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EXECUTIVE SUMMARY 

In 2016, the Head of Immigration within the Sudan Ministry of Interior (MoI) commissioned a 

needs’ assessment at Khartoum International Airport (KIA) to identify priority gaps in terms of 

immigration and border management (IBM). The key priority intervention areas identified in 

the needs assessment included:  i) capacities of frontline officers (policy, immigration officers 

and border guards) to differentiate legitimate from illegitimate reasons to enter/stay in the 

country and detect fraudulent travel documents; ii) infrastructure and equipment upgrade; and 

iii) the revision and standardization of the Sudan visa application and processing system. 

Weaknesses in these three key areas combined with the fact that Sudan does not yet have an 

overarching migration policy framework limit its ability to meet its international commitments 

to the protection of the vulnerable migrants while effectively facilitating legitimate movement 

of goods and people in a way that stimulates economic growth. IOM Sudan and its government 

partners implemented the project “Providing Technical Support to Improve Border and Migration 

Management in Sudan” from 1st December 2016 to 30 November 2018 to respond to the above 

priority needs.  

Using a combination of qualitative data collection methods, this ex-post evaluation examined 

the project’s contribution in addressing the GoS’ Immigration and Border Management capacity 

needs towards the rationalization of Sudan border and migration management. Below 

summarized are the findings according to the five OECD/DAC evaluation criteria:  

Relevance: The project was funded to address the recommendations comprised in a needs 
assessment that the Ministry of Interior (MoI) commissioned back in 2016 at the Khartoum 
International Airport (KIA) and priority recommendations from the stakeholder consultation 
on the rationalization of border and migration management. The key positive feature stressed 
by the majority of key stakeholders interviewed and evidenced in the project’s information 
products was the participatory approach to the conceptualization and implementation of the 
project involving relevant line Ministries, particularly the Ministry of Immigration (MoI), 
Ministry of Foreign Affairs (MFA) and, to a lesser extern, the Ministry in charge of Tourism and 
Trade. This ensured coherent understanding and ownership of the short and longer-term 
collective benefits of addressing such gaps. There was, however, no evidence suggesting that the 
articulation of the short, medium- and long-term target results, which is an important process 
for the overall effectiveness of the intervention, followed similar consultative process. Due to 
weak consultation with stakeholders, the needs assessors overlooked the political dimension 
and misdiagnosed the needs which led to almost four years of delay as it required the needs 
reprioritization as government could not agree to endorse the initial focus on remittances as 
the primary needs.  

Effectiveness: Overall, the project effectively implemented all the planned activities and 

produced the following relevant short-term results (outputs) as planned: (i) improvement in 

the overall understanding of the process and benefits of the Sudan visa system reform; (ii) set 

of recommendations and roadmap on the e-visa system reform emanating from a thorough 

stakeholder consultation; (iii) and a pool of frontline staff trained on basic and advanced 

document examination and fraud detection, including the trained master trainers to continue 

cascading the training beyond the project lifecycle. However, there was limited solid evidence 

on the realization of expected outcome-level results such as subsequent action by the 

government to implement the revision of the Visa Application Form (VAF). One of the observed 

factors slowing down the progress towards outcome level results included the fact that the 
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country was still recovering from the 2019 political revolution that led to the overhaul of the 

Sudan’s Government’ leadership and loss of the project champions within the MoI. 

Efficiency: the results on efficiency were mixed. On the hand the project took a long period 

before taking off due to protracted negotiation with the Government on the priorities to focus 

on. On the other hand, when it eventually kicked off, despite some intervention slippage that 

required the need for a No Cost Extension (NCE) it was implemented using a combination of 

carefully chosen cost-effective strategies (including cost-sharing with other donor funded 

projects) with potential for leading to impactful long term benefits such as stimulating tourism 

and investment through an attractive and traveller-friendly visa system.. Although the 

evaluation did not perform a systematic analysis  of investment return in monetary terms, there 

is good evidence demonstrating that this relatively low budget project served as a solid 

foundation for scaled up and more impactful programmes and galvanized momentum towards 

the rationalization of immigration and border management in Sudan. For example, at the 

completion of this evaluation, the project of 100,000 budget has already led to a much scaled up 

follow up phase of almost 2 million USD funding specifically supporting the Government of 

Sudan (GoS) in accelerating the implementation of priorities and opportunities identified 

during the implementation of this project .  

Impact: no impact analysis was performed because the overall project objective (long term 

desired success) was not clearly defined in the project document. However, opening the country 

for external trade and investment in an effort to stimulate national economic growth through 

the rationalization of the migration and border management system aligned to an overarching 

national migration policy emerged through key informant data and analysis of project 

stakeholder engagement reports as the potential long term desired success (impact). Evidence 

from key informants and stakeholder consultation reports showed quality outputs with the 

potential to lead to the above stated impact if the project momentum was kept and swiftly built 

upon to unlock the desired medium changes.  

Sustainability: three out of the five main project’s intervention packages showed some evidence 

of resilience to continue beyond the project funding. Nevertheless, their sustainability prospects 

looked fragile because the key assumptions on which sustainability was hinged did not continue 

to exist as anticipated. For example, senior government officials who championed the project 

vision and on whom its successful implementation significantly depended were changed during 

the major political overhaul in 2019. One of the key sustainability potentials was that the project 

certified a cohort of master trainers on document examination from KIA Forensic Lab. However, 

there is no guarantee that they would stay on for as long as needed to transfer the skills and 

knowledge as some of them have already moved on to other duties while those remaining do 

not have a national training programme or academy to host them and to incentivise and value 

their work, which may lead them to  pursue their careers elsewhere. 

Recommendations to capitalize on the foundation established by the project towards the 

rationalization of immigration and border management in Sudan are summarized below:  

Ideally, every project should be informed by a sound needs assessment conducted in 

collaboration with key stakeholders as per the IOM project handbook. In addition, those 

assessing the needs on which to base the interventions must be aware of the political dimension 
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by carefully engaging key influential/interested and affected stakeholders to agree on primary 

priority needs from the outset: 

1. Every project should be informed by needs assessment conducted in collaboration with key 

stakeholders. In addition, those assessing the needs on which to base the interventions 

should be aware of the political dimension by carefully engaging with key 

influential/interested and affected stakeholders to agree on priority needs before developing 

the project: 

a. IOM Sudan should revisit the needs assessment that informed the development of 

this project in close consultation with relevant IBM upstream and downstream 

stakeholders to identify the persistent priority barriers and gaps for the effectiveness 

of the immigration and border management in Sudan; 

b. Based on the needs identified and prioritized, jointly work with key stakeholders to 

formulate target output, outcome and refine the long term goal to be achieved 

through the investment in the rationalization of immigration and boarder 

management in line with the broader national development agenda. This will 

provide a strategic direction for the IBM Sudan’s long-term programme 

development and resource mobilization. 

2. IOM Sudan IBM project’s M&E system and its rollout should be strengthened in future 

projects. This can be achieved by working closely with the GoS technical staff in mapping 

out the expected measurable short (outputs), medium term (outcomes) and long-term 

results (overall objective) and defining quality indicators to systematically measure 

millstones at each level of results. This will include duly completing the project result 

monitoring plan in PRIMA for all in line with the IOM Project Handbook; integrating M&E 

specific activities in the MS project Module which can effectively be used periodically to 

provide updates on the project implementation.  

3. IOM Sudan should support the Passport and Civil Registration Corporation (PCRC) in the 

planning and execution of a training programme on document examination targeting non-

commissioner officers who have been working in the document examination department 

without prior training to ensure they have the skills necessary to effectively examine 

document authenticity. 

4. IOM Sudan IBM team should support the PCRC within the MoI in reviving and 

strengthening its  Immigration Training Centre (ITC), upgrading it to become the credible 

national immigration and border management training academy with a pool of expert 

trainers responsible for rolling out training programme on document authenticity 

examination, and other relevant border management topics in Sudan.  

5. IOM Sudan’s IBM team should make a case with IDF and other donors for follow-up funding 

to ensure full implementation of the recommendations on national visa reform produced by 

this project towards the ultimate long term goal of contributing to the simulation of national 

economic grow through investment and tourist-friendly visa application system.  

6. IOM Sudan’s IBM management team should explore with the government of Sudan the 

benefits of mobilizing funding to strengthen the PCRC’s ITC as national immigration and 

border management training centre with a pool of expert trainers to rollout out training on 

document authenticity/fraud detection, counter-trafficking and other relevant issues within 

the context of Sudan. 
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1. INTRODUCTION 

The African Union (AU) agenda 2063 aspires to a continent with seamless borders achievable 

through advanced border management mechanisms founded on genuine collaboration among 

member states towards an effective immigration and border management that stimulate 

economic growth1. Sudan, like many other countries in East Africa, is faced with a large cross-

border mixed flow of persons including asylum seekers, irregular, labour migrants as well as 

forced cross-border displaced people driven by conflicts, environmental degradation and state 

fragility and associated general economic distress. Sudan is a net 2emigration country with one 

of the highest internal and cross-border displaced populations due to protracted conflicts on 

the continent. One of the key challenges faced by the GoS identified during the needs’ 

assessment conducted in 2016 included its limited capacities to differentiate legitimate from 

illegitimate reasons to enter/stay in the country and detect fraudulent travel documents. This 

makes vulnerable populations entering/exiting Sudan particularly vulnerable to trafficking and 

smuggling and other transnational crimes. This is exacerbated by the fact that Sudan does not 

yet have an overarching migration governance policy framework. All these issues limit the 

country’s ability to balance between its international commitment to the protection of the 

vulnerable persons including refugees3, the facilitation of legitimate movement of goods and 

people while safeguarding national security.  

It is against this background that IOM Sudan, with 100,000 USD funding from IOM 

Development Fund (IDF), implemented this project “Providing Technical Support to Improve 

Border and Migration Management in Sudan” from 1st December 2016 to 30 Nov 2018. The project 

aimed to strengthen technical and resource capacity of the GoS, ultimately improving its 

migration and border management systems in a way that, in the long run, strengthens national 

security while stimulating economic growth. The project fits within the broader AU Migration 

Governance Framework that promotes effective movement of goods and people on the Africa 

continent. 

2. EVALUATION CONTEXT 

2.1. Evaluation purpose  

The purpose of this ex-post evaluation, commissioned by IOM Sudan and IOM Development 

Fund, was to provide a comprehensive analysis of project’s merit, significance and the resilience 

of the mechanisms and benefits it produced beyond donor funding.  

More specifically, the evaluation aimed to determine whether the use of funds from the Fund 

succeeded in strengthening the capacity of the GoS to rationalize its immigration and border 

management to safeguard national security, protect vulnerable migrants while making the 

country accessible by investors, cross-border traders and tourists.   

The findings and recommendations from the evaluation are expected to inform IOM Sudan’s 

further support the GoS in the development of its visa system and in consolidating its overall 

 
1 Extracted from the Migration Policy Framework for Africa and the Plan of Action (2018-2030) 
2 Net emigration country, according to UNDESA refer to a country where the number of immigrants coming in is 
smaller compared to the number migrating outwards. 
3 Sudan has ratified the UN Convention against transnational organized crime in 2000 and ratified the 1951 UN 

Convention on Refugees and its 1967 Protocol in 1974.  

https://au.int/sites/default/files/documents/35956-doc-2018_mpfa_english_version.pdf
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capacities in border and migration management. By examining the soundness of the 

relationship between the project’s logic, implementation approaches, and results delivered, the 

evaluation responds to both accountability and learning purposes. The target audience for the 

evaluation includes, primarily, the Fund and IOM Sudan’s migration and development unit who 

are interested to know how well the project performed, what worked, what did not work, the 

outstanding gaps and emerging opportunities to inform further IBM programme development 

in Sudan.  

2.2. Evaluation criteria 

In line with the evaluation Terms of Reference (ToR), the evaluation assessed the overall project 

performance against the OECD-DAC’s five criteria of relevance, effectiveness, efficiency, impact 

and sustainability. Key aggregate questions the evaluation responded to as reflected in the ToRs 

include: 

Criteria Set of questions 

Merit 1. To what extent did the project respond to and was in line with the 

current national priorities in terms of document security and 

accessibility of the Sudanese visa by potential tourists and traders? 

2. To what extent were different government stakeholders been involved 

in identification of priority needs to be addressed by the project and in 

the implementation? 

Contribution 3. To what extent did project activities translate into short, medium and 
long term planned results? 

Efficiency 4. How did the project fare in terms of efficient management of funds and 
to what extent was the project worth the funding? 

Impact 
 

5. What is the observed positive, negative intended, or unintended 
outcomes of the project? 

Sustainability 
 

6. To what degree did the project’s design, planning and implementation 
ensure sustainability of initiated activities and benefits it produced 
beyond its life cycle? 

 

2.3 Evaluation Methodology 

The evaluation followed a qualitative methodology. Qualitative data collection methods were 

used to gather data needed to respond to the above aggregate evaluation questions about the 

project merit, worth and significance. Data sources included existing literature on 

immigration and border management context in Sudan, East Africa and Africa as a whole. The 

literature review, which included migration trends and policy analysis documents produced at 

the African Union (AU) and Sudan level accessible on the internet, was aimed to have a better 

understanding of the socio- political and migration context, in which the project was embedded. 

A desk review was undertaken to understand what the project rationale and focused on key 

project related documents such as project proposal and information products including i) 

progress and final reports, ii) reports of project key events (e.g. training, consultation meetings 

and others), and iii) project operations documents (e.g. training material, budget expenditure 

and financial reports). The information collected during desk and literature review informed 

key additional evaluation questions considered in the Key Informant Interviews (KIIs). KIIs’ 

participants were identified in coordination with IBM team of the IOM Sudan and were 

interviewed face-to-face from the 19th to the 21st of November 2019. A meeting was held with 

http://www.oecd.org/dac/evaluation/daccriteriaforevaluatingdevelopmentassistance.htm
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project participants trained as Master Trainers on document 

security examination to gain a first-hand insight on how they 

have applied knowledge and skills acquired to cascade the 

training. KIIs included retrospective questions to encourage 

respondents to reconstruct the baseline situation as a 

reference for measuring the change brought about by the 

project. The total sample was 14, five of whom were female. The small table shows the sample 

categories.  

2.3.1. Sampling 

A purposeful sampling technique was used to identify relevant evaluation participants from 

stakeholders who were directly involved or affected by the project in coordination with the 

project team. To ensure a representative picture about the programme’s intentions, design and 

results, the sample was selected from both upstream and downstream project stakeholders 

including senior Government officials, project development and management teams, training 

participants as well as experts who implemented project key activities such as training.  

2.3.2. Limitations 

Delicate political and security situation: the evaluation came in the aftermath of the revolution 

which saw a significant change in government leadership including those who were engaged in 

the project. Therefore, some informants who were familiar with the project could not be reached 

while others were not comfortable to speak freely due to the political sensitivity that continued 

after such a significant political event. 

Inaccessibility of potential respondents: to reach a representative sample, the plan was to ensure 

the participation of relevant upstream and downstream project stakeholders mapped in the 

project description section below to hear their perspectives and experiences with the project. 

Due to delicate security situation, the evaluator was not given the permission to access some of 

them. 

Language barrier: the evaluator was not fluent in Arabic which most of the evaluation 

participants used. One of the project staff assisted with the English-Arabic translation where 

interviews were conducted in Arabic. This potentially introduced social desirability bias as 

respondents may have chosen to only provide positive information about project in the presence 

of the translator.  

These limitations were mitigated using triangulation of data strands from all sources including 

project’s key events related information products.  

2.3.3. Data analysis 

A qualitative data analysis software Atlas.ti was used to analyse data. All key project documents 

including reports and other information products, interview transcripts and audio were all 

uploaded into Atlas.ti for analysis. The analysis started with systematic coding in line with 

relevant pre-defined project criteria of merit, significance and impact/sustainability and 

classified according to relevant thematic rubrics aligned to the evaluation questions and OECD-

DAC criteria outlined in the TOR. During the data analysis process, relevant text segments were 

assigned to their respective codes, categories, and themes which formed basis for evaluation 

finding synthesis. Triangulation of data from different sources was used through an iterative 

Participant category n 

IOM staff 5 

Trained Master Trainers 2 
Consultant 1 

Government Officials 6 

Total 14 

  

  

 

https://www.researchgate.net/publication/324590206_Snowball_Sampling_A_Purposeful_Method_of_Sampling_in_Qualitative_Research
https://atlasti.com/product/whats-new-in-atlas-ti-9/
https://atlasti.com/product/whats-new-in-atlas-ti-9/
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constant comparison to identify patterns and emerging themes to substantiate the evaluation 

findings and conclusions about the project performance.  

3. PROJECT BACKGROUND 

3.1 Project event history 

One of the key determinants 

of project success according 

to project experts is that 

both project teams 

(developer and 

implementation teams) and 

other key project 

stakeholders need to have a  

understanding of, and 

consensus on the priority 

needs the project is 

addressing as well as the general approach it will take in responding to those identified needs 

from the outset. In addition, a comprehensive planning based on an accurate understanding of 

the sociopolitical contexts in which the project will be implemented helps the team meet crucial 

time sensitive deadlines and avoid delays and intervention slippages. Briefly presented above is 

the project event history which is used to nuance project performance analysis under each of 

the pre-defined evaluation criteria. As it can be seen on the schema of the project main events’ 

history, it has gone through a significant metamorphosis from 2012 when the initial idea on 

remittances surfaced to the point it settled to focus on border management related needs in 

2016. These significant delays in the conceptualization of the project, its modification overtime 

as well as almost a year of intervention slippage affected the project overall performance against 

some of the above criteria as described in detail under the findings section below.  

3.2 Project description 

The project was developed to respond to the recommendations from the needs’ assessment 

commissioned in 2016 by the Immigration Department within the MoI. The assessment 

highlighted three priority areas of interventions towards improved efficacy of immigration and 

border management including the visa application system in Sudan. Specifically, the three 

prioritized intervention areas included: i) immigration and border management stakeholder’s 

capacity development; ii) Infrastructure and equipment upgrade and iii) Information 

technology (e-visa). To respond to these priorities, IOM Sudan supported the MoI, in close 

consultation with other relevant line Ministries including the Ministry of Transport, Ministry of 

Foreign Affairs (MFA) as well as the Ministry of Tourism through the implementation of a 

100,000 USD project funded by IOM Development Fund, “Providing Technical Support to 

Improve Border and Migration Management in Sudan” between December 2016 and November 

2018. 
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The aim of the project was to strengthen the government’s capacity towards the overall 

improvement of its migration and border management, ultimately aiming to make border 

management and visa system more standardized, effective, and friendlier to visitors and 

investors alike. Such would, ultimately, leads to the stimulation of economic growth while also 

safeguarding national security and protecting the vulnerable people crossing its borders. The 

project team stressed stimulation of economic growth as the ultimate long-term vision 

achievable, amongst other efforts, through better migration governance and visa system reform. 

According to the project document, the objective above would come about through the 

realization of two interdependent outcomes copied from the project proposal: 

To achieve the above outcomes, the project was delivered primarily through series of capacity 

development workshops which included Training of Trainers (ToTs), focusing on document 

security, facilitation of learning exchange visits on the process of visa system reform; supporting 

IT infrastructure and equipment upgrade; visa application system revision; printing and sharing 

guides/procedure for passport examination procedures translated into Arabic. All these were 

accompanied with continuous stakeholder consultation and sensitization on the economic 

return on investment in the improvement of document security and travel document fraud 

detection and modernization and harmonization of the visa application systems. The 

intervention package and logic are unpacked below. 

Capacity development training workshops: one of the key intervention components in response 

to the needs’ assessment that revealed significant capacity and knowledge gap in document 

security was the provision of series of basic and advanced training on document security 

examination. The training targeted frontline staff including officers from the PCRC Forensic 

Lab, border guards, police officers as well as immigration officers. In order to facilitate the 

delivery of the theoretical and practical exercise of the training including case demonstration, 

the project purchased document examination equipment including (i) 150 hand held magnifying 

equipment (non-illuminated), (ii) 30 hand held magnification equipment (illuminated), (iii) 150 

hand held ultra violet lights, and (iv) two document security features databases.4Important to 

mention that one of these training workshops mainly attended by male Immigration Officers 

was delivered by a female trainer (see photo). 

Learning exchange visit to Rwanda: IOM Sudan, in coordination with IOM Rwanda, organized 

a study visit to Rwanda for six Sudanese senior officials from the MoI between 24 to 28 April 

2017. The aim was to facilitate the exchange of experiences with the Directorate General of 

Immigration and Emigration of Rwanda with the aim to adopt some of its e-visa system features 

and to identify good practices and lessons on border and migration management that Sudan 

could potentially adopt. During this study visit, MoI officials familiarized themselves with 

Rwandan migration laws and policies, as well as administrative processes including information 

sharing protocols and their coordination approach with neighbouring countries to facilitate and 

 
4 Two second line document examination units have been provided under the above-mentioned Italian Cooperation-
funded project to complement the documents security features database provided by this project. 

 The improved capacities of the border authorities at Khartoum International 

Airport facilitates the protection of migrants and special provision for vulnerable 

men, women, and un-accompanied minors  

 The form of current visa handling and issuing processes builds capacity for the 

government to provide improved visa services to travellers 
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manage cross-border movement of people and goods as well as monitor of cross-border 

organized crimes.  

Consultation workshops: the project organized several multi-stakeholder consultation 

workshops targeting the PCRC within the MoI. To ensure meaningful discussion and sound 

recommendations, the project ensured the participation of IOM immigration and border 

management experts. Participants to these multi-stakeholder engagements included relevant 

interested and affected Ministries including the MFA, Transport, Tourism, IGAD representative 

and relevant diplomatic representatives in Sudan. 

Travel document examination equipment supply:  one of the key gaps in the needs assessment 

was that not only many frontline officers had limited awareness on key document features and 

prevailing document forgery practices, they were also not equipped with up-to-date document 

examination and forgery detection equipment. The supply of the document examination 

equipment served a twofold purpose: 

 To equip the frontline staff with needed equipment for use when examining passengers’ 

passport at points of entry (PoE) into Sudan (such as magnification equipment and 

ultraviolet light). 

 To use in training on basic and advanced document examination training as part of the 

practical exercise. 

Production of IBM guides in Arabic language: existing IBM guides were updated and translated 

into Arabic and printed copies were distributed to frontline officers (more comfortable in 

Arabic) to use as reference guide to comply with international standards.  

Training of Trainers (ToT) on basic and advance document examination: the inclusion of a ToT 

component in the project intervention package was an intentional effort to establish 

mechanisms for sustainability from the outset. The trained officers were certified and expected 

to cascade the training after the project has ended.  

The implementation of the above interdependent project components followed a participatory 

approach and included different stakeholders with varying degree of influence and/or interest 

in the project objectives. One of the key useful outputs was that many of these consultation, 

training and brainstorming workshops yielded an agreed upon set of pertinent 

recommendations accompanied by a detailed roadmap outlining key areas that the GoS could 

potentially follow in the process of improving its border management systems beyond the 

project lifecycle. 

3.2. The Project Theory of Change (ToC) 

The construction of the project logic model below was informed by data from desk review of 

project documents, consultation reports and interviews with key stakeholders. It illustrates how 

resources invested and activities implemented were expected to translate into short term results 

(outputs), medium term results (outcomes) towards the eventual goal (impact) of contributing 

to the stimulation of economic growth through investment in tourism and investment-friendly 

immigration system. The confluence of these four components was expected to ensure that 

different upstream and downstream stakeholders of the project are better equipped to drive the 

expect changes in their respective spheres of work towards a more cohesive and efficient border 
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management and visa to/from Sudan application procedures that meets the needs of travellers 

to/from Sudan.  

Figure 1: project logic model

 

Key assumptions underlying the project logic and on which the project success was hinged: 

The key hypothesized ingredients for triggering the desired change and sustainability of the 

project activities and benefits was the participatory and transparent nature of the 

implementation involving relevant Ministries interested in or potentially affected by the project 

activities or results through formal consultation workshops and dialogue. This was expected to 

promote ownership, inter-ministerial harmony and policy coherence towards the overarching 

shared goals articulated above in the logic model.  

While these assumptions held to a certain extent, the political stability was an important 

implicit assumption that was not specifically stated in the project document, but which turned 

out to be an important factor for the success or lack thereof. The evaluation data pointed to the 

fact that the unanticipated political revolution significantly slowed down the achievement of 

the planned outcomes and impact level results. Shortly after the project was completed, Sudan 

underwent an important political event which saw the president Omar al-Bashir removed from 

The key government officials’ commitment and active engagement in the whole project 

implementation including nomination of suitable candidates to attend the scheduled 

training, particularly the ToT. 

The MoI’s endorsement of the suggested steps and plans towards the reform of the 

Sudan’s visa system.  

The MoI’s proactiveness in coordinating with MFA and its overseas diplomatic missions 

not just to brief them but to agree on the process map for reforming the visa system 

(coherence). 
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power and an overhaul in the political leadership. At the time of the evaluation, the post-

revolution political sensitivity was still vivid which is an important factor to consider when 

interpreting the findings in this report. Many senior Government technical officials who were 

the project champions during the whole process changed because of the revolution, which 

partly explains the limited progress in the realization of expected medium and long-term 

changes.  

3.3. The Project Stakeholder Map 

Evaluation experts stress that it is important for the qualitative evaluator to identify 

information-rich individuals who know the evaluand (the project) either as participants or 

active observers or influencers of its intervention. This is important because the opinions of 

both those directly impacted, the influencers and those in a position to observe its effects 

provide a warrant for the claim. The project key evaluation potential informants included in the 

data collection framework are mapped out below. 

Figure 2: Project stakeholder map 

 

 

Upstream stakeholders 

Downstream          Impactees 

 

 

The schema above depicts on the left side the key upstream stakeholders who either had an 

interest or influence on the project implementation performance and results or who could, 

potentially, be affected by the project contribution. They include the donor (or member states), 

the GoS, MoI, the MFA, the Ministries of Trade, Tourism and Transport, the regional bodies 

such as IGAD as well as neighbouring countries. The downstream stakeholders who were the 

direct/indirect beneficiaries of the project, referred to as impactees, are presented on the right. 

They include frontline officers such as border guards, Sudanese police, immigration, and non-

commissioner officers as well as local (border) communities. The closer they are to the middle, 

the more involved in the project implementation. The perceived satisfaction with the project 

performance among these stakeholders is taken in the discussion of the project performance 

below as a good measure of the merit of the difference the project made. As indicated in the 

limitation section, it was challenging to reach out to some of them.  

The next section presents and discusses the main evaluation findings. The last section presents 

conclusions and recommendations followed by relevant annexes. 
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4. EVALUATION FINDINGS 

The evaluation findings are presented according to the OECD-DAC evaluation criteria. 

Relevance 

Relevance is the extent to which the objectives of a project remain valid and pertinent either as 

originally planned or as subsequently modified OECD 20005. The relevance of projects could be 

analysed at different levels, for example, in relation to the country’s development strategy, to 

the target groups or beneficiaries’ needs, to the IOM global mandate or to partners and donors’ 

policies. The relevance of the project was evident throughout the project life cycle from the very 

conceptualization to the exit strategy as described below.  

The project was informed by recommendations from the needs assessment at KIA: the project idea 
arose out of the findings from a needs assessment commissioned by the Head of Immigration 
within the MoI conducted in 2016 at the KIA to inform the “rationalization and strengthening 
of the Republic of the Sudan’s visa policy and processes”. The purpose of the assessment was 
primarily to determine key factors that handicapped the visa system under which travellers 
to/from Sudan experienced significant delays. The recommendations from the assessment were 
not only meant to inform the revision of the Immigration Act of 1994 but also serve as a 
foundation for further strengthening of the Sudan immigration and border management in line 
with international practices and standards as well as the development of its overall immigration 
policy. According to the assessment report, the visa system consumed a considerable amount 
of time among visitors/migrants and the administration itself due to inconsistences and lack of 
clearly defined coherent vision. Other key priority gaps highlighted in the needs assessment was 
the inconsistent diplomatic communication coupled with the fact that the frontline staff 
responsible for assessing document authenticity and validity were poorly informed about the 
vast array of security features in authentic travel documents and ill-equipped to effectively 
ensure document security at the Sudan main PoEs. The project was evidently designed to tackle 
these issues. 

Alignment with international and regional standards: the project intervention package 

responded to the priority issues outlined in the Revised Migration Policy Framework for Africa 

and Plan of Action (2018-2030) and the African Union Agenda 2063 particularly on free trade 

and integrated development. Momentarily, multi-sectoral consultations were held to assess the 

current Sudan visa system in relation to international standards. Inconsistencies and gaps were 

identified and, through this stakeholder consultative process, the need to embark on its visa 

reform was identified as an important priority intervention area for project.  

Ownership of the process and information production by stakeholders: all project information 

products were the results of the collaboration with key government stakeholders. Evaluation 

data also show evidence that the onset project design and implementation strategies were 

participatory in nature. Moreover, the project was flexible enough to accommodate new 

emerging priorities and opportunities. Throughout the implementation, relevant upstream 

 

5 OECD. (2000). Glossary of Evaluation and Results Based Management (RBM) Terms, 

OECD 

 

https://acpeumigrationaction.iom.int/sites/default/files/docs/BAReports/BA_Assessmement_Summary_TA0062015_SUDAN.pdf
https://www.ilo.org/africa/areas-of-work/labour-migration/policy-frameworks/WCMS_671952/lang--en/index.htm
https://www.ilo.org/africa/areas-of-work/labour-migration/policy-frameworks/WCMS_671952/lang--en/index.htm
https://au.int/en/agenda2063/overview
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stakeholders were consulted in determining key existing and emerging gaps that needed to be 

reflected in the roadmap outlining the process towards the full adoption of e-visa system.  

The project underwent 12 months No Cost Extension (NCE) to adapt to changing priorities 
within the government. The NCE provided the opportunity to revise the project’s result 
framework to make it more realistic based on lessons learnt during implementation. For 
example, the initial idea of developing the visa application website was replaced by the revision 
of the visa application form first it was an important step in the critical path towards the visa 
system reform.  

Effectiveness 

Effectiveness refers to the extent to which the development interventions achieved the desired 
results, considering their relative importance6. All the project stakeholders who responded to 
the evaluation appreciated the contribution of the project and described it as a solid 
steppingstone for scaled up programming on immigration and border management. Apart from 
significant delays incurred due to inadequate involvement of key stakeholders in the initial 
appreciation of the need for the project, when the project eventually kicked off, all planned 
activities were effectively delivered as promised and all short-term results (outputs) were 
delivered. These included: (i)overall improvement in the understanding of the process and 
benefits of the Sudan visa system reform; (ii) stakeholder endorsed set of recommendations on 
the need to improve further document examination and roadmap on the e-visa system 
identified thorough stakeholder consultations; and (iii) a pool of frontline staff trained on basic 
and advanced document examination and fraud detection as well as the pool of master trainers.  

Beyond the realization of these outputs which was within the control of the project team 
however, there was very limited evidence of achievement of outcome level results such evidence 
of increase in detection of fraudulent; government commitment to visa system reform through 
subsequent actions beyond project lifecycle towards the actual improvement in in the 
immigration and border management systems. One of the observed factors potentially slowing 
down the outcome level changes was the prevailing political fragility as the country was still 
recovering from a major political revolution. The section below provides result and indicator-
based analysis of the extent to which the project interventions were translated into planned 
short-and long-term outcomes illustrated above in the project logic model. 

 
6 Idem 

Lesson learnt: every project should be based on clear needs assessment and prioritization. 

Needs assessment and prioritization is inherently a political exercise because of multiple 

constituencies with varying interest and influences. Due to weak consultation with 

stakeholders, the project’s needs assessors overlooked the political dimension and 

misdiagnosed the needs which led to almost four years of delay as it required the needs 

reprioritization as government could not agree to endorse the initial focus on remittances 

as the primary needs. The lesson here is that, for a successful need’s assessment, those 

assessing and prioritizing needs on which to base the interventions must be aware of and 

reflect the political dynamics by carefully engaging key influential/interested and affected 

stakeholders to ensure stakeholder consensus on needs (not wants) to prioritize. 



11 
 

Project design 

Project result framework: the result matrix is the backbone of the project design as per IOM 
Project Handbook (2017) as it articulates the target short-, medium- and long-term results and 
defines key activities and assumptions that must hold true for the planned results to be 
achieved. The result matrix in the project document did not adequately articulate the key results 
expected by key stakeholders including the project team. For example, “demonstrated 
capabilities among frontline officers to determine the authenticity of travel document and for 
detecting document forgery” were not reflected in the result matrix of the project. Yet, it is one 
of the important themes that emerged among the desired outcomes. This suggest that while 
stakeholders were consulted during implementation, they did not partake as co-creators of the 
project logic conceptualization and in the definition of the performance milestones.  The overall 
goal (impact7) of the project as described in the project document “To provide technical support 
to build the capacity of the Government of Sudan to improve border and migration management 
…” falls short in terms of the description of end point desired success. This is partly because it 
was formulated as an activity from the provider perspective (IOM) rather than from the 
beneficiary perspective (GoS and its partner). On the other hand, the indicator proposed to 
measure this overall objective “MoI improved border control at Khartoum International Airport 
services as the best practice example for Sudan to replicate at other border posts” seems to be a 
better overall objective statement rather than indicator. The alternative measurable indicator 
could for example be: “number of border points with improved immigration border management 
systems”. A checklist to measure this could include presence of adequate document 
examination of equipment in use at key PoEs, percentage of staff with advanced skills in 
document examination, and presence of data management and sharing systems, etc.  
 
Outcome 1: the improved capacities of the border authorities at Khartoum International 
Airport facilitates the protection of migrants and special provision for vulnerable men, women, 
and un-accompanied minors. 
 
The indicator to measure the achievement of the outcome is “percentage of officers and officials 
demonstrating improved knowledge on border security, identification of victims of trafficking 
(VoT) and smuggled migrants and related examination procedures”. The target for this indicator 
was: 80% of trained officials (police, border security and immigration officers) demonstrate 
improved knowledge on border security and identification of VoT and smuggled migrants as 
well as other examination procedures such as document forgery. The baseline status on this 
indicator as per the project document was 0% because the project was the first of its kind in 
Sudan.  

 
7 Impact refers to positive and negative, primary and secondary long-term effects produced by a development 
intervention, directly or indirectly, intended or unintended: https://www.oecd.org/dac/evaluation/2754804.pdf 

https://www.oecd.org/dac/evaluation/2754804.pdf
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Table 1 below presents the analysis of the achievements on outcome 1 indicators as per project 
document. 

RESULT/ 
INDICATOR 

Target result  Analysis of progress 

towards achievement on the 

target 

                      RECOMMENDATIONS 

Indicator: 

% of officers and 

officials demonstrating 

improved knowledge 

on border security, 

identification of 

VoTs/smuggled 

migrants and related 

examination 

procedures 

The project targeted to 

achieve 80%.  

While it is reported that 100% 

was achieved on the indicator, 

evaluation data highlighted 

some gaps. For example, some 

informants indicated that 

many front-line staff 

particularly “non-

commissioner officers” still had 

not been trained yet at the 

time of the evaluation. 

Plausible that 100% was 

achieved if the denominator in 

the indicator referred to those 

trained not all the officers and 

officials. The denominator in 

the indicator was not clearly 

defined. 

In potential follow up phase, 

IOM Sudan should support 

the national Master Trainers 

to deliver the cascade training 

to relevant officers who have 

not been trained especially 

non-commissioner officers in 

the alien department. It is 

also recommended to ensure 

that produced training report 

include disaggregated pre and 

post knowledge assessment 

score as supporting evidence 

to reported results. Important 

to be sure the progress 

reported is in line with 

intended measurement in the 

indicator.   

Output1.1:  

The border officers at 

KIA have improved 

skills to examine and 

detect forged 

documents and identify 

victims of 

trafficking/smuggling 

The indicator to 

measure this output: “# 

of officers trained in 

examination and 

detection of forged 

documents procedures 

and techniques”. The 

project was the first to 

train frontline officers, 

so the baseline was zero 

and the target was 30. 

Important to also 

mention that the 

indicator falls short as it 

was meant to measure 

improvement in 

knowledge increase, yet 

it only looks at number 

trained. 

It is reported that over 108 
were trained, 10% of whom are 
women. The project therefore 
achieved 3.5 times more than 
the set target which is 
commendable although these 
numbers could not be verified 
as means of verification were 
not available and many of 
those who were trained could 
not be accessed. Those who 
attended the ToTs praised the 
project for equipping them 
not just with the skills and 
knowledge but also with tips 
on how to effectively prepare 
and deliver impactful training.  

IOM Sudan’s IOM IBM team 

should strengthen future 

projects M&E system to 

ensure the project 

contribution or lack thereof is 

systematically documented. 

This can be achieved through 

a development and 

implementation of a detailed 

result monitoring plan in 

PRIMA with clearly defined 

M&E roles and 

responsibilities as well as 

SMART indicators to measure 

success or lack thereof. 
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Output 1.2 

The border officers at 

KIA have specialized 

document examination 

equipment on hand to 

perform high quality 

travel and document 

checks 

The indicator to 

measure the 

performance on 

this output is 

“Equipment 

procured and 

installed for 

document 

examination”. 

Baseline was 

recorded as N/A 

which is 

problematic. The 

baseline should 

have indicated 

the status 

specifying 

whether there 

was or was no 

equipment at all 

or some of the 

key PoEs. 

According to the project records, 
the first-and second-line 
document examination 
equipment’s were delivered to 
KIA management as planned. 
However, no evidence was 
accessible to ascertain whether 
the equipment was delivered on 
time at the identified key ports of 
entry (PoE) into Sudan. There is a 
small mismatch between the 
indicator and the output it is 
meant to measure. For example, 
the domain of change in the 
output refers to “specialized 
equipment” to perform “high 
quality” travel and document 
checks but the indicator does not 
specify these quality standards. 
The evaluator did not have access 
to evidence to confirm the 
quality of the equipment and did 
not get a chance to hear the 
experience from the equipment 
users. 

 

Output 1.3. 

The immigration 
officers have a 
guidance tool on 
document 
examination on hand 
to perform high 
quality travel 
document checks. 

 

The indicator to 
measure the 
result is “Passport 
Examination 
Procedures 
Manual (PEPM II) 
translated into 
Arabic, printed off 
and distributed”. 
The target was to 
print and 
distribute 100 
copies of PEPM II 
in Arabic and 
make them 
available to 1st   
and 2nd line 
immigration 
officers. 

According to project team, over 
300 copies of PEPM II were 
translated in Arabic, printed, and 
delivered to immigration 
department for distribution at 
targeted Border Crossing Points 
(BCPs). However, the evaluator 
could not access evidence to 
confirm whether the target 
audience had received the copies 
and are using these to improve 
the way they check document 
authenticity. 

 

 

 

 

 

 



14 
 

Outcome 2: the reform of current visa handling and issuing processes builds capacity for the 
government to provide improved visa services to travellers 

According to the IOM 2nd edition Project handbook, outcome refers to: i) the intended changes 

in institutional performance beyond the project control; ii) the intended changes in individual 

behaviour or attitude8. This outcome statement does not fully reflect what the desired success 

at outcome level would look like as per the above definition. It emerged from the analysis of KIIs 

and various information product reviewed that concrete government actions towards the 

revision of its visa application form and standardization of the visa application process in line 

with international standards as one of the expected desired outcome-level changes. Yet it was 

not reflected in the result matrix as one of the outcomes. There is also mismatch between the 

indicators to measure project performance on the outcome. The indicators for the outcome were: 

“# of government officials directly involved in the visa component of the project activities” and “% 

of Government officials directly involved in the visa component of project activities demonstrate 

improved knowledge”. The outcome could be reformulated as: “the government demonstrate 

commitment to visa reform by undertaking visa application system reform to improve visa services 

to travellers”. Both primary and secondary data suggested that the project has effectively 

accompanied the government in thoroughly mapping out the process towards a successful visa 

application process reform. Some informants from the government affirmed they are in the 

process of starting the actual reform although the evaluator could not access evidence to this.  

Table 2 below analyses the project performance on outcome 2  

RESULTS / 

INDICATOR 

Targeted RESULTS  ANALYSIS OF 
EFFECTIVENESS 

(Analysis of progress 
towards achievements) 

                      RECOMMENDATIONS 

Indicator: 

(1) number of 

Government 

officials 

directly 

involved in visa 

component of 

the project 

activities 

 

 

 

 

 

The project targeted a 

total of 50 government 

officials to be involved in 

the visa component of the 

project from a baseline of 

zero.  

 

 

 

 

 

 

 

Over 95 government 

officials participated in the 

project activities. These 

activities included tour to 

Rwanda to learn about their 

e-visa system (46); regional 

consultation on VAF (19 

attendees) and regional 

consultative workshops (30 

participants). The purpose 

of this indicator and the 

performance it is meant to 

measure is not clear. 

Moreover, it is set at output 

level therefore not adequate 

to measure results on the 

outcome as per IOM 

definition of an outcome. 

gg The  

The project team should make 

sure outcome and output result 

statements and indicator 

definition are aligned to the 

definition in the IOM project 

handbook and that indicator 

selected to measure success on 

outcomes and outputs are also 

“SMART”9 in line with definitions 

in the IOM project handbook. It 

is also recommended to make 

sure staff with M&E functions are 

involved in the development of 

the project result monitoring 

framework in PRIMA and in the 

development of M&E tools for 

collecting data to measure 

 
8 IOM project handbook, 2nd edition (2017), page 53. 
9 SMART refers to 5 criteria of selecting indicators: Specific, Measurable, Achievable, Relevant, Time-bound.  
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2. % of government 

officials involved in 

the visa component 

of the project 

activities who 

demonstrate 

improved 

knowledge. 

 

The project target was 

that 70% from a baseline 

of 0%.  

Majority of informants 

reported increased 

knowledge and awareness 

and understanding of key 

process steps in reforming 

visa system. However, it was 

not possible to determine 

the % score achieved against 

the target as many officials 

were not accessible.  

progress during the project 

implementation. 

Output 2.1  

Officials attending 

the Study tour to 

Rwanda have skills 

and knowledge to 

apply lessons learnt 

to context in Sudan 

and brief other 

colleagues on visa 

issues and related 

procedures 

 

Indicator to measure 

progress on this output 

was “% of officials directly 

involved in the study tour 

activities, demonstrating 

improved knowledge on 

visa issues and related 

procedures”. The target 

was 85% of those who 

were involved in the tour 

to Rwanda in relation to 

0% baseline status. 

The project reported 100% 

achievement, implying that 

all the 46 officials who 

participated in the tour to 

Rwanda improved 

knowledge. Data from a 

sample of KIIs confirmed 

this. All interviewed 

informants who participated 

in the tour were able to 

articulate clearly what e-visa 

system should look like for 

Sudan based on the 

experience from Rwanda and 

subsequent briefing in 

Moshi.  

It is important to plan results 

monitoring using PRIMA as a tool 

during the project planning stage 

and to ensure that Means of 

Verification (MoVs) for the 

reported achievements are 

documented throughout the 

implementation. The M&E 

component of the project should 

be strengthened through the 

development of M&E tools and 

using them to collect data and 

compile MoVs. 

Output 2.2 

Recommendations 

on essential steps 

for the 

modernization of 

the visa system are 

drafted 

The indicator to measure 

the project performance 

on output 2.2 was 

“Recommendations on New 

Visa Application Form 

(VAF) are drafted”, which 

is more of a completed 

activity not an indicator by 

the IOM guideline. The 

target was that 

“recommendations on VAF 

are drafted to the 

satisfaction of the MoI”, 

which is incongruent with 

the output it is meant to 

measure. For example, the 

indicator targets mention 

the satisfaction by MoI 

with the recommendations 

as the merit criteria, yet 

such is not in the output 

and indicator statements.  

It must be noted that, 

through various well 

facilitated stakeholder 

consultation and working 

groups, the project 

consolidated good 

recommendations and 

roadmaps outlining key steps 

in the new VAF, which were 

submitted to the PCRC. All 

evaluation data showed 

evidence of quality 

recommendations emanating 

from the consultative 

process. 
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Output 2.3 

Consultation on 

and validation of 

recommendations 

on modernization 

and rationalization 

of visa system in 

Sudan in 

coordination with 

East African 

countries at the 

regional level 

The indicator for this 

output was “% of 

participants to the regional 

validation workshops 

satisfied with the 

recommendations for the 

modernization of the visa 

process and system”. The 

target was set at 70%. The 

baseline was recorded as 

N/A, which is not 

advisable. In addition, the 

indicator is expected to 

measure the performance 

on the output, however, 

the merit criteria 

measured in the indicator 

is absent in the output 

statement.  

It was reported that 100% of 

authorities were satisfied 

with the recommendations. 

Although not enough 

evidence to support this 

claim was found, it is 

obvious that they were 

satisfied as they co-created 

the recommendations.  

The M&E component of the 

project should be strengthened 

through the development of M&E 

tools and using them 

systematically to collect data and 

compile MoVs which become 

important complimentary 

evidence to support evaluation 

findings. 
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Efficiency 

In this evaluation, efficiency is analysed in terms value for money defined in Better Evaluation 
as the quality of outputs produced and the potential benefits they may, sooner or later lead to, 
in relation to resources invested and the cost of activities. Although no systematic value for 
money analysis in terms of investment return in monetary terms was done as part of this 
evaluation, there was qualitative evidence demonstrating this relatively low budget project was 
a solid steppingstone for more impactful programmes on immigration and border management 
in Sudan. Evidence of efficiency is highlighted in the examples below:  

Budget vs quality of outputs: As shown on the project budget distribution graph, the highest 
budget was spent on capacity-building (CB) including ToT; and the e-visa study tour which, as 
shown under the sustainability 
criteria below, as the main project 
resilient features with the potential 
to yield more benefits for Sudan 
beyond the project funding.  
Moreover, as it can be seen in the 
mapping of project stakeholders 
(p.15), on a relatively small budget 
of 100.000 USD, the project was 
able to involve key stakeholder at 
all levels in purposeful project 
activities, which produced quality 
set of validated recommendations 
and road maps for the GoS to 
pursue improvement in its border 
management system in a way that 
is pro-development.  

Synergy and intervention cost-sharing towards bigger impact: some of the key project 
components were intentionally implemented jointly with other donor funded projects, which 
helped to achieve bigger and quality outputs. For example, a funding from Italian Cooperation 
contributed to the basic and advanced training on document examination. The national Master 
Trainers who benefited from this training are cascading the training not just in Sudan but in 
other countries in the region including a cascade training on document examination delivered 
in Arabic to police officers in Libya.  

Participatory approach and stakeholder engagement: through its participatory approach to 
implementation, the project has inspired, and created an opportunity for a strong inter-
ministerial collaboration involving the MoI, MFA, Ministry of Trade, Tourism and Transport as 
well as regional bodies such as IGAD. This multi-sectoral collaboration could potentially 
continue to shape the higher purpose in line with the African Union’s vision alluded to above 
and the priorities in the Khartoum Process in relation to immigration and border management 
in the country.  

The four-year delay in the project kick off due to inadequate initial needs assessment and 

prioritization in consultation with key national stakeholders was a key weakness in terms of 

efficiency. Put different, a significant amount of time spent processing the project proposal on 

remittances during the time Sudan was excluded from international banking system due to 

international sanctions significantly dented the project efficient overall.  

 

https://www.betterevaluation.org/en/evaluation-options/value_for_money
https://au.int/en/recs/igad
https://www.khartoumprocess.net/initiatives
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Impact 

The project impact was analysed in line  with 
the OECD-DAC revised evaluation criteria 
as “higher-level significant and 
transformative effects of the development 
intervention” referred to here as “project”. 
This includes amongst other things, change 
in or development of overarching national 
migration policy, improvement in detection 
of cases of forgery travel document detected 
or change in overall government approach 
to visa system - to name a few that are 
reflected in project documents.  

The potential long-term goal of opening the 
Sudan for external trade and investment 
through the improvement of the migration 
and border management system aligned to an 
overarching national migration policy was 
unearthed during the brainstorming with the project team and review of project stakeholder 
engagement reports as the ultimate desired impact. While there wasn’t strong conclusive 
evidence of impact as per definition above, there were encouraging early signs suggesting that 
the project achieved good quality outputs with the potential to lead to impact if the momentum 
was kept and the prevailing conducive political environment continued. All informants (both 
middle and senior officials) showed commitment and conviction about the benefits of reforming 
the visa application process and border management system. In fact, they indicated that key 
priorities had been identified based on the lessons from the visit to Rwanda and subsequent 
discussions in Moshi (Tanzania) and their implementation preparation were underway, 
including: 

Installation of the Migration Information and Data Analysis System (MIDAS): senior informants 
indicated that MIDAS application was undergoing pilot testing at the airport and would be 
rollout in selected priority land borders based on the lessons from the pilot phase. MIDAS 
implementation would need the installation of biometric system first. The biometric system 
would address the significant delays experienced by travellers while also making it easy to 
identify fraudulent travel document.  

The OSBP: it became clear from the learning visit to Rwanda that in order to have an effective 
cross-border populations and goods’ movement facilitation, it is important to have bilateral 
collaboration and cooperation agreement with relevant neighbouring countries to have a shared 
OSBP. OSBP would serve as one of the strategies for effective cross-border goods and people 
management strategy at key PoEs and for preventing and detecting transnational crimes. 

The VAF revision: the project created ample space for national and regional stakeholder 
consultation on the process of visa application reform as well as the prevailing barriers to meet 
the international and regional standards. The project produced a set of comprehensive 
recommendations and a roadmap to visa reform process that the government needs to follow 
as well as the content of the new VAF. While this is an important step, there was no evidence 
suggesting the government has started to implement the recommendations. Nevertheless, the 
intention to translate the recommendation into action was evident during KIIs with senior 
government officials.  

Impact of the training on document examination on the practice in Sudan: the CB (training 
workshops) had the largest budget share as it was one of the priorities needs in the needs 

I used to deliver training. But after being trained by 

IOM, I realized I was doing it very wrong, because I 

did not think about why I was delivering the training 

and did not pay attention to my audience’s needs. 

IOM made me a confident trainer. I now pay 

attention to important details such as classroom 

layout and my audience to make it useful to them. 

Now, as a certified trainer, I don’t just deliver the 

training, I know how to develop the whole training 

programme tailored to the audience including 

preparation of effective slides, time planning as well 

as the evaluation of the training itself. I have 

delivered many training in Sudan and trained police 

in other countries such as Libya. 

http://www.oecd.org/dac/evaluation/revised-evaluation-criteria-dec-2019.pdf
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assessment report which informed the development of this project. The evaluator was not able 
to get evidence on how CB impacted document security procedures in Sudan. However, as 
mentioned in the subsection below on sustainability, the project left a cadre of certified and 
confident national trainers equipped with knowledge and skills to cascade the training to the 
frontline staff dealing with document security at the key PoEs. In total, there are eight including 
only one female master trainers trained by the project who were still actively cascading the 
training within and outside Sudan. This is important to mention because there are rare master 
trainers in the region who can deliver training in both Arabic and English languages.  

 

Sustainability 

The section discusses the findings related to sustainability referred to as the extent to which the 

project put in motion resilient mechanisms and capacities among key project stakeholders to 

sustain its overall value (benefits) after its funding has ceased (OECD-DAC,2019). Out of the 

five project components, three showed resilience to continue the project benefits and activities 

after the project has ended. The three are described below:  

Capacity-building: this component 

showed evidence of sustainability as the 

project produced certified national 

trainers who are fluent in Arabic and 

English and who continued to deliver the 

training on documentation examination 

in Sudan and other countries in the 

region. Out of the 13 officers that were 

trained as national Master Trainers to 

cascade the training, seven males and 

one female still actively cascade the 

training on document examination to 

national frontline officers, banks and 

other industries. There are many more frontline officers, especially those referred to as “non-

commissioner officer” working at KIA who have not been trained but whose duties include 

travel document examination. The network of certified trainers is expected to continue to 

deliver the training to these officers and other stakeholders in Sudan. Overall, the sustainability 

feature is weak as these certified trainers do not fall under any national training programme or 

academy. Yet the MoI has an idling Immigration Training Centre (ITC) that because it is not 

well equipped to be used as a training facility. In the absence of an institutional national training 

programme to house and provide oversight and sense of direction, many of these certified 

Master Trainers, have already been rotated to other positions while others have quit to become 

independent training consultants. Government’s commitment and ownership of the training 

programme was not evident. 

Study Tour to Rwanda: senior government informants indicated that the tour sparked 

discussions within the government and a few priorities have already been identified including 

the installation of MIDAS system and the negotiation with neighbouring countries the 

possibility of co-establishing shared OSBP at key PoEs. More concretely, it was indicated that 

the pilot phase of MIDAS including biometric system has already started. They also indicated 

Figure 1: training on documentation fraud examination 
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that the GoS was studying the recommendations from the Tour to Rwanda with the aim to kick 

off the e-visa system development.   

Technical cooperation component: activities under this component involved facilitation of 

engagement between the MoI with other relevant Ministries such as MFA, Transport, Trade as 

well as Tourism to reach a consensus on the investment return of the reform of the visa 

application system of Sudan and to agree on the role of each in process of concretizing the new 

system. The engagement also aimed to validate the next steps towards initiating the 

implementation of a more effective visa application procedure that is favourable to foreign 

investment, tourism and trade while safeguarding national security. KIIs from the government 

stressed that much progress have been made towards the reform of visa application procedure 

based on the above recommendations. 

The evaluation was not able to collect conclusive evidence on whether document examination 

equipment purchased through the project and delivered to the government were being used by 

frontline staff. Moreover, no evidence that the Manuel translated in Arabic for use by frontline 

officers was in use after the project has ended. 

Overall, sustainability of the project was hinged on assumption that key champions within 

government will stay on to carry out the project vision. However, with the revolution, most of 

the key government officials who championed the project vision were changed during the 

revolution. Nevertheless, by the end of the project, IOM Sudan has already secured a larger 

funding to implement a much scaled up follow up programme which will allow to identify new 

champions and establish new partnership with the new governments.  

 

 

 

 

 

Good practice:  

Learning exchange visit to Rwanda: IOM Sudan, in coordination with IOM Rwanda, 
organized a study visit to Rwanda for six Sudanese senior officials from the MoI between 
24 to 28 April 2017. The aim was to facilitate the exchange of experiences with the 
Directorate General of Immigration and Emigration of Rwanda, ultimately, in the plan to 
adopt some of its e-visa system features, as well as identify good practices on the 
management of its One Stop Border Post (OSBP) coordination with its neighbouring 
countries to ensure effective mechanisms for regulating flows of people and goods as well 
as monitoring of cross border crimes. All Key Government Officials interviewed stressed 
that delegation came back from the tour convinced and committed to pursuing the VAF 
reform and the initiation of the e-visa system in Sudan. The lessons from this tour informed 
government decisions when choosing key priority next steps towards its VAF reform and 
the plans for introducing e-visa system. 
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5. CONCLUSIONS AND RECOMMENDATIONS 

* Recommendations are not classified according to their order of priority but according to the 

evaluation criteria they fall under. 

5.1. Relevance   

Evidence from key stakeholder interviews and project information products, the 

implementation followed a participatory approach involving relevant line Ministries such as 

MFA, MoI, and Ministry of Tourism and Trade to ensure coherent understanding of collective 

benefits as well as ownership by the government and sustainability of activities and benefits. 

However, there was no evidence to suggest the articulation of the desired short, medium, and 

long-term target results, which is critical for the overall effectiveness of the intervention, 

followed similar consultative process. Furthermore, the project went through a significant 

metamorphosis from 2012 when the initial idea on remittances surfaced to the point it settled 

to focus on border management related needs in 2016.These significant delays in the 

conceptualization of the project and its modification overtime is a manifestation of weak 

approach in the process of assessing and prioritizing needs the project aimed to address, which 

affected the overall project performance on relevance. 

Recommendation 1: every project should be informed by needs assessment conducted in 

collaboration with key stakeholders. In addition, those assessing the needs on which to base the 

interventions must be aware of the political dimension by carefully engaging with key 

influential/interested and affected stakeholders to agree on primary priority needs: 

• IOM Sudan should revisit the needs assessment that informed the development of this 

project in close consultation with relevant IBM upstream and downstream stakeholders 

to identify the persistent priority barriers and gaps for the effectiveness of the 

immigration and border management in Sudan; 

• Based on the needs identified and prioritized, jointly work with key stakeholders to 

formulate target output, outcome and refine the long term goal to be achieved through 

the investment in the rationalization of immigration and boarder management in line 

with the broader national development agenda. This will provide a strategic direction 

for the IBM Sudan’s long-term programme development and resource mobilization. 

5.2. Effectiveness  

Overall, the project has effectively implemented all the planned activities and produced, as 
planned, the following target short-term results: (i) improvement in the overall understanding 
of the process and benefits of the Sudan visa system reform; (ii) a set of government-validated 
recommendations and roadmap on the e-visa system reform produced through series of 
stakeholder consultations; and (iii) a pool of frontline staff trained on basic and advanced 
document examination and fraud detection, including the certification of master trainers to 
cascade the training beyond the donor funding. There was, however, very limited evidence 
suggesting the achievement of outcome level results such as the application of acquired 
knowledge and skills to improve document authenticity examination or government actions 
towards the actual improvement of the immigration and border management systems. Evidence 
from the evaluation pointed to two key barriers to effectiveness: 
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• Significant delays in project kick-off and intervention slippages evidently caused by 
inadequate consultation with stakeholders in the identification of priority needs to be 
addressed by the project from the outset. 

• The prevailing political sensitivity strongly evident in data from KIIs with key 
government stakeholders as the country was still recovering from a major political 
revolution that led to the change in key project champions within the government.  

Recommendation 2:  support the PCRC in the planning and execution of a training programme 

on document examination training targeting non-commissioner officers who have been 

working in document examination department without prior training to ensure all involved 

have the skills.  

Recommendation 3: IOM Sudan IBM project’s M&E system and its rollout should be 

strengthened in future projects. This can be achieved by working closely with the GoS technical 

staff in mapping out the expected measurable short (outputs), medium term (outcomes) and 

long-term results (overall objective) and defining quality indicators to systematically measure 

millstones at each level of results. This will include duly completing the project result 

monitoring plan in PRIMA for all in line with the IOM Project Handbook; integrating detailed 

M&E-specific activities in the MS project Module with clearly defined roles and responsibilities, 

ensuring effective planning and execution of relevant M&E data on the implementation and 

progress on indicators.  

5.3. Efficiency 

Although no systematic analysis in terms of investment return in monetary terms, evaluation 

data showed that this relatively low budget project served as a solid steppingstone for more 

impactful programmes towards the rationalization of immigration and border management in 

Sudan. At the time of the evaluation, the Mission was already working on a much scaled up 

programme building on the project foundation. One weak feature observed was the fact that 

the approach to capacity development focused more on the individuals rather than institutional 

entities which, despite the good outputs produced, showed limited resilience for sustaining 

activities and benefits from the project.  Moreover, significant delays in the conceptualization 

of the project and its modification overtime had a negative effect on the overall efficiency as 

time is an important factor in measuring efficiency. 

Recommendation 4: IOM Sudan IBM team should support the PCRC within the MoI in reviving 

and strengthening its  Immigration Training Centre (ITC), upgrading it to become the credible 

national immigration and border management training academy with a pool of expert trainers 

responsible for rolling out training programme on document authenticity examination, and 

other relevant border management topics in Sudan.  

 5.4. Impact  

As noted in the findings section, the overall objective of the project that could serve as a 

reference point when assessing project contribution to the higher-level change (impact) was not 

articulated in the project document. The potential long-term goal of opening Sudan to external 

trade and investment in the effort to stimulate national economy through the improvement of 

its migration and border management system emerged from the analysis of evaluation primary 

and secondary data (including KIIs and project stakeholder engagement reports). One other key 

step in the critical path to this ambitious goal is the development of an overarching migration 
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policy which is currently missing and was identified in the need assessment. Although there was 

no evidence of impact as defined above, all stakeholders were convinced that the project yielded 

quality outputs with the potential to lead to the above stated impact in the long run if the project 

momentum is kept and swiftly built upon to unlock the desired medium changes, maximizing 

the improving socio-political environment in the country. 

Recommendation 5: IOM Sudan’s IBM team should make a case with IDF and other donors for 

follow-up funding to ensure full implementation of the recommendations on national visa 

reform produced by this project towards the ultimate long term goal of contributing to the 

simulation of national economic grow through investment and tourist-friendly visa application 

system. At the same time, it is recommended for IOM Sudan to use the momentum from 

stakeholder engagement platforms and cross-departmental engagement mechanisms created 

through the project to identify a strategic entry point for engaging the Government on the 

process of the development of a national migration policy that will provide a framework for the 

overall migration governance in the country. 

5.5. Sustainability  

Out of five main project intervention components, only three showed some early but weak signs 

of resilience to continue beyond the project funding. The training component which had the 

biggest project budget share continued to show signs of sustainability. Eight out of the 13 trained 

and certified master trainers through the project were still cascading the training a year after 

the project has wrapped up. However, data from the group discussion with project training 

participants indicated that, in the absence of an institutional training programme or centre 

supporting and/or overseeing their work, many of these certified master trainers have already 

been rotated to other positions while others have quit to become independent training 

consultants. This is an important threat to sustainability of the benefits and activities the project 

left behind. 

Recommendation 6: IOM Sudan’s IBM management team should explore with the government 

of Sudan the benefits of mobilizing funding to strengthen the PCRC’s ITC as national 

immigration and border management training centre with a pool of expert trainers to rollout 

out training on document authenticity/fraud detection, counter-trafficking and other relevant 

issues within the context of Sudan. 
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6. ANNEXES 

Annex 1: Evaluation Terms of Reference (ToR) 

Terms of Reference 

Ex-post internal evaluation of the project 

 

Providing Technical Support to Improve Border and Migration Management in Sudan 

Commissioned by IOM Sudan Country Office 
1. Evaluation context 

The project, “Providing Technical Support to Improve Border and Migration Management in 

Sudan”, aimed to build the capacity of the Passport and Civil Register Corporation (PCRC) of 

the Ministry of Interior in migration management through the development of document 

examination skills, the supply of basic document examination equipment and technical 

assistance on the revision and modernization of the visa system. 

Following an assessment of capacity at Khartoum International airport, the need for improved 

document examination capability was identified as a major gap in the ability of the PCRC to 

adequately determine the eligibility of passengers to enter and leave Sudan.  Not only were 

frontline officers unaware of the vast array of security features found in travel documents, they 

were ill-equipped to examine them efficiently without access to the relevant tools and 

equipment. 

Further to the study conducted in 2016  by IOM-ACP in support of the PCRC in “Rationalizing 

and Strengthening the Republic of Sudan’s Visa Policy and Practice”,  IOM Sudan sought to 

capitalize on the appetite for change by offering support in the implementation of the 

recommendations detailed in the report. 

IOM Sudan aimed to encourage the Government of Sudan, by reviewing the existing visa 

application arrangements and make relevant recommendations towards a more consistent and 

contextual process.  This commenced by revising the various visa application forms found 

online and in use by different Sudanese diplomatic missions overseas, rationalizing the 

questions posed and to outline the procedure to follow to develop into an online visa 

application. 

The project, “Providing Technical Support to Improve Border and Migration Management in 

Sudan”, aimed to build the capacity of the Government of Sudan, namely of the Passport and 

Civil Register Corporation (PCRC) of the Ministry of Interior on border and migration 

management through skills development, supply of basic document examination equipment 

and technical assistance on visa system revision and modernization. Over the course of 

implementation, it was necessary to revise the planned activities to ensure a better alignment 

of the deliverables with the already achieved Outputs and current PCRC priorities. 
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2. Project key information 

Duration: 1/12/2016 to 30/11/2018 

Geographical scope: Khartoum State 

Project duration and revision approved in June 2018 

 

Original Outcomes and Outputs  

Outcome 1: Enhancing border management skills of immigration officials at Khartoum 
International Airport specifically on travel document inspection techniques through 
the following key Outputs:  

Output 1.1: Conducting trainings for border officers at Khartoum International Airport (KIA) 
to improve their skills to examine and detect forged documents and identify victims of 
trafficking and people who have been smuggled.  

Output 1.2: Providing basic document examination equipment / tools to the border officers at 
Khartoum International Airport (KIA) to facilitate higher quality travel and document 
examination checks. 

Outcome 2: Improving the rationalization and modernization of the current visa 
system in Sudan through the following key Outputs: 

Output 2.1: Conducting a study tour to Kigali to see Rwanda’s e-immigration and e-visa 
systems at first hand. 

Output 2.2: Creating a visa information website that would provide information for foreign 
nationals wishing to travel to Sudan. 

Output 2.3: Creating a manual on visa processes for officers issuing visas in Sudan and at 
Sudanese Embassies overseas. 

In line with the original proposed first Outcome of the project, the identification of main needs 

and provision of training and equipment at the Khartoum International Airport (KIA) was 

accomplished successfully. First and second line document inspection equipment was procured, 

purchased, and delivered to KIA top management. IOM also delivered contextualized trainings 

on document examination and fraud detection as well as on the usage of first- and second-line 

document examination equipment. One hundred and eighty (108) training participants (11 

women and 97 men) were trained, acquired new knowledge, and improved their skills as 

evidenced by the pre and post evaluation tests.  

Under the second Outcome of the original proposed project, IOM provided advisory services to 

support the revision process of the current Sudanese visa system. For this purpose, the project 

facilitated the PCRC management to participate in a study tour to Rwanda for the exchange of 

experiences and lessons learnt with the relevant authorities - focusing on the recently developed 

Rwandan e-visa system. The study tour was successfully completed, with six government 

officials traveling to Kigali to examine the best practices of the Directorate of Immigration and 

Emigration of Rwanda on the application of an e-visa system and the operational aspects of the 

integrated border management applied between Rwanda, the Republic of Tanzania and the 

Democratic Republic of Congo. The participants from the study tour then gave a debriefing 

session in Khartoum for more than 40 participants from Ministry of Interior, Tourism, 
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Investment, Foreign Affairs and National Security. An IOM border management expert from 

African Capacity Building Center (ACBC) Moshi, Tanzania also delivered a presentation on 

online visa application system to the government representatives. 

After further consultations and discussions between the MoI and IOM, the project results 

matrix, work plan and the timeframe were revised to ensure that the deliverables were better 

aligned with the current MoI priorities for border management. More specifically, selected 

Outputs in the project results matrix and the project timeline were revised.  

Revised Outputs 

Outcome 1: The improved capacities of the border authorities at Khartoum International 
Airport facilitates the protection of migrants and special provision for vulnerable men, women, 
and un-accompanied minors. through the following key Outputs: 

Output 1.1: Unchanged 

Output 1.2: Unchanged 

Output 1.3: Newly added Output - Print the second edition of the Passport Examination 
Procedures Manual (PEPM II) that had already been developed for frontline officers was added 
to the project to provide a standardized guidance document for immigration officers while 
performing their duties. 

Outcome 2: The reform of current visa handling and issuing processes builds capacity for the 

government to provide improved visa services to travellers through the following key Outputs: 

Output 2.1: Unchanged 

Output 2.2: Original Output was replaced with - Design a set of recommendations for a new 
visa application form (VAF). 

Output 3.3: Original Output was replaced with - Deliver an exchange of experience workshop 
at the regional level to support the development of recommendations for an e-visa system in 
Sudan.  

In order to achieve the newly added / revised Outputs under the results matrix, the project was 
extended for additional 12 months until 30 November 2018.  

In an effort to increase knowledge and to standardize immigration processes within KIA to 

better align to regional and international standards, IOM printed an Arabic version of the IOM 

Passport Examination Procedure Manual 2nd Edition (PEPM II) for distribution to first- and 

second-line migration officers. The project also allowed IOM to offer technical assistance to 

assist the IT Department of the MoI to design and develop a new visa application form (VAF) 

for a more effective and efficient assessment of the eligibility of visa applicants entering the 

country based on standard criteria. As a result of an extended consultative process with the 

PCRC, the project identified main gaps in the current visa system and drafted a roadmap 

towards the adoption of an e-visa system. Building upon the findings and outcomes of multiple 

working sessions, a set of recommendations for the operationalization of an online visa system 

has been developed and submitted for validation to the PCRC and relevant authorities by the 

end of the project 

3. Evaluation purpose 

The purpose of this evaluation is to ascertain if the use of funds from the IOM Development 

Fund succeeded in adequately supporting the Government of Sudan in their capacity to 
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successfully identify and examine travel documents used at Khartoum International airport in 

order to verify their veracity against internationally recognized security features.   

Furthermore, the evaluation seeks to ascertain if the Government of Sudan has been able to 

rationalize their visa process  By removing the existing barriers to obtain a visa for the Republic 

of Sudan, it is hoped that this would not only encourage an increase in passenger numbers 

visiting Sudan to partake in tourism and trade, thus leading to economic growth, but also 

introduce the Government of Sudan to the application of a risk based approach to visa issuance, 

thus rationalizing the number of visa nationals and the requirements of the visa process. 

Would it be possible to add here what is the anticipated utility of the evaluation findings and 

recommendations and who will use the evaluation? 

4. Evaluation criteria 

The project performance will be evaluated according to the following five OECD-DAC 

evaluation criteria of relevance, effectiveness, efficiency, impact, and sustainability. 

5. Evaluation criteria questions 

Relevance 

• How would improve document examination benefit the PCRC and why is this deemed 
necessary for the GoS? 

• Was the project in line with GoS needs and priorities? 

• Is the revision of the visa system in Sudan necessary? How has this been indicated, 
assessed, or measured? 

• How does the revision of the visa system complement other activities by either IOM or 
the counterpart? 

 

Effectiveness 

• To what extent have the frontline border officers improved their knowledge of 
document examination and security features and how can this be measured? 

• Has the identification of forged travel documentation prevented travel of passengers 
either into or out of Sudan? 

• How has the document examination equipment contributed to the identification of 
forged documents? 

• To what extent has the visa project met stakeholder expectations, both government and 
applicants? 

• Have the project outputs and outcomes been achieved or are they on track to being 
achieved? If no, why not?  

• Were the activities sufficiently well implemented to reach intended results? Would 
other activities have been more effective in reaching the results?  

Efficiency 

• How has the introduction of document examination improved the efficiency of the 
frontline border officers? How can this be measured? 

• How has the introduction of document examination equipment contributed to any 
improved efficiency?  

• To what extent were resources (time, funds, expertise) adequate to implement the 
activities and achieve the outputs? 

• How well were the resources (funds, expertise, and time) converted into results? 
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• What measures have been taken to ensure that resources are efficiently used?  

Impact 

• What has been the project impact overall? 

• How can the impact of the revision of the visa application form and move to online visa 
application be measured? 

• What changes have been adopted by the counterpart and how much progress has been 
made?  

• What has prevented the implementation or progress of any element of the suggested 
revision? 

Sustainability 

• How does the counterpart envisage the sustainability of the document examination 
training?  How will the counterpart cascade this training to new and additional staff? 
How will the counterpart keep up to date with new trends? 

• Will the counterpart require external support to cascade the training? 

• Is there a budget for document examination equipment to be replaced and updated?  

• Is the counterpart likely to continue with the revision of the visa application process 
without external support?  

• Will the counterpart need additional support to pursue the desired outcome or have 
they adopted all recommendations? 

• Is revision of the visa application process still necessary? Has there been a change in visa 
policy to influence the need for revision? 
 

6. Evaluation methodology 

Evaluation methodology will consist of desk review of documents delivered to the PCRC 
comprising of presentations, meeting notes and reports.  IOM Sudan does not hold any 
documentation from the PCRC for the moderators to examine.   

IOM Sudan staff members are available to participate in interviews, including the Project 
Coordinator, the Project Assistant, the Border Management Consultant involved in the revision 
of the visa application process, the Head of Migration Management Unit and the Chief of 
Mission.  

IOM Sudan will endeavor to set up meetings for the evaluation team with the Head of the PCRC, 
the Head of Passport and Immigration operating at KIA and the focal point from the IT section 
of the PCRC responsible for e-Visas and e-Passports. 

 
7. Evaluation team 

The Evaluation will be conducted by the Regional Monitoring & Evaluation Officer from the 
Regional Office in Cairo. 

8. Tentative date of deployment 
The evaluation field work is planned to take place during the second half of November. 

9. Evaluation deliverables  

The Evaluation team will be expected to deliver the following: 

• An inception report – detailing the expected workplan of activities and confirmation of 
the required interviews to facilitate the arrangements by IOM Sudan. 

• Field visit – to facilitate the interviews with IOM Sudan and the main counterpart PCRC. 

• Draft report – to discuss with the Project Manager, to allow feedback on initial findings 
of the evaluation 

• Final report – following the IOM standard format  
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• Two pager evaluation brief 

Annex 2: List of documents reviewed 

1. The original project proposal 

2. Activity Delivery Report: Basic Level Document Security Training for the Sudan Ministry of 

Interior - two training reports (2017) 

3. Recommendations for revising the Sudan Visa Application Form (2018) 

4. Activity Delivery Report: Training on “usage of first- and second-line inspection equipment” 

(2017) 

5. Online Visa Application System: Going Forward: Workshop Report (2018) 

6. Towards Online Visa Application System: Insight from the regional perspective (2018) 

7. E-Visa Application Pre-Launch Preparation and process cycle 

8. Project financial report 

9. Report on the Study Tour of the Sudan Ministry of Interior to Rwanda to Stand on the E-

visa System and Integrated Border Management (2017) 

10. Online Visa Application System: brainstorming session on African Models (2017) 

11. Providing Technical Support to Improve Border and Migration Management in Sudan: Final 

Report to IOM Development Fund (2018) 

12. Letter to IDF requesting reprogramming from Remittances to IBM (May 2014) 

13. Government endorsement letter for the project on IBM (February 2014) 

14. Government Support for Revision and No Cost Extension (NCE) Request (2018) 

15. Project interim narrative report (2017) 

16. Project interim narrative report (2018) 

17. Final narrative and financial reports (Nov, 2018) 

Annex 3: Data collection instruments 

Ex-post evaluation of the project “Providing support to improve 
border and migration management in Sudan” 

 

Key informant Interview guide for government official – IT Department, PCRC 

My name is Theo NSHIMIYIMANA, the IOM Regional Monitoring and Evaluation Officer in MENA 
region. I am conducting an internal evaluation of the IOM project entitled: “Providing support to 
improve border and migration management in Sudan”.  The aim of this evaluation is to take stock 
of what the project has achieved and to document whether the funds made a difference in supporting 
the Government of Sudan in its effort in improving its border and migration management with a 
particular focus on document security and in addressing challenges with its visa processes.  

As an important stakeholder to the project, we would like to ask you a few questions to gain some 
insights about your experience with the project and your feedback on what has worked well and what 
did not work so well. The evaluation recommendations are expected to be used to better support the 
Government of the Sudan in its Immigration and Border management programme. Your participation 
is voluntary. Information you share will be treated with strict confidentiality and your name will not be 
mentioned anyway in the evaluation report that will be produced. 

If you agree to participants, I will proceed asking you few questions below pertaining to your 
experiences as an important stakeholder who worked closely with the project. 
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1. Could you please describe how your work in IT department within PCRC and how your 
IT department is expected to contribute to the strengthening of border and migration 
management in Sudan? 

 
2. What are the key border and migration management challenges is the Government of 

Sudan faced with? 
 

3. As IT expert who came up with the idea of modernising Sudan visa system, could you 
please describe how you envisaged success to look like in terms of IT once the project is 
well implemented? Is the success you had in mind happening? If not, what are some of 
the challenges? 

 
4. As you may know, the overall objective of the project was ultimately to enhance the 

capacity of the Government of Sudan to improve border and migration management. 
What do you consider to be the biggest difference IOM support made towards the 
improvement of border and migration management in Sudan? Please provide examples 
if possible? 

 
5. How has your IT department particularly benefitted from this IOM support?  

 
6. One of the aims of the project was to support the Government of the Sudan in reforming 

its online visa system. What do you consider to be the key achievements towards the 
rollout the visa system reform? 
 

7. To what extent has document examination improved in Sudan with the support of IOM? 
What do you consider to be the significant change brought about by the support of IOM 
in this regard? 
 

8. The study tour to Rwanda and the brainstorming session that followed in Tanzania 
provided several useful recommendations for the Sudan Government to consider in the 
reform of its visa system, border, and migration management. In your experience to 
what extent have these recommendations implemented? 

 
9. What are the key priorities do you see IOM should focus on in its efforts to support the 

Government of Sudan in strengthening its border and migration management system? 
 

10. Any final comment or recommendation to IOM to IOM on what needs improvement in 
terms of its support to the Government of Sudan in border and migration management? 

Thank you very much for your time and participation! 

Focus Group Discussion with the project training programme beneficiaries 

Date:  

Location:   

Schedule end time:  

Facilitator’s name:  

English/Arabic Translator:  

Intros: My name is Theo, an internal evaluator at IOM based in IOM Regional Office in Cairo. 
Thank you for making the time for this short group discussion. Today we would like to have a 
discussion with you regarding your experiences with IOM’s training you attended on basic and 
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advanced document examination. I would like to hear about your experience with the training, 
what you have learned, how you have been using the knowledge to train other people.   
Purpose: this is part of an internal evaluation of the IOM project that has been supporting the 
Government Sudan to improve its border and migration management. Information you share 
will be used to inform the findings and recommendations to improve future IOM projects with 
the Government of Sudan. The group discussion will last between 30 and 35 minutes. 
Confidentiality: Information you share with me will be treated with strict confidentiality 

Introduce yourself and tell us how you were you identified to be part of the training by 
IOM? 

 

What was your overall experience with the training? 

  
What was is the most important lessons or skills you go from the training that remains 
important for you in your career today? 
 
What did not work well for you? why do you think it did not work? 

 
Tell me what you do now and how you have been using the skills you learned in your 
current work? 
 
How does it feel like to be a female trainer training almost all male policy and immigration 
officers on document security? 
 
What else stood out that you would like to share? 

 

Annex 4: List of Key Informants Interviewed 

 

 Name Institutions Title 

1 Mr Andrew Gray IOM Sudan Head of Migration Management 

and Development Unit 

2 Ms Letizia Tirone IOM Sudan Programme Officer 

3 Ms Suzan Elwakeel IOM Sudan Project Assistant  

4 Mrs Sara Pownall IOM Sudan Project Coordinator 
5 Ms Correne Omole IOM Sudan Project Development Officer 

6  

Major General Osman 

Kabashi   

Ministry of Interior, Passport 

and Civil Registration 

Corporation (PCRC) 

Head of Passport and Civil 

Registration Corporation (PCRC) 

7 Major General 

Abdelkarim  

Ministry of Interior, PCRC Head of Passport and Immigration, 

Alien Department 

8 Brigadier Jaffar 

Osman  

Ministry of Interior, PCRC Head of passport and 

immigration, Khartoum 

International Airport (KIA) 
9 Major Salah Altoum Ministry of Interior, PCRC IT department at KIA  

 
10 Major Anas Mohamed  Ministry of Interior, PCRC Senior Official, PCRC 
11 Dr Ahmed Adam Ministry of Interior, PCRC Head of IT 
12 Mr Moez Jadallah Independent national trainer National Trainer 
13 Ms First Lieutenant 

Jafaria Mohamed Ali  

Ministry of Interior, PCRC National Trainer 
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14 Mr Emrah Guran Former IOM Sudan Project Officer 
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Annex 5: Evaluation Matrix 

Aggregate Evaluation Questions 

extracted from the ToRs 
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1. To what extent did the project 

respond to and was aligned to current 

national priorities in terms of 

document security and accessibility of 

the Sudanese visa by potential 

tourists and traders? 

Relevance 
• Extent to which the 

identification of needs and 
priorities 

Document 

review 

Project 

event/site 

observation 

KIIs FGD  

2. To what extent were different 
government stakeholders been 
involved in identification of priority 
needs to be addressed by the project 
and in the implementation? 

Relevance 
• Soundness of project logic 

in relation to the needs 
Document 

review 

Project event 

observation 

KIIs FGD  

3. To what extent did project activities 
translate into short, medium term 
and long term planned results? 

Effectiveness 
• Quality of feedback from 

project stakeholders 
Document 

review 

Project event 

observation 

KIIs FGD Post training 

reports 

4. How did the project fare in terms of 
efficient management of funds? 

Efficiency 
• value for money 

Document 

review 

Project event 

observation 

KIIs   

5. To what extent was the project worth 
the funding? 

Efficiency 
• Timeliness of learning and 

integration of lessons 
during the implementation 

Document 

review 

 KIIs   

6. To what degree did the project’s 
design, planning and 
implementation ensure sustainability 
of initiated activities and benefit it 
producing beyond its life cycle? 

Sustainability 
• Presence of activities and 

mechanisms the project put 

in motion that have shown 

resilience at least a year 

after funding ceased 

Document 

review 

Project event 

observation 

KIIs FGDs  

 


