, the sustainability of these activities is expected 

to be driven by the beneficiaries themselves, particularly through the tangible benefits derived from increased 

incomes and improved market access. The rationale is that once beneficiaries experience economic returns from 

their engagement—whether through improved crop quality, processing of goods, or better access to buyers—

they will have a strong incentive to continue these practices independently. This market-driven motivation is 
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expected to reinforce behavioral change, promote reinvestment, and support the sustainability of the activities 

beyond the direct involvement of the RPs. Therefore, empowering beneficiaries to maintain their engagement, 

has been, and should continue to be, the focus of the project delivery under output 1.2.  

The ERA project has systematically documented key lessons learned throughout its implementation, incorporating 

them as an integral part of its reporting and adaptive management processes. As the project has progressed, these 

lessons are informing continuous adjustments in strategy, design, and delivery, helping the project team respond 

more effectively to emerging challenges and contextual dynamics. This approach reflects a growing emphasis on 

learning-by-doing, where real-time feedback and field-based insights guide implementation refinements. A good 

example of this adaptive process is the establishment of new WUAs where these were missing in targeted areas 

– as explained earlier.  

Financial sustainability  

At present, there is no clear or secured pathway for financing or replicating the outcomes of the ERA project once 

it concludes. While the project is making meaningful progress in building infrastructure, strengthening institutions, 

and supporting livelihoods, the absence of a national financing mechanism or transition plan poses a significant 

risk to the scalability and sustainability of these achievements. The core challenge lies in the chronic underfunding 

of government institutions. Key agencies such as NWRA and MoWE are operating with severely constrained 

budgets, where approximately 98% of their funding is consumed by salaries, leaving only 2% or less for operational 

costs, service delivery, or capital investment. This financial reality severely limits the government’s ability to 

replicate ERA outcomes. Given these constraints, future replication and upscaling of ERA's interventions will likely 

remain dependent on international donor funding, at least in the medium term. 

At this stage, the ERA project lacks a defined sustainability plan that clearly outlines the roles, responsibilities, and 

mechanisms required to sustain the legacies and impacts of the project beyond its implementation period. While 

the project is making tangible progress in establishing infrastructure, supporting livelihoods, and building local 

governance structures, there is no formal strategy in place that articulates how these achievements will be 

maintained, institutionalized, or scaled after the project ends. 

At the grassroots level, the income generated through livelihood support interventions under Output 1.2 of the 

ERA project is expected to play a key role in enhancing the financial sustainability of WUAs and their ongoing 

activities. By enabling farmers and community members to improve their productivity, access markets, and add 

value to their agricultural products, the project contributes not only to household income but also to the economic 

viability of collective resource management structures. 

Socio-economic sustainability 

The political instability in Yemen presents significant socio-political risks to all development interventions, 

including the ERA project. These risks stem from the volatile security landscape, the fragmentation of governance 

structures, and the deep political divisions that continue to affect decision-making, resource distribution, and 

institutional coordination across different regions of the country. 

At the community level, the ERA project is set to deliver a range of socio-economic benefits to local populations 

through a combination of infrastructure development, livelihood support, income generation and institutional 
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empowerment. These benefits are designed to enhance resilience, food security, and economic opportunities in 

some of Yemen’s most vulnerable and underserved districts. 

On the other hand, the ESMF has identified number of social risk including occupational health and safety (OHS) 

(including encountering unexploded ordinances (UXOs)/explosions from remnants of war (ERW)), child and/or 

bonded labor, community health and safety (including transmission of communicable diseases), potential elite 

capture, and unpredictability of the ongoing security situation. There is also a risk that the project would 

exacerbate the sense of injustice in water allocations, market opportunities and competition between community 

members for project food processing opportunities which may lead to conflict. The ESMF provided a range of 

mitigation measures that need to be implemented and monitored.  

Environmental sustainability 

The ERA project contributes to environmental sustainability through a variety of targeted interventions that aim 

to preserve natural resources, reduce environmental degradation, and promote climate-resilient practices in 

agriculture and water management. These contributions are embedded throughout the project’s design and 

implementation, reinforcing the long-term ecological health of the targeted regions.  

At the same time, ESMF identified environmental risk related to waste generation, noise, dust, and pollution 

(including those linked to labour/OHS); and significant extraction, diversion or distribution of surface or ground 

water via for example; construction of small dams, wadi bank stabilization, terrace rehabilitation. Environmental 

risks and impacts are expected to be site-specific, reversible, and generally of low magnitude that can be mitigated 

following appropriate measures.  
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5. Conclusions 

Coherence and Relevance 

- The ERA project design is ambitious but lacked sufficient detail and was developed without comprehensive 
field assessments, resulting in assumptions-driven planning for key elements such as costing, scope, and site-
level interventions. 

- The project effectively utilized recent UNDP-led studies to inform its approach, providing a strong analytical 
foundation for addressing Yemen’s water crisis. 

- Engagement with other ongoing projects in the same sectors and regions was minimal, missing opportunities 
for synergy and coordination. 

- The PRF suffers from weak SMART design, with vague indicators and unrealistic targets, reducing its usefulness 
for performance monitoring and adaptive management. 

- ERA is highly relevant to the needs of rural communities in conflict-affected areas like Taiz and Lahj 
governorates, aligning well with the priorities of key stakeholders, including MoAIF, MoWE, and NWRA. 

- While national planning frameworks are outdated, the project aligns with their overarching objectives and 
strongly supports the goals of the UNDP Resilience Building and Recovery Programme for Yemen. 

Achieved Results 

- The ERA project has made moderate progress by successfully establishing a strong foundation for 
implementation through comprehensive baseline assessments and effective operational planning. 

- Contracts with national infrastructure firms and Responsible Parties (RPs) have been finalized, positioning the 
project to transition from planning to implementation in the second half of its lifecycle. 

- Under Outcome 1, the project has approved three intervention packages, with Package 1 currently under 
implementation, covering 199 water-related interventions across four districts. Although income-generation 
activities have not yet started on the ground, preparatory work—including value chain assessments and CSO 
contracting—has created strong momentum for upcoming field delivery. 

- Under Outcome 2, the project has made important steps in strengthening local water governance, particularly 
through the formation and legal registration of 19 new WUAs, including significant women’s participation, and 
the identification of key institutional capacity gaps for targeted support. 

Effectiveness 

- The ERA project has successfully established a critical evidence base and strong operational framework, 
enabling geographically and thematically targeted interventions that enhance strategic coherence and 
contextual relevance. 

- With contracts in place for infrastructure and livelihood delivery, the project is now structurally prepared for 
full-scale implementation, but its success will depend on timely, inclusive, and high-quality execution amid 
Yemen’s complex operating environment. 

- Implementation has been hindered by a range of challenges, including security constraints, procurement 
delays, and limited supplier availability, which affected access and slowed field activities.  

- Additional constraints—such as fragmented data systems, institutional overlaps, early staffing gaps, and 
logistical barriers in remote areas—further delayed delivery and highlighted the need for flexible, adaptive 
project management. 

- The project also faced excessive demands from stakeholders, exceeding its scope and resources, reinforcing 
the importance of expectation management and strategic prioritization moving forward. 
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Gender Mainstreaming 

- The ERA project demonstrates a strong commitment to gender equality and women’s empowerment, 
integrating gender-responsive activities such as women-inclusive WUAs, leadership promotion, and targeted 
skills training. 

- Although the project aimed for 30% women’s participation, it achieved 21% representation in WUA governance 
roles, which is a significant milestone in Yemen’s conservative and gender-restrictive context. 

- Challenges stem primarily from entrenched socio-cultural norms that limit women’s mobility and public 
engagement, underscoring the need for ongoing, context-sensitive strategies. 

SES 

- The ERA project has put in place a comprehensive ESMF, serving as a proactive tool for identifying and 
mitigating potential risks associated with project activities. 

- Due to the lack of finalized intervention sites at the time of ESMF development, the framework adopted an 
anticipatory approach, analysing potential risks across a longlist of sites based on intervention typologies and 
regional sensitivities. 

- The project's risk rating was revised from 'low' to 'moderate', reflecting concerns related to water equity, 
construction safety, and gender-based discrimination. 

- To ensure effective risk management, the ESMF has been complemented by site-specific Environmental and 
Social Management Plans (ESMPs) for package 1, and will be done for other packages once interventions are 
confirmed. 

Efficiency 

- The ERA project adopted a strategic, phased, and cost-effective approach, prioritizing early diagnostic 
assessments to ensure interventions were relevant, feasible, and context-specific. 

- Operational efficiency was enhanced through partnerships with national CSOs and government entities, which 
helped streamline procurement and reduce costs while maintaining transparency and quality. 

- As of mid-term, financial delivery stands at 22% (including commitments) and 11% in actual expenditures, 
reflecting the non-capital-intensive nature of early-stage activities. Spending is expected to increase 
substantially as implementation scales up. 

- The project experienced an eight-month start-up delay, impacting the delivery timeline. Given this delay and 
ongoing contextual challenges, a 6–12 month no-cost extension may be required to ensure full and quality 
implementation. 

Sustainability 

- The ERA project faces significant sustainability risks due to weak water governance structures, fragmented 
institutional mandates, and the limited capacity of government institutions and WUAs to independently 
maintain project outcomes. 

- The inactivity of Water Basin Committees and chronic underfunding of key institutions like MoWE and NWRA 
undermine long-term oversight and service continuity. 

- While the project provides short-term safeguards through contractor maintenance obligations and one-year 
support from RPs, there is no clear plan for long-term maintenance or ownership transition. 

- For income-generating activities, sustainability hinges on beneficiaries’ economic incentives to continue 
practices post-support, which may not be sufficient in all contexts. 

- The project lacks a formal sustainability and replication strategy, and given the financial constraints of public 
institutions, future scaling and replication will likely depend on continued donor funding. 
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6. Recommendations & Lessons 

Recommendations  

Below are recommendations that consider the depth and breadth of issues facing this project and provide a 

framework for improvements in delivery. 

# 
 

MTE Recommendation Entity 
Responsible 

Priority 
level  

Timeframe  

1 Develop and implement a comprehensive sustainability plan that 
goes beyond technical closure and actively supports the continuity, 
ownership, and expansion of project impacts. This plan should be 
anchored on two core components: 

1. Post-project institutional and operational arrangements: The 
sustainability plan should clearly document how key project 
interventions—such as water infrastructure, WUAs, and 
income-generating initiatives—will be maintained and 
managed beyond the project’s lifespan. This includes: 

• Defining roles and responsibilities of local 
authorities, WUAs, national institutions (e.g., 
NWRA, MoAIF), and community stakeholders. 

• Establishing or reinforcing maintenance 
protocols, monitoring frameworks, and funding 
mechanisms for operational continuity. 

• Providing guidance on transitioning support 
functions from project-funded actors (e.g., 
contractors, RPs) to local institutions and 
ensuring knowledge transfer through training, 
manuals, and handover processes. 

• Exploring options for integrating successful 
models into local or national budgets. 

2. Pathways for replication and upscaling: The plan should also 
identify and document avenues for replicating and scaling 
successful interventions, particularly in other water-scarce or 
conflict-affected areas of Yemen. This involves: 

• Packaging proven models and lessons into 
scalable intervention frameworks that can be 
shared with government, donors, and 
implementing partners. 

• Mapping existing and potential financing 
options that could be available for replication 

• Establishing a knowledge dissemination 
strategy that includes case studies, policy 
briefs, and replication toolkits to influence 
future programming. 

Project Team High  July-August 
2025 

2 Proceed with updating the Project Results Framework (PRF) as 
recommended in Table 1 of the MTE report, and include revised 
formulations of indicators to improve their SMARTness (Specific, 
Measurable, Achievable, Relevant, and Time-bound), as well as 
adjusted targets that reflect more realistic expectations based on 
progress, capacity, and contextual challenges. See details in table 1. 

Project Team High  July-August 
2025 
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3 Assess the duration and implications of a no cost extension that 
enables quality completion of the ERA activities. This 
recommendation is based on several factors, including the ambitious 
original timeframe, the delayed start-up period, and the complex 
operational environment in Yemen that continues to pose logistical, 
institutional, and security-related challenges. See section 4.4 for 
details.  

Project board  High  Q1 – 2026  

4 Develop and implement a long-term maintenance and ownership 
transition plan to preserve the functionality of infrastructure 
investments and ensure the sustainability of outcomes beyond the 
ERA project’s lifespan, it is critical to develop and implement a long-
term maintenance and ownership transition plan. This plan should 
provide a clear roadmap for how constructed assets—such as 
irrigation systems, water storage infrastructure, and flood protection 
structures—will be maintained, operated, and managed after the 
project ends. 

Project Team Medium  Oct-Dec 25 

5 Strengthen coordination with UN agencies, the World Bank, and 
other international development partners in water and food security 
sector in Yemen to enhance the coherence, impact, and sustainability 
of its interventions. While the project design lightly references some 
ongoing initiatives, a more systematic and proactive approach is 
needed to maximize complementarities and avoid duplication of 
efforts. This coordination should begin with a comprehensive 
mapping of relevant interventions across the country, particularly 
those focused on agricultural livelihoods, irrigation and water 
infrastructure, climate resilience, nutrition, and rural value chains. 
Understanding the full scope of programming across geographic and 
thematic areas  and initiate dialogue discussions to identify synergies 
and complementarities. This will help the ERA project position itself as 
part of a broader food security architecture in Yemen. 

Project Team Low  Aug 2025 

6 Disaggregate beneficiary data by gender, IDP status, persons with 
disabilities (PwD), geographical area, and age group to improve the 
ERA project’s effectiveness, inclusiveness, and accountability. 
Systematically collecting and analysing disaggregated beneficiary data 
is essential for ensuring that the ERA project meets its commitment to 
equitable, inclusive, and results-based programming. Disaggregation 
by gender, IDP status, persons with disabilities (PwD), geographical 
area, and age group (e.g., youth, adults, elderly) allows the project to 
assess how benefits are distributed among diverse population groups, 
particularly those who are often marginalized or at greater risk of 
exclusion in humanitarian and development contexts. 

Project Team Medium   June 2025 

7 Undertake a budget re-allocation exercise to address Project 
Management Cost (PMC) shortfall. It is recommended that the ERA 
project undertake a comprehensive budget re-allocation exercise to 
address the emerging shortfall in the Project Management Cost (PMC) 
budget line. This exercise should systematically review current 
allocations across all budget categories, identify underutilized or 
flexible budget lines, and reallocate funds as necessary to ensure 
adequate coverage of essential PMC components such as staff 
salaries, Third-Party Monitoring (TPM), travel, communication, and 
feasibility studies. Given that several critical items under PMC have 
already shown signs of being underbudgeted—particularly the TPM 

Project Team High   July 2025 
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contract, which has exceeded its original allocation—there is a 
pressing need to align budget projections with actual market costs and 
implementation realities. This proactive reallocation will help 
safeguard core project management functions, maintain the quality of 
oversight and reporting mechanisms, and ensure that implementation 
is not disrupted due to resource constraints in foundational support 
areas. It is also recommended that this exercise be revisited 
periodically to respond to evolving financial needs and 
implementation dynamics. 

 

Lessons learned 

In addition to those lessons learned captured earlier in this report (for example, see challenges and success 

factors under effectiveness section), the following are additional lessons learned synthesized through the 

evaluation process. 

- Evidence base is critical for targeted, relevant, and informed interventions: One of the key lessons from 
the ERA project is that investing in a strong evidence base through early assessments is essential for ensuring 
the relevance, effectiveness, and precision of interventions. The project’s comprehensive hydrological, socio-
economic, institutional, and value chain assessments provided critical data that shaped the selection of 
intervention sites, the design of water infrastructure packages, and the targeting of livelihood support 
activities. This approach enabled the project to move away from one-size-fits-all solutions and instead 
implement context-specific, needs-driven interventions that are better aligned with local realities and 
community priorities. It also allowed for more effective stakeholder engagement, risk identification, and 
resource allocation. However, the experience also highlights that such assessments must be timely to avoid 
delaying implementation. Planning and budgeting for diagnostic studies early in the project lifecycle—and 
integrating their findings into a flexible programming framework—can significantly enhance the impact and 
sustainability of development efforts. 

- Overambitious targets and timelines undermine execution feasibility: The ERA project illustrates that 
while ambitious targets and tight timelines may enhance a project’s initial appeal on paper, they often do so 
at the expense of execution feasibility, especially in fragile and conflict-affected contexts like Yemen. The 
project’s original plan to reach large number of beneficiaries within a three-year timeframe underestimated 
the complex realities of the operating environment—such as security constraints, limited institutional capacity, 
delayed team mobilization, and procurement bottlenecks. As a result, implementation progress during the first 
half of the project was significantly delayed, forcing the team to recalibrate expectations and compress delivery 
into a shortened timeframe. This experience highlights the importance of setting realistic, context-informed 
targets and timelines, grounded in the capacity of implementing partners, the pace of preparatory work, and 
the volatility of the operating environment. 

- Inclusive stakeholder engagement and intervention verification are critical for smooth implementation: 
The ERA project demonstrates that inclusive stakeholder engagement combined with rigorous verification of 
interventions before approval is essential for ensuring smooth and conflict-free implementation. By actively 
involving a diverse range of stakeholders—including national and local government institutions, WUAs, and 
community members—the project was able to foster broad-based ownership, trust, and transparency. This 
inclusive approach helped to align interventions with local priorities, manage expectations, and pre-empt 
institutional or community resistance. Additionally, the process of validating each intervention through 
participatory workshops and technical assessments before approval ensured that selected activities were both 
technically feasible and socially acceptable. 
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- It’s never too early to start thinking about sustainability: The ERA project highlights that sustainability 
planning should begin early in the project lifecycle, not as a final-stage activity. While the project has made 
important investments in institutional strengthening, infrastructure development, and capacity-building, the 
absence of a clearly defined sustainability and exit strategy at mid-term poses a risk to the long-term viability 
of its results. Embedding sustainability thinking from the start—through design, budgeting, and 
implementation—ensures that interventions are not only effective during the project period but also enduring 
and scalable beyond it. This lesson is particularly critical in fragile contexts, where local systems often lack the 
capacity or resources to sustain gains without proactive planning and support. 
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7. Annexes 

Annex 1: MTE ToR (excluding ToR annexes) 

TOR is provided separately. 

Annex 2: Evaluation matrix and data collection instruments 

Evaluation matrix is important to identifying the key evaluation questions and how they will be answered through 

the selected methods. The evaluation matrix is a tool that evaluators create as a map and reference in planning 

and conducting an evaluation. It also serves as a useful tool for summarising and visually presenting the evaluation 

design and methodology for discussions with stakeholders. It details evaluation questions that the evaluation will 

answer, data sources, data collection and analysis tools or methods appropriate for each data source, and the 

standard or measure by which each question will be evaluated. 

Table 3: Evaluation Matrix  

Evaluative Criteria Questions Indicators/evidence  Sources Methodology 

Relevance: How does the project relate to the development priorities a the local, regional and national level?  

• To what extent was the project in line with the 

national development priorities, UNDP Country 

Programme Document outcomes and outputs, 

the country programme’s outputs and 

outcomes and the SDGs?  

• Was the project appropriate and strategic to 

the main development goals and challenges in 

the country at the time of the project’s design? 

Did relevance continue throughout 

implementation? 

• Was the project relevant to the needs and 

priorities of the target groups/beneficiaries? 

Were they consulted during design and 

implementation of the project? 

• Did the project’s theory of change clearly 

articulate assumptions about why the project 

approach is expected to produce the desired 

change? Was the theory of change grounded in 

evidence? 

- Stakeholders’ perceptions on 

the relevance of project’s 

activities to their needs. 

- Level of alignment of Projects 

activities with key country 

priorities and stakeholders’ 

plans. 

- Degree of alignment of the 

project activities with the UN 

Sustainable Development 

Cooperation Framework. 

- Degree to which the project 

design identifies and address 

gender and human rights 

issues. 

- Robustness of the ToC and 

degree to which assumptions 

have been articulated and 

tested.  

- Project 

documentations 

- national policies or 

strategies,  

- Project 

stakeholders 

feedback  

- UN strategies 

 

- Desk review 

Stakeholders’ 

interviews. 

-  

- Coherence: To what extent the project is coherent in its design and relevant to the needs?  

• To what extent did the project complement 

interventions by different entities, especially 

other UN actors? 

- Level of alignment of 

project’s activities with key 

- Project 

documentations. 

- Desk review.   
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• How were stakeholders involved in the 

project’s design and implementation? 

country priorities and 

stakeholders’ plans. 

- Degree of alignment of the 

project activities with the UN 

Sustainable Development 

Cooperation Framework and 

SDGs. 

- Documented synergies and 

linkages with other projects. 

- National policies or 

strategies.  

- Project 

stakeholders 

feedback.  

- UN strategies.  

- Stakeholders’ 

interviews. 

-  

Effectiveness: To what extent have the expected outcomes and objectives of the project been achieved? 

• To what extent did the project achieve its 

intended objectives and contribute to the 

project’s strategic vision? 

• To what extent did the project substantively 

mainstream a gender and support gender-

responsive planning? 

• What factors have contributed to achieving or 

not achieving intended project outputs and 

outcomes? 

• To what extent has the project succeeded in 

fulfilling female and male beneficiaries’ 

practical and strategic needs including but not 

limited improved access to services, enhanced 

practical capacity, and gaining leadership skills? 

• How novel or innovative was the project 

approach? Can lessons be drawn to inform 

similar approaches elsewhere? 

- Assessment of the delivery on 

project targets as defined in 

the project results 

framework. 

- Output assessments.  

- Assessment of outputs’ 

gender sensitivity.  

- Stakeholders’ perspective on 

the outcomes/outputs 

delivery and effectiveness.  

- Extent to which stakeholders 

participation planned and 

implemented appropriately 

and effectively. 

- Assessment of project 

delivery on gender action 

plan 

- Assessment of gender 

disaggregated data  

- Project 

documentations.  

- Progress reports.  

- Project 

deliverables.  

- Project 

stakeholders 

feedback. 

- Desk review.   

- Stakeholders’ 

interviews. 

-  

Efficiency: Was the project implemented efficiently, in line with international and national norms and 

standards? 

• To what extent was the project management 

structure as outlined in the project document 

efficient in generating the expected results? 

• To what extent have the project 

implementation strategy and execution been 

efficient and cost-effective? 

- Effectiveness of the project 

coordination and 

interlinkages . 

- Stakeholders feedback on the 

effectiveness of the project 

management.  

- Project 

documentations.  

- Board Minutes of 

Metting (MoM). 

- Progress reports.  

- Desk review.  

- Stakeholders’ 

interviews. 
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• To what extent has there been an economical 

use of financial and human resources? Have 

resources (funds, human resources, time, 

expertise, etc.) been allocated strategically to 

achieve outcomes? 

• To what extent have the M&E systems utilized 

by the UNDP enabled effective and efficient 

project management? 

 

- Frequency and effectiveness 

of the board in decision 

making and strategic 

guidance. 

- Stakeholders feedback on the 

effectiveness of their 

participation.  

- Documented adaptive 

management actions to 

accommodate the changing 

priorities. 

- Extent to which project 

targets are met on time and 

on budget.  

- Effectiveness of the M&E 

functions.  

- Evidence of adaptive 

management actions where 

alternative strategies have 

been identified and 

addressed.  

- Stakeholders feedback on 

project implementation 

strategies and alternatives.  

- Cost in view of results 

achieved compared to costs 

of similar projects from other 

organisations.  

- Level of discrepancy between 

planned and utilised financial 

expenditures. 

- Planned vs. actual funds 

leveraged. 

- Timeliness of activities 

delivery. 

- Co-financing data and 

evidence. 

- Existence, quality and use of 

M&E, feedback and 

- Project 

deliverables.  

- Project 

stakeholders 

feedback.  
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dissemination mechanism to 

share findings, lessons 

learned and 

recommendation. 

- Quality of M&E at the design 

stage  and throughout the 

implementation.  

Sustainability: To what extent are there financial, institutional, socio-political, and/or environmental risks to 

sustaining long-term project results? 

• To what extent will financial and economic 

resources be available to sustain the benefits 

achieved by the project?  

• To what extent have relevant Ministries or 

national offices integrated project outcomes 

into ongoing policies and practices? 

• To what extent are lessons learned being 

documented by the project team on a continual 

basis and shared with appropriate parties who 

could learn from the project? 

• To what extent the interventions have well-

designed and well-planned exit strategies? 

• Were the project’s results sustained after the 

intervention? Did sustainability differ for 

female and male beneficiaries? 

 

- Evidence of commitments 

from government or other 

stakeholder to financially 

support relevant sectors of 

activities after project ends. 

- Level of project stakeholders 

ownership. 

- Level of capacities at the 

country level to continue 

delivering on the project 

results.  

- Evidence of public awareness.  

- Existence of financial and 

institutional settings to 

support long term benefits.  

- Likelihood of financial 

sustainability of the financial 

solutions/instruments.  

- Efforts to support the 

development of relevant 

policies at the country level. 

- Identification of emerging 

risks.  

- Risk log updates.  

- Exit strategy in place and 

actively operationalisation. 

- Project 

documentations.  

- Board MoM. 

- Progress reports.  

- Project 

deliverables. 

- Project 

stakeholders 

feedback.  

 

- Desk review   

- Stakeholders’ 

interviews 

-  
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- Stakeholders feedback on the 

upscaling and replication 

potential. 

- Stakeholders feedback on 

unintended results.  

- Stakeholders feedback pm 

the transformative changes. 

- Evidence of transformative 

change attributed to the 

project.  

Impact: To what extent has the project achieved economic, social and environmental impacts anticipated in 

the project design?  

• To what extent the Project ensured economic 

and social wellbeing for Yemeni, in particular 

for the poorest and most vulnerable?  

• What measurable changes in women and men’ 

contribution to and participation in decision-

making have occurred as a result of support 

provided by the project to target stakeholders? 

 

- Delivery on project targets 

defined in the project results 

framework (impact related 

indicators). 

- Output assessments.  

- Assessment of outputs’ 

gender sensitivity.  

- Stakeholders’ perspective on 

the outcomes/outputs 

delivery and effectiveness.  

- Extent to which stakeholders 

participation planned and 

implemented appropriately 

and effectively.  

- Project 

documentations.  

- Progress reports.  

- Project 

deliverables.  

- Project 

stakeholders 

feedback. 

- Desk review.   

- Stakeholders’ 

interviews. 

-  

Cross cutting issues  

Human rights 

1. To what extent have poor, indigenous and 

physically challenged, women, men and other 

disadvantaged and marginalized groups 

benefited from the work of UNDP in the 

country? 

Gender equality and empowerment 

2. To what extent have gender equality and the 

empowerment of women been addressed in 

- Extent to which 
disadvantaged and 

marginalized groups, women 

and PwD identified by the 

project design?   

- Extent to which the needs of  

disadvantaged and 

marginalized groups, women 

and PwD addressed in the 

SESP and associated ESMPs? 

- Project 

documentations.  

- Progress reports.  

- Project 

deliverables.  

- Project 

stakeholders 

feedback. 

- Desk review.   

- Stakeholders’ 

interviews. 

-  
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the design, implementation, and monitoring 

of the project? 

3. To what extent has the project promoted 

positive changes in gender equality and the 

empowerment of women? Were there any 

unintended effects? 

Disability 

4. Were persons with disabilities consulted and 

meaningfully involved in programme planning 

and implementation?  

5. What proportion of the beneficiaries of a 

programme were persons with disabilities? 

What barriers did persons with disabilities 

face? 

- Application of UNDP gender 

marker  

- Status of gender action plan 

in terms of design and 

implementation  

- Documented changes and 

impacts disaggregated by 

gender and PwD 

- Stakeholders perspective on 

the inclusion and 

implementation of the cross 

cutting issues  

 -  -  -  
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Annex 3: List of individuals or groups interviewed or consulted. 

 

Code Title/role Agency  Sex Location Data 
Collection 
Method 

P1 CCEE unit Team leader UNDP Male  Aden KII 

P2 Project manager UNDP  Male   KII 

P3 National project manager UNDP Male  Aden KII 

P4 M&E and Reporting specialist UNDP Male  Aden KII 

P5 RP Project Manager Life Makers 
Meeting 
Place 
Organization 

Male  Taiz KII 

P6 RP Project manager Nahda 
Makers 
Organization 

Male  Lahj KII 

P7 RP Project manager-  Nahda 
Makers 
Organization 

Female  Lahj KII 

P8 CEO of Impact consulting Impact 
consulting 

Male  Aden  KII 

P9 Community mobilization 
consultant 

 Male  Aden  KII 

P10 Secretary General of Ministry of 
Agriculture and Fisheries 

Ministry of 
Agriculture 
and 
Fisheries 

Male  Aden  KII 

P11 Director of Al-Mawasit District, 
Local authority office-AlAin, Al-
Mawaset, Taiz Governorate 

Al-Mawasit 
District, 
Local 
authority 
office 

Male  Taiz  KII 

P12 Director of Agriculture and 
Irrigation Office, Al-Mawaset 
District 

Al-Mawasit 
District, 
Local 
authority 
office 

Male  Taiz  KII 

P13 Chairperson of NWRA NWRA Male  Aden  KII 

P14 Director of Agriculture, Irrigation, 
and Fisheries Ministry (MoAIF), 
Taiz office  

MoAIF Male  Taiz  KII 

P15 Director of Tuban District. Saber, 
district local authority office. 

 Male  Lahj  KII 
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P16 Director of Agriculture, Irrigation, 
and Fisheries Ministry (MoAIF), 
Tuban. Tuban, Saber, district local 
authority office.   

(MoAIF), 
Tuban. 
Tuban, 
Saber, 
district local 
authority 
office.   

Male  Lahj  KII 

P17 Director of NWRA office. Taiz NWRA 
office. Taiz 

Male  Taiz  KII 

P18 Director of Agriculture, Irrigation, 
and Fisheries Ministry (MoAIF), Al-
Salaw district office.   

MoAIF Male  Taiz  KII 

P19 Director of Agriculture Directorate 
in Lahj 

Agriculture 
Directorate 
in Lahj 

Male  Lahj   KII 

P20 Director of Agriculture Directorate 
Al-Mosaymer district office, Lahj. 

Agriculture 
Directorate 
Al-
Mosaymer 

Male  Lahj  KII 
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Annex 4: List of supporting documents reviewed. 

List of documents that have been reviewed includes, but not limited to: 

- The Project Document,  
- All technical deliverables, 
- Fragility, Conflict and Violence Matrix 
- Updated Results Matrix 
- Tuban Catchment Hydrological Study Phase I 
- Socio-economic Analysis and Market Survey - Lahj gov.  
- Socio-economic Analysis and Market Survey - Taiz gov.  
- Stakeholder Engagements Plan  
- Updated ERA Project Risk Register 
- 2025 ERA Annual Work Plan 
- Al-Mosaymer Technical Assessment Report, Part A  
- Tuban Technical Assessment Report, Part A 
- Al-Mawaset Technical Assessment Report, Part A 
- Al-Selw Technical Assessment Report, Part A 
- UNDP Social and Environmental Screening Procedure (SESP) and associated management plans, 
- The Environmental and Social Management Framework (ESMF) and the ac-companying indicative 

Environmental and Social Management Plans (ESMPs) 
- Progress reports (quarterly, semi-annual or annual, with associated work plans and financial reports), 
- Annual Work Plans, 
- M&E plan, 
- Notes from meetings,  
- Risk register,  
- Grant agreements and partner reports,  
- Workshops reports, 
- Minutes of Project Board Meetings and of other meetings 
- Financial data, including actual expenditures by project outcome, including management costs, and 

including documentation of any significant budget revisions, 
- Project communications materials, 
- The project governance structure (for example a ToR of the board), 
- Memorandum of understanding (if any). 
- RP’s ToR and agreements 
- ToR for a third-party monitoring (TPM) agent (that was awarded to Interaction Company) 
-  
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Annex 5: Interview guide   

Introduction  

Thanks for taking the time to speak with us today. The UNDP, as an implementing agency, is conducting a Mid-

Term Evaluation of the ‘Integrated Water Resources Management to Enhance Resilience of Agriculture- Yemen’ 

Project.  

The evaluation aims to assess the achievement of project results against what was expected to be achieved, and 

draw lessons that can both improve the sustainability of benefits from this project, and aid in the overall 

enhancement of UN programming.  

As part of the evaluation, we are talking to stakeholders to hear a range of perspectives on the work done so far 

and future priorities. We have booked one hour for this interview, but it may not take a full hour. 

Participation in this consultation is voluntary and confidential. You can decline to participate or end the interview 

at any time. No comments will be attributed to any individual in discussions or reports, unless we request your 

express permission.  

Do you have any questions before we start?  

Interview questions 

It should be noted that below interview questions are presented as a guide to be used in the interviews, however, 

each individual interview is unique, and questions will be tailored to the interviewees’ roles and perspectives. In 

addition, follow up questions will be asked based on the responses to obtain full story from each response.    

Questions  

Introductory question   
Could you please introduce yourself and explain your involvement and the role of your organisation/agency in the 
project?  
Effectiveness  

1) In your opinion, what has been the greatest achievement in the project to date? And why? 
2) What were the challenges in delivering project? How could we overcome these challenges? 
3) What factors have contributed to achieving intended project outputs and outcomes? 
4) What worked so well and what didn’t work so well? and why?  
5) How do you assess the project coordination among stakeholders? Are there rooms for improvements? 

Impacts  
6) What sort of impacts did the project deliver to its stakeholders? 
7) What trends do you foresee in addressing key environmental issues, in particular water resources 

management in Yemen?  
Relevance and coherence  

8) In your opinion, to what degree the project activities are aligned to the needs of the participating 
stakeholders? 

9) In your opinion, to what degree the project activities are aligned with the strategic plans and strategies of 
the participating stakeholders?  

10) To what extent the project is well designed in terms of identifying and addressing priorities and in terms 
robustness of the project document?  
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Efficiency  
11) In your opinion, has the project been delivered on time and on budget? Has there been anything 

underachieved or overachieved within the agreed framework of the project, and what are the 
reasons/explanation for it? 

12) In what ways has the project been adaptive to emerging issues and opportunities? Examples?  
Sustainability 

13) Do you foresee any social, financial or political risks that may jeopardise sustainability of the project 
outputs and outcomes? 

14) What would happen to the project output and benefits when the project funding finishes?  
15) Going forward, how do you see the capacity of participating stakeholders to pursue delivering on the 

project related outcomes?  
16) What lessons have been learnt for the project in achieving outcomes? 

Closing  

● In what ways gender, Leave No One Behind (LNOB), social inclusions have been mainstreamed in the 
project ? Do you have any gender-related concerns? 

● Anything else you would like to add that we haven’t covered?   

Thank you for your kind participation! 

Annex 6: Pledge of ethical conduct in evaluation signed by evaluators. 

Independence entails the ability to evaluate without undue influence or pressure by any party (including the 
hiring unit) and providing evaluators with free access to information on the evaluation subject.  Independence 
provides legitimacy to and ensures an objective perspective on evaluations. An independent evaluation reduces 
the potential for conflicts of interest which might arise with self-reported ratings by those involved in the 
management of the project being evaluated.  Independence is one of ten general principles for evaluations 
(together with internationally agreed principles, goals, and targets: utility, credibility, impartiality, ethics, 
transparency, human rights and gender equality, national evaluation capacities, and professionalism). 
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Evaluators/Consultants: 

 

1. Must present information that is complete and fair in its assessment of strengths and weaknesses so that decisions or actions 

taken are well founded. 

2. Must disclose the full set of evaluation findings along with information on their limitations and have this accessible to all 

affected by the evaluation with expressed legal rights to receive results. 

3. Should protect the anonymity and confidentiality of individual informants. They should provide maximum notice, minimize 

demands on time, and respect people’s right not to engage. Evaluators must respect people’s right to provide information in 

confidence, and must ensure that sensitive information cannot be traced to its source. Evaluators are not expected to evaluate 

individuals, and must balance an evaluation of management functions with this general principle. 

4. Sometimes uncover evidence of wrongdoing while conducting evaluations. Such cases must be reported discreetly to the 

appropriate investigative body. Evaluators should consult with other relevant oversight entities when there is any doubt about 

if and how issues should be reported. 

5. Should be sensitive to beliefs, manners and customs and act with integrity and honesty in their relations with all stakeholders. 

In line with the UN Universal Declaration of Human Rights, evaluators must be sensitive to and address issues of discrimination 

and gender equality. They should avoid offending the dignity and self-respect of those persons with whom they come in 

contact in the course of the evaluation. Knowing that evaluation might negatively affect the interests of some stakeholders, 

evaluators should conduct the evaluation and communicate its purpose and results in a way that clearly respects the 

stakeholders’ dignity and self-worth. 

6. Are responsible for their performance and their product(s). They are responsible for the clear, accurate and fair written and/or 

oral presentation of study imitations, findings, and recommendations. 

7. Should reflect sound accounting procedures and be prudent in using the resources of the evaluation. 

8. Must ensure that independence of judgement is maintained, and that evaluation findings and recommendations are 

independently presented. 

9. Must confirm that they have not been involved in designing, executing or advising on the project being evaluated and did 

not carry out the project’s Mid-Term Review. 

Evaluation Consultant Agreement Form 

 

Agreement to abide by the Code of Conduct for Evaluation in the UN System: 

 

Name of Evaluator: _______Mohammad Alatoom _____ 

 

Name of Consultancy Organization (where relevant): ______ ____________ 

 

I confirm that I have received and understood and will abide by the United Nations Code of Conduct for Evaluation. 

 

Signed at ____May 2025__________ (Place) on ______________________ (Date) 

 

Signature: ______________e-signed: Mohammad Alatoom ____________________________ 
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