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Executive Summary

Project design

The ongoing protracted crisis in Yemen has had devastating effects on all Yemenis, especially
on the most vulnerable groups including children. In response to this, the International Labour
Organisation (ILO) in partnership with US Department of State - Bureau for Democracy,
Human Rights and Labour (USDL) designed and implemented a project called ‘Protecting
Children and Youth in Yemen from Recruitment and Use in Armed Conflict (CRUCSY)'. The
project was implemented during September 2018 to July 2021. The project had the following
twin aims:

* Prevent the recruitment of children and youth as child soldiers

+ Sustainably re-integrate children formally associated with the conflict in Hajjah, Sanaa
and Lahj governorates in Yemen

To achieve the twin aims as above, the project worked on nine different activities carried out
through two local implementing partners (SDF and Ghadaq) in Yemen. In addition, the project
worked with a range of social partners, including the Ministry of Social Affair and Labour
(MoSAL) in Sana’a and Aden.

Evaluation design

The ILO commissioned a final evaluation of the project, conducted by a team of two evaluators
(Ravinder Kumar and Ali Al-Azaki). The evaluation was guided by the OECD-DAC parameters
and the elements of the ToR. The evaluation team summarised and articulated a project
Theory of Change (ToC) based on the project documents. The project ToC sought to both
prevent recruitment of children in armed conflict and achieve socio-economic integration of
Children Associated with Armed Forces and Armed Groups (CAAFAG) and Children at Risk
(CARs). The evaluation assessed the achievements of results, identified the main
difficulties/constraints, assessed the impact of the programme for the targeted populations,
and formulated lessons learned and practical recommendations to improve similar
programmes in the future. The evaluation gathered evidence to assess the relevance, design,
efficiency, effectiveness, impact, sustainability, and management arrangement of the project.
While doing so, the evaluation integrated gender equality and inclusion of people with
disabilities as a cross-cutting concern throughout the analysis. A detailed set of evaluation
guestions and assessment methods used is described in the Evaluation Question Matrix
(EQM) at Annex 1. The evaluation was conducted through a consultative and participatory
process, engaging with key stakeholders remotely and on the ground by the national
consultant (Ali Al-Azaki). The evaluation reviewed the project documents and conducted more
than 30 key informant interviews and focus group discussions with a range of stakeholders
such as the donor (USDL), ILO HQ and ROSA team, ILO country and project team,
implementing partners, social partners, including government officials and the beneficiaries of
the project.

The evaluation followed a utilisation focussed methodology that responds to both
accountability and learning concerns of the ILO project stakeholders. It has generated lessons
and insights on project performance as well as on how to design future interventions in the
Yemenis context. The evaluation was scope and time-bound and its limitations are highlighted
in the section 2.4. The evaluation was conducted and completed during July to September
2021. The evaluative assessments were done with stakeholders in all the four governorates,
where project interventions were implemented.

Evaluation findings

Relevance:



The ILO CRUCSY project is unique as no other agency is currently implementing projects in
Yemen with twin outcomes of ‘prevention’ and ‘re-integration’ of CAR and CAAFAG. The
project interventions were highly relevant with the situation, needs and priorities of CAR and
CAAFAG. The project directly responded to the country’s needs and humanitarian actions
plans. At the same time, the project is complementing local and international humanitarian
and development interventions in Sana’a, Hajjah, Lahj and Aden, the four governorates where
the project worked. However, accounting for the difficulty of operating context in the conflict
zone and the delays that happened in initiation of the project, the intervention design and
timeframe (less than 3 years) of the project were not realistic and sufficient to comprehensively
address the issues of ‘prevention’ and ‘reintegration’ faced by CAR and CAAFAG.

Design:

The project theory of change around four pillars of actions (education, employment, protection,
enabling institutional structure) leading to two envisaged outcomes (prevention and re-
integration) looks plausible and coherent. The design was feasible if certain assumptions
remained valid. The key logical underpinning was to assess the needs and priorities of the
target group and accordingly design and deliver the four pillars of support for each member of
the target group. If the target groups are well-identified and if the process of change is
implemented well, the project had a high likelihood of achieving its stated outcomes. However,
this was possible if the local authorities provided approval to the project implementation, which
was one of the main assumptions. These assumptions did not work in favour of the project,
delaying project implementation. Difficulties of operating context made the project team to
simplify implementation steps to ensure that the nine activities of the project get implemented.
The logic and linkages of the activities to the outcomes got diluted in the process. The project
brought out a training guide which rightly pointed out the processes of community dialogue,
family engagement, and tailored messaging needed for appropriate selection of target groups.
However, given the complexity of on-ground situation and beset with delays in implementation,
the project did not follow the steps proposed in the training guide.

Efficiency:

The project had a slow start and ramp up happened from the fourth quarter onwards. This
pace of implementation of the project reduced the time-window (40% of total project duration)
that could be provided to the implementing partners to complete their deliverables. Overall,
the project allocated ~47% of the resources towards sub-contracts and ~40% directly to the
implementing partners. This is a reasonably good allocation for international development
projects working in humanitarian /conflict situation where overheads of operations and cost of
‘management’ are higher. However, across different components of the project, more strategic
allocation would have been beneficial e.g., ‘re-integration’ related activities such as mental
health referral and psycho-social support received lower attention and budgets. Similarly, the
beneficiary number that was possible to support as part of apprenticeship was quite small (100
to 200). This was one of the most effective components of the programme addressing both
‘prevention’ and ‘re-integration’ outcomes. The feedback from all key stakeholders has been
that the project should have allocated more resources towards providing ‘working kits’ to the
beneficiaries who received vocational training. Only 20% of the trainees were provided with
kits. The project mandated 20% targets for women inclusion in different activities (as per the
IPs), while it achieved more than that (~34%).

Effectiveness:

An analysis of plan vs. actual (see annex 3) indicates that the project delivered all the 9 main
activities. However, most of the activities were completed with delay. This impacted on the
correct sequence of activities as that would have guided the better design and delivery of the
project. Some of the project strategies were implemented well, such as CFS, apprenticeship
training. The approaches of providing recreational, psychosocial, life-skill education and
vocational skills using the adapted ILO-IPEC SCREAM methodology worked well in Yemen,
however targeting of the CAR and CAAFAG could have been better.



While the governorates in Sana'a and Aden acknowledged project support, the Aden
authorities were relatively more supportive or positive about the project interventions and
initiatives. The authorities in Sana'a felt that the project did not have effective communication
and could not go beyond awareness generation.

Impact:

The beneficiaries met (by the evaluator) in Sana’a and Hajjah were traumatized by the war
which affected them and their families, so they benefited from the psychosocial support that
was provided by the project specially in Hajjah. The conflict is continuing and escalating in
some territories in the country. This is reportedly leading to increased recruitment of child
soldiers, as stated by several stakeholders interviewed. The project targeted a small set of
beneficiaries. Given that the project activities have stopped now, the impact experienced by a
small group of beneficiaries could be transitory in nature, as it would require periodic follow up
and support to the beneficiaries to reduce the deeper impact of ongoing conflict on CAR and
CAAFAG. The beneficiaries (both SDF and Ghadaq) stated that the project created support
mechanisms which are not active now. Though envisaged, the project could not successfully
collaborate with UNICEF on a case management system for CAAFAG. There are no other
specific projects working with CAAFAG in the country, while several agencies are delivering
humanitarian support to other target groups.

The project conducted capacity building for MOSAL at Aden. The project also engaged with
70 local actors and community leaders from Lahj and Aden on the subject of how to prevent
the use of children in armed conflict and their reintegration. However, as the project realised,
‘awareness to actions’ is a difficult territory to navigate. Project stakeholders also expressed
that the workshops should focus on how to create an integrated mechanism of all local actors
and community leaders to report on children recruited and to contribute to their integration.

Sustainability:

Security and instability are a major risk to continuing the benefits and infrastructure created
by the project. While it is known that the SDF is continuing to operate some of the CFSs
through their other funding, still CFSs face the risk of being attacked and looted, even in the
South. It is difficult to be optimistic that CFS will continue to operate given the instability
situation. Also, the local councils and parent associations, who are expected to operate these
facilities, do not have necessary wherewithal or will to do so. The project could not work on
the continuity of intervention due to lack of clear signals from the donor. At the same time, the
project did not work out the exit strategy.

‘Re-integration’ of child soldiers into the mainstream poses several risks and challenges. Most
of the child soldiers suffer from physical harm and mental trauma. Recovering from physical
harm is possible but it takes considerable time and efforts to make erstwhile child soldiers to
recover from mental trauma. Then there is a political and diplomatic challenge of making
armed forces accept the principle of non-recruitment of children on the frontline. There are
several ‘release’ approaches that can be adopted for facilitating child soldiers to come out
from the armed forces /armed groups. Simultaneously, the family level food basket (short-term
support) and livelihoods provisions would need to be created for ‘re-integration’ process to
start.

Effectiveness of management arrangement:

Operating with several staffing challenges, the project relied on credibility and wide presence
of the IPs in the country to implement the activities. The project has a small core team based
in Yemen. The project was expected to be supported by a CTA, budgeted through another
project in Yemen. However, the CTA could not be deployed in Yemen in the project timeframe.
Effective project management could happen due to the availability of experienced and credible
implementing organisations in Yemen. The project was managed with clear role division
between the ILO team and implementing partners.



The project M&E system, both at partner and ILO Yemen level, was found to be ‘activity’
oriented, focussing on tracking the activities and number of beneficiaries being covered. The
project M&E plans had a few outcome level indicators. A ‘tracking study’ mechanism was
planned for tracking outcome level indicators, but it was not implemented. Donor reporting
required only two indicators, called standard F indicator - Number of child soldiers identified
and Number of youths at risk of violence trained in social or leadership skills through USG
assisted programs. Overall, the project M&E system was less ‘result’ oriented and collected
little evidence on programme outcomes. However, the project M&E system established a good
external monitoring mechanisms through two M&E consultants deployed to periodically
conduct field-based assessment of quality and quantity of different activities.

The complex political dynamics directly affected the project implementation as the regulatory
environment for obtaining permits and authorizations is constantly in flux often to the detriment
of the project. It might have been possible to learn from and collaborate with other UN agencies
(e.g., with UNICEF on case management system, UNDP /WFP on systems of managing such
risks) and work with other social partners and implementing partners who have had
experiences dealing with these risks.

The Project displayed adaptiveness to the disruptions imposed due to Covid-19. The project
experienced delays due to Covid-19 by at least 6-months. The project received no cost
extension for 10 months and both the IPs receive no cost extension for 5 months. The IP
adapted well to the Covid requirements. The trainings continued during covid and were subject
to precautionary measures i.e., social distancing (maintaining one-meter distance), using
sanitisers, masks and gloves provided by the project. The trainings were relocated to bigger
training halls.

Conclusions

The project interventions were highly relevant with the situation, needs and priorities of CAR
and CAAFAG in Yemen. The project directly responded to country’s needs and humanitarian
actions plans. However, in a conflict zone, the project intervention design was not realistic
enough to guarantee achievement of the stated project outcomes within its limited timeframe.
Further, the project experienced delays which shortened the project duration even with a 10-
months no cost extension. Overall, the implementation of the project by the implementing
partners could happen for over 12 months, i.e., about 40% of the total project duration of 34
months.

Despite the challenges of the operating context, the project managed to achieve all its activity
targets, aligned with the project outputs and outcomes. However, with delays, the correct
sequence of activities was compromised. The project did well in mandating and ensuring girls
inclusion (~34% girls of total beneficiaries) in the project interventions. The project succeeded
in creating an outlet for beneficiaries to express their feelings and receive needed support.
However, this impact could be transitory in nature without case management system in
practice and without follow up on support as needed. While the awareness among a select
group of social partners on the issues of CAR and CAAFAG was created, but for ‘actions’ to
take place post-awareness, it would need mechanisms for all local actors and community
leaders to work in cohesion for preventing and re-integrating CAAFAG. It is difficult for a short-
term project to generate such integration and sustained benefits for the beneficiaries and for
the social partners. This would require follow up actions.

Lessons learned and emerging good practice

¢ CRUCSY has demonstrated that a project focusing on both ‘livelihoods’ and ‘protection’ is
both unique and urgent in Yemen and that it should be continued and expanded.

e The project predominantly focussed on ‘prevention’, and ‘re-integration’ would require a
different set of working modalities. It would need to be designed based on the experiences



of the first phase, using some of the approaches?! highlighted in the training module on the
subject.

e In a conflict zone, basing the project interventions on the local support is even more
essential, even though seeking and getting it is all the more difficult.

o The project did exemplary work in adaptation of the ILO-IPEC-SCREAM methodology to
the country context and to the specific situation of CAR and CAAFAG. The apprenticeship
was effective as it was systematically designed and implemented.

e The training guide /handbook was developed to provide operational guidance to the key
programmatic areas of prevention of recruitment; preparedness of response; negotiation
of release; interim/transitory care following release; identification/verification; family
tracing; reunification; reintegration; monitoring of recruitment and re-recruitment; follow-up
and advocacy.

Recommendations
ROAS /UN HO:

While the ERRY? project can continue to focus on the ‘prevention’ part, a new distinct
project should be designed, focussing on the ‘re-integration’ related outcomes: Any ‘re-
integration’ project would need to be designed consisting of three phases. The first phase
could be ‘identification’ phase, wherein data and procedures are followed to track the locations
of vulnerable families from where children are joining armed forces or armed groups. This
phase would involve stakeholder engagement, community dialogue, parental engagement,
tailored messaging as is recommended by the training guide. In the second ‘release’ phase,
several categories of CAAFAGs would need to be identified, and their release would need to
be secured. This will involve ‘returnees’ as well as those who are still part of armed forces
/armed groups. The selected group would then be recruited /inducted to receive the project
support. In the third ‘rehabilitation’ phase, a case management approach would need to be
appropriately designed to provide support as per each individual case. This support could
entail a combination of alternative livelihoods, psycho-social counselling, CFS participation,
continuing education, skill development and vocational training. (High priority, medium to high
resource requirement, to be implemented with at least three years’ timeframe)

Review donor communication protocols: The donor communication protocol can be
reviewed especially where the donor desires to have direct communication links with the
resident entity (in this case the ILO Yemen team) implementing the project. (Low priority, low
resource requirement, long-term vision)

Improve knowledge management function: The knowledge management function within
the ILO project could be improved with regular sharing of thematic experiences across
different contexts which are similar to Yemen, e.g., the ILO interventions in Syria are following
a comprehensive model working with CAAFAG. Sharing of these models and experiences
could potentially provide requisite 'good practice' to the project team to respond to operational
challenges and risks. (Medium priority, low resource requirement, long-term vision)

ILO Country team:

Improve the CRUCSY theory of change, with clear identification of strategies for

! Training module on ‘reintegration’ lays stress on several approaches needed, such as stakeholder engagement
and tailored communication, community-based approach, parental support to foster children retention, gender-
sensitive outreach.

2 The ILO is currently implementing the phase 2 of ERRY - ‘Enhanced Rural Resilience in Yemen” project.
Implemented by the UNDP, ILO, WFP, and FAO. The programme is supporting crisis-affected communities to
better cope with risks and increase their resilience and self-reliance. The programme interventions are similar to
the interventions undertaken by the CRUCSY project, though the target group is different, which in this case are
women and unemployed youth, internally displaced, and host community members.
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ensuring result-transitions, and for risk management: Based on the project experiences
and the lessons learned from the first phase, “The CRUCSY model’ can become a high-impact
model with an improved theory of change. The improvements in the theory of change required
are, a) better conceptualisation of needs assessment (with engagement of families) of
CAAFAGsS, better targeting, b) clear description of how implementation of activities would lead
to a hierarchy of results and the results-transition (from output to outcomes) over the project
period, ¢) clear design of follow up strategies till the beneficiaries can overcome some of their
present constraints and root causes that condemn them to be CAR and CAAFAG. Further,
ensuring result-transitions would require more intense and longer engagement (at least three
years) and an effective process of risk management. The project implementation modality in
conflict zones would need to consider all possible risks and plan for delays to happen. A longer
timeframe for the project implementing partners to properly plan and implement their activities,
with follow ups as necessary should be ensured. (High priority, low resource requirement,
long-term vision)

Improve effectiveness of vocational training by providing post-training finance and
market linkage support to the trainees: It is learned from the project experiences that the
financial and market linkages can enhance the effectiveness of vocational training. This
support can be designed in the form of a ‘business mentorship’ or BDS support to the trainees
who start their business. (Medium priority, low resource requirement, long-term vision)

Develop result-oriented M&E systems that capture beneficiary feedback systematically:
The project of this nature can regularly trace the beneficiaries and capture their feedback and
progress. It can conduct follow ups tracer studies to understand how the beneficiaries can be
better supported. Further, the external monitoring mechanism should be designed to provide
supportive supervision to the implementing partners teams, with actions agreed after each
visit. An improved recording template should be followed to capture incremental improvement
over time. Overall, the M&E system in the project would need to be result-oriented in addition
to providing progress on the activities. This can be achieved by designing the M&E system on
the improved theory of change of the project. (Medium priority, low resource requirement,
long-term vision)
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1. Project background

1.1 About the context and the CRUCSY project

The ongoing protracted crisis in Yemen has had devastating effects on all Yemenis, especially
on the most vulnerable groups including children in terms of:

» Death and injury;

» Psychological trauma due to loss of a family member, property and /or the relative;
» Several forms of exploitation and considerable lack of protection services;

* Becoming part of armed groups;

» Destruction of schools and therefore education related disruptions.

Further several other factors are contributing to high rate of unemployment and widespread
poverty, lack of access to education and basic services, and forceful recruitment and
indoctrination of vulnerable children. In response to this, the International Labour Organisation
(ILO), in partnership with the funder of the project (US Department of State - Bureau for
Democracy, Human Rights and Labour - USDL), designed and implemented a project called
‘Protecting Children and Youth in Yemen from Recruitment and Use in Armed Conflict
(CRUCSY)'. The project was implemented during September 2018 to July 2021. The project
had the following twin aims:

* Prevent the recruitment of children and youth as child soldiers

» Sustainably re-integrate children formally associated with the conflict in Hajjah, Sanaa,
Lahj and Aden governorates in Yemen

The project believed that socio-economic integration of Children Associated with Armed
Forces and Armed Groups (CAAFAG), vulnerable youth and marginalized groups will
contribute to stabilization and security of the targeted governorates — Sana’a, Hajjah, Lahj and
Aden. The project worked on nine different activities (see section 1.2) carried out through two
local implementing partners in Yemen:

+ Sustainable Development Foundation (SDF) - focused on social reinsertion, protection
within the communities and support to reintegrate education

* Ghadaq for Development — focused on the skills and entrepreneurship development
components of the project and for interventions related to women at risk

To achieve the twin aims as stated above, the project worked with a range of social partners,
including the Ministry of Social Affair and Labour (MoSAL) in Sana’a and Aden.

1.2 Project Description
The project sought to achieve the following two outcomes:

e OQutcome 1 - Children and youths have better access to services and facilities for their
social and economic integration

e OQutcome 2 - Former CAAFAG and other children at risk of recruitment in conflict above
the minimum working age are reintegrated through access to employable skills to achieve
decent work and sustainable income

The project sought to achieve these outcomes through the implementation of the nine main
activities, through two main Implementing Partners (IP):

12



Table 1. Activities of the project

Activity

Stakeholder /target
group

IP/ILO Target

Outcome 1 - Children and youths have better access to services and facilities for their social

and economic integration
