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Summary:

As part of a strategic approach, CARE promotes continuous learning and adaptive management practice
across projects/programs in all operational areas in Yemen. Following this effort, CARE’s experience in
Yemen and our commitment to learning in emergency contexts pointed toward the need for an adaptive
approach to programming. Lessons learned from previous assessments, evaluations, and institutional
memory; as well as core commitments to humanitarian accountability and high program quality highlighted
the need to intentionally collaborate, learn, and adapt, especially in contexts of constant change and
needs.

The adaptive management practice employed by the H2O project in Yemen has had a significant impact
at organizational and developmental level. At the organizational level, adaptive management improved
senior leadership buy-in towards this process which ultimately had an impact on the organization’s
learning culture. Looking at the results from the approach and seeing the impact will only strengthen the
team’s capacities and increase its usage across the program portfolio. Whereas related to the
development impacts, adaptive management improved safe programming, delivery of effective and quality
assistance, strengthened local water governance, increased accountability, improved learning culture,
whilst innovations and testing new ideas have also been promoted.



1. WHAT: What is the general context in which the case takes place? What organizational or

development challenge(s) or opportunities prompted you to collaborate, learn, and/or
adapt?

The humanitarian crisis in Yemen, exacerbated due to four years of intense conflict, severe economic
decline, and recent famine and cholera that has put millions at risk. According to the Humanitarian Needs
Overview (HNO) of 2022, an estimated 80 per cent of the population — 23.4 million people — require some
form of humanitarian assistance. Over two-thirds of Yemenis (17.8 million people) require support to meet
their basic WASH needs, including 12.6 million who are in acute need. Inadequate access to WASH
services is a major driver of communicable disease outbreaks and acute malnutrition. Years of
underdevelopment, extensive damage from conflict, unstable fuel imports, and natural disasters have left
water and sanitation systems struggling to uphold minimum services.

Building on its experience of working with local communities and service providers, CARE in Yemen (CY)
designed the three-year USAID-funded ‘Addressing WASH services in Yemen’ H20 project using data from
assessments and close consultation with the people and stakeholders in Al Dhale, and Taiz Governorates.
This project provides short-term access to adequate water and sanitation systems and knowledge on
hygiene practices. It builds the institutional capacities of public/private service providers and promotes
innovative water-saving at home and sustainable water management in agriculture. Further, the project
strengthens COVID-19 pandemic preparedness, prevention, and mitigation.

In this environment of increased fragility and uncertainty, it is important to have an agile and adaptive
approach to tackle the challenges that are frequently arising. It required a collaborating, learning, and

adaptive approach to ensure high quality in delivery that was in line with the needs, realities, and
expectations on the ground.

2. What two CLA Sub-Components are most clearly reflected in your case?
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3. HOW: What steps did you take to apply CLA approaches to address the challenge or
opportunity described above?

Step 1: Establishing clear roles and responsibilities- The Program Coordinator and Deputy Area
Managers were responsible for reviewing recommendations and lessons to determine appropriate
changes. Together with the programs team, technical unit, and area offices the programs and
implementation progress reports were reviewed. They closely analyzed and communicated changes in
the program that may be affected by security, social, environmental, and economic constraints.

Step 2: Deliberately testing new ideas- CY’s emphasis is not just on reflection and learning, but also on
piloting, testing, and evolving. These have been key factors behind its ability to adapt. H20’s pilots were
based on previous implementation experience as well as current needs (assessed through monitoring,
and assessments) on the ground. CY piloted rainwater harvested with ground water tanks and other
communal water assets to provide both water for domestic and agricultural use. This enabled CY to
increase rural households access to water security solutions in Taiz, and to increase knowledge and
practical application of these solutions at a community level.

Step 3: Community Engagement and Localization- CARE has worked closely with the Local Water and
Sanitation Corporation (LWSCA) to identify possible water schemes. The LWSCA provided a list of
schemes for further assessments including water quality and pumping tests. Other NGOs such as
CARE'’s local partner, Bena Charity Foundation for Humanitarian and Development (BCFHD), completed
hygiene promotion activities. This collaboration with stakeholders has been pivotal in ensuring that
activities remain relevant and sustainable to the needs on the ground.

Step 4: Supporting staff skills- Another important aspect has been the high capacity of CY staff and local
partners to respond to the specialized needs of the most vulnerable individuals. As the situation shifted,
the project team was able to adapt and make relevant changes to meet critical needs. With these
engagements, CY was able to improve programming (e.g., in Taiz, water-saving methodologies,
water-testing technologies, and alternative irrigation techniques are tested and being planned).

Step 5: Donor engagement and open communication- CY was able to raise COVID-19 needs with the
donor and secure additional funding. Another key adaptation within the project is the movement of all
Northern activities into the South due to donor prioritization. Budget revisions, quickness of Southern
area office to absorb activities, and good donor relationship were key to these changes and actions.
Step 6: Monitoring- Community and participant experiences are critical to making good adaptive
decisions, and it is no different in the H20 project. A robust Monitoring Evaluation Accountability and
Learning (MEAL) system has been central to ensure learning is enabling and promoting local
decision-making. Various tools used included, Indicator Performance Tracking Table (IPTT),the
Post-Distribution Monitoring (PDM), rigorous field monitoring, Knowledge, Attitude & Practices (KAP)
surveys Pre/Post, Third Party Monitoring.

Step 7: Community Feedback and Response Mechanism (CFRM) - CY has established complaint and
feedback mechanism along with investigation and response modalities to improve accountability,
information gathering, and facilitate effective communication. Results from CFRM have been utilized for
informed decision making on changes to programming scenario planning.



4. RESULTS: Choose one of the following questions to answer.

We know you may have answers in mind for both questions; However please choose one to highlight as part of this
case story

A. DEVELOPM ENT RESULTS

The project’s adaptive management approach has had several key impacts that include lighting on
latrines for 18,539 women, and awareness campaign on hygiene practices for 26,500 vulnerable groups.

1. Safe Programming: With the adaptation, the team was able to mainstream selection of safe and
accessible distribution across its other projects. For example, WASH team was able to add lighting on
latrines for 18,539 women and children to feel safe at night.

2. Delivery of Effective and Quality Assistance: Post distribution monitoring showed that 98% of
participants indicated satisfaction with the assistance and increased access to water thanks to
adaptations that improved activity effectiveness and quality.

3. Strengthened local water governance: Through the capacity building and introduction of innovative
technologies and rehabilitation of water schemes, local water governance can take an active role in the
delivery of services.

4. Increased accountability: With the community engagement and complaints response mechanism,
community members are empowered to participate in the activities and voice issues if needed.

Various activities including water schemes, latrine construction, awareness campaign has helped CARE
team to reach 26,500 people among vulnerable groups including girls and women at the household’s
level. In addition, most of WASH interventions have exceeded the expectation and covered a huge
number of direct and indirect beneficiaries in targeted areas. The visible results of engagement of
communities in these WASH activities have improved on the level of trust and acceptance of CARE as
humanitarian partner among the communities and the local authorities-these therefore means that CY is
granted access to areas that are hard to reach. The level of participation and involvement by the
beneficiaries has visibly increased.

Regular field visits enabled CY staff to identify issues and course correct them accordingly. Moreover,
third-party findings and recommendations have also supported adaptation within the project. Monitoring
activities have resulted in changes in the delivery of activities such as:

- Community Health Volunteers (CHV) were interviewed, and they reported that some households were
not using chlorine tablets appropriately. To solve this, CY distributed water containers that were of the
right size (20-liters) to ensure the proper use of tablets.

- Ensured mixed methods sources verification (e.g, photos, time-stamped documents, geo-tags) were
implemented particularly in areas where access and security were an issue.

- Area team took deliberate effort to get feedback from CHV's o their findings while conducting community
sensitization activities suggesting solutions to some key challenges.

- Learning from monitoring reports encourages CY to consider the distribution of hygiene kits in the
communities during hygiene promotion activities.

- For COVID-19 Hygiene Kits Distribution Al-Shu'lah neighborhood in Al-Mu'alla District that distribution
centers were set back away from main roads or highways and near military or police outputs to improve
safety and accessibility to the distribution point through contacting the local security focal person.



5. ENABLING CONDITIONS: How have enabling conditions - resources (time/money/staff),
organizational culture, or business/work processes - influenced your results? How would
you advise others to navigate any challenges you may have faced?

Innovations and Testing New Ideas: Having a culture of testing new ideas, rapid prototyping, and piloting
new approaches based on knowledge gathered is at the heart of adaptive management. It includes, a
robust theory of change with clearly defined assumptions, governance structures with devolve meaningful
ideas for testing and strong relationship with local actors.

Nature of Response/Project: Due to the nature of projects or responses, not all beneficial adaptations are
possible due to time/budget/resources constraints. Nevertheless, a mechanism should be developed to
capture proposed adaptations and ensure such adaptations are reflected in future funding.

Flexibility in Budgets: The flexibility in the budget and milestones was vital for making adaptations where
required. Building this flexibility from the offset enables adaptive decision making. In context such as
Yemen, having this pre-agreed with donors is critical to effective and efficient implementation.

Programme Governance: Incorporating strategy testing or other flexible components into program
governance can enable accountable results driven adaptive programming.

Centering Communities: Systems should be context sensitive, ensure communities play a leading role in
project interventions, maintain strong relations with local actors including project participants.

The CLA Case Competition is managed by USAID's CLA Team in the Bureau for Policy, Planning and
Learning (PPL) and by the Program Cycle Mechanism (PCM), a PPL mechanism implemented by Environmental
Incentives and Bixal.
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