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FINAL EVALUATION OF ADMIN4ALL  

EXECUTIVE SUMMARY 

 

The ADMIN4ALL project 
‘ADMIN4ALL: Supporting Social Inclusion of Vulnerable Migrants in Europe’ is a regional project co-
funded by the European Commission’s Directorate-General for Employment, Social Affairs and Inclusion 
(DG EMPL) and implemented by the International Organization for Migration (IOM).  

ADMIN4ALL is structured around three main components: Component 1 (C1). training and capacity-
building; Component 2 (C2) support to local coordination; and Component 3 (C3) identification and 
sharing of good practices.  

In addition, during the pandemic, new activities were designed and carried out to support municipalities 
to cope with the increased vulnerabilities of migrants:  
- the distribution to local authorities of multi-language COVID-19 informational materials;  
- an online Community of Practice for local authorities concerned with integration;  
- a survey on the most pressing needs during the pandemic;  
- an anti-discrimination toolkit for municipalities; and 
- a private-sector engagement strategy.  

The direct beneficiaries of project activities are primarily municipal social services and immigration 
departments. The final beneficiaries are vulnerable migrants in need of social services and socio-
economic integration support.  

The second phase (2018-2020) of the project, and object of this final evaluation, was implemented in 35 
intervention areas (34 municipalities and Malta) across 7 EU countries: Italy (Milan, Venice, Florence, 
Rome, Naples, Bari, Palermo, Cagliari); Austria (Bruck, Korneuburg, Kufstein, Schwaz, Telfs, Tulln); Poland 
(Gdansk, Krakow, Lodz, Poznan, Warsaw, Wroclaw); Romania (Bucharest, Cluj-Napoca, Galati, Oradea); 
Spain (Madrid, Malaga, Fuenlabrada); Greece Athens and neighbouring cities, Thessaloniki, Heraklion); 
Malta (Birzebbuga, Gzira, Marsa, Msid).  
 

The evaluation exercise 
The evaluation assesses the performance of the project ADMIN4ALL, based on the six main OECD-DAC 
evaluation criteria: relevance, coherence, effectiveness, efficiency, impact and sustainability.  
Data collection and analysis were based on a combination of quantitative and qualitative methods and 
involved desktop review and analysis of background literature on key issues related to the project and 
the review and analysis of all available project documents and related deliverables of its three 
components. The fieldwork activity was conducted in remote in the seven target countries (Italy; Austria; 
Poland; Romania; Spain; Greece; Malta).  
 

Key Evaluation findings 

Relevance 
Phase II of ADMin4All was able to successfully address and adapt the activities under its different 
components to the different target municipalities by building upon the experience gained with cities 
involved in Phase I and based on a scoping study developed at this stage.  
Furthermore, Phase II adopted a tailored and demand-driven approach in developing activities and 
delivering services to the target cities. In particular, training activities under C1 were based on a common 
training curriculum, as a menu from which cities could pick the most relevant modules (or request for ad 
hoc new ones, as in the case of Austria, Poland, Italy) and adapt them to their specific contexts and needs. 
Technical support provided to municipalities under C3 was demand-driven, i.e. based on specific 
requests by municipalities responding to self-assessed needs or gaps. This led to very different 
interventions that demonstrated to fully meet the actual needs of recipient cities. Finally, with the 
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upsurge in COVID-19 cases, the project was able to seize the emerging needs of cities and to address 
them by supporting the development of ad hoc initiatives. 
 

Coherence 
ADMin4All is coherent with global, regional and national policies: 

•  the existing policy framework at global (Sustainable Development Goals-SDGs) level 
• the EU 2016-2020 Action Plan on Integration of Third-Country Nationals  
• the EU 2021-2027 Action Plan on Integration.  
• with the IOM Regional Policy 
• policies on integration of countries involved in the project as well as targeted municipalities.  

Both at IOM and at municipality level, synergy was developed with ongoing projects with relevant 
multiplying effects. 
 

Efficiency 
The financial analysis of ADMin4All demonstrates how the project was able to manage and use 
proficiently the budget allocation. Also, it was flexible and able to quickly adapt to the ongoing COVID-
19 pandemic, by planning and developing new activities relevant to the emergency context. 
The institutional arrangement of the project allowed for an effective multi-level cooperation framework 
among key involved actors and for an efficient management system based on the combined expertise 
of all partners and on a combined system of internal horizontal communication and external downward 
communicationIn addition to the originally planned activities, the project was able to react promptly to 
the pandemic emergency, by putting in place new actions to support municipalities in the COVID-19 
response and recovery and by adapting the planned activities to the restrictions imposed by the context. 
 

Effectiveness 
Overall, the project (according to the ‘information sheet’ provided at country level) implemented under 
C1 46 trainings with the involvement of 870 trainees among the beneficiary municipalities, with a 
prevalent rate of women beneficiaries (78%). The overall participation to the M&E trainings was lower 
than expected, with an average of 1 or 2 trainees per training, most probably due to the fact that it was 
held remotely during the pandemic time. Under C2, 10 pilot initiatives (instead of the thirteen envisaged 
at the Mid-Term Regional Consultation) were developed in Austria, Malta, Poland, Romania, Spain, Italy. 
Under C3, 2 policy papers were developed by Migration Policy Institute Europe; project authorities 
participated in 1 peer-exchange visits, 8 online peer-exchange visits and 3 regional consultations were 
held to foster experiences and knowledge exchange on integration. Additional activities were designed, 
at the breaking out in Europe of COVID-19 pandemic, with the aim of supporting municipalities in 
responding to the most pressing needs of vulnerable groups and migrants. 
 

Impact 
Despite it is too early to fully assess the impact of the project, its main expected results were fully 
achieved. Overall, the project was able to leverage experience, leadership and commitment across the 
involved municipalities, by building upon existing municipal practices, while promoting sharing of good 
practices across all project municipalities; by supporting local leadership on issues that continue to be 
politically sensitive; and by supporting the creation of a transnational network of municipalities with 
enhanced experience, leadership and commitment to develop more specific policies for the integration 
of migrants at territorial level. Furthermore, ADMin4All already generated the premises and laid the 
foundations for promising longer-term outcomes in target countries and municipalities. 
 

Sustainability 
In terms of sustainability, the C1 aimed at enhancing and developing the capacity of municipal 
administrations in dealing with socio-economic inclusion of migrants and refugees at local level and 
generated new skills that are now available to the beneficiaries through the participants that were 
trained in the frame of the project. Furthermore, the development of the ADMin4All training package, 
with its flexible and tailorable methodological approach and contents, represents a resource that can be 
available beyond the project to local and national authorities who are willing to replicate the training in 
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the future, also through the formerly trained staff. In this respect the training curriculum was already 
used in countries involved in two international projects: the SHARE SIRA and INCLUD-EU funded by DG 
Home (2020-2022) projects.  
Under the framework of the pilot initiatives (C2), and C3 (framework of the peer exchange virtual visits), 
the municipality of Kufstein in Austria and the municipality of Milan in Italy are already scaling up the 
knowledge and networks mobilised within ADMin4All to the profit of local initiatives aimed, respectively 
the ‘ABC-Café’ in Kufstein and the one-stop shop in Milan, also thanks to their further funds they were 
able to raise and to the synergies they were able to leverage with other projects, at this aim.  
 

Good practices 
Good practices identified in the ADMIN4ALL project include:  

• targeting local authorities as key beneficiaries, which allowed to translate national and EU 
migration policy into practice and handle migration and integration on a daily basis, moreover 
partnering with local authorities allowed to partly circumvent the volatile and often hostile (anti-
migration) political landscape at national levels;  

• investing in a multi-level engagement, i.e. technical and administrative staff, as well as policy and 
decision makers, at both local and national level; 

• the bottom-up, demand-driven and flexible approach, which allowed to identify and address in 
particular the front-liners’ and the local service providers’ training and operational need through 
the organisation of thematic workshops with ad-hoc modules and limited participants and to tailor 
the project activities to better respond to each context’s characteristics and needs. The modality 
allowed to involve municipal staff in relevant topics of interest and also open the project to agents 
operating in the frontline by fostering a space for experience exchange; 

• the cluster approach for promoting the involvement of beneficiary municipalities. In some countries 
(and specifically Greece), under the current legal framework, the municipalities are formed by either 
the combination of small cities and towns in rural areas, or independent districts in large 
metropolitan cities. In order to increase the impact of the project, selected municipalities were 
combined in clusters to engage also actors rarely involved in projects focused on migrant 
integration, regardless the actual number of migrants in their total population; 

• the multi-stakeholder approach was fundamental in order to leverage the role of different actors. 
IOM deepened knowledge among municipalities by comparing different policies and initiatives 
implemented throughout Europe; 

• the accreditation (by UNITAR) of the trainings. It provided an added value to the C1 for internally 
promoting policies directly related to the integration of migrants at territorial level, with benefits 
and multiplier effects to be considered not just in the short-term but, above all, in the long-term 
period at community level; 

• targeting local authorities as key beneficiaries, which allowed to translate national and EU 
migration policy into practice and handle migration and integration on a daily basis, moreover 
partnering with local authorities allowed to partly circumvent the volatile and often hostile (anti-
migration) political landscape at national levels;  

• investing in a multi-level engagement, i.e. technical and administrative staff, as well as policy and 
decision makers, at both local and national level; 

• the bottom-up, demand-driven and flexible approach, which allowed to identify and address in 
particular the front-liners' and the local service providers' training and operational need through the 
organisation of thematic workshops with ad-hoc modules and limited participants and to tailor the 
project activities to better respond to each context's characteristics and needs. The modality 
allowed to involve municipal staff in relevant topics of interest and also open the project to agents 
operating in the frontline by fostering a space for experience exchange; 
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• the cluster approach for promoting the involvement of beneficiary municipalities. In some countries 
(and specifically Greece), under the current legal framework, the municipalities are formed by either 
the combination of small cities and towns in rural areas, or independent districts in large 
metropolitan cities. In order to increase the impact of the project, selected municipalities were 
combined in clusters to engage also actors rarely involved in projects focused on migrant 
integration, regardless the actual number of migrants in their total population; 

• the multi-stakeholder approach was fundamental in order to leverage the role of different actors. 
IOM deepened knowledge among municipalities by comparing different policies and initiatives 
implemented throughout Europe; 

• the accreditation of the trainings (by UNITAR). It provided an added value to the C1 for internally 
promoting policies directly related to the integration of migrants at territorial level, with benefits 
and multiplier effects to be considered not just in the short-term but, above all, in the long-term 
period at community level. 

 

Lessons learnt 

• The involvement of city councils in the virtual community was in some cases (i.e. Spain) marked by 
a lack of resources and time to be sustainable over time. The involvement of IT departments at 
municipal level, responsible for uploading the information, materials or videos, would have 
supported the activity and its full effectiveness and success at local level. Nonetheless, IOM Rome 
supported the activity by highlighting its relevance and regularly updating the contents;  

• The online exchange visits could have been better organised in involving city halls – which have 
overall a better understanding of current situation, internal organisation of the municipalities and 
current status of migration policies implemented at local level; 

• Limits related to the difficulty in finding a common ground in experience sharing with cities 
characterised by diverse political and administrative structures, such as Malaga versus Telfs. Overall, 
a major focus on similarities and areas of interest would have generated more effective results, 
rather than giving attention to differences; 

 

Recommendations 

Recommendations to the Project coordinator (IOM Italy): 

• A structured monitoring and evaluation (M&E) framework could be designed and incorporated 
throughout the whole programme’s life cycle. M&E is part of a results-based management system 
(RBM) – a management tool to help decision makers track progress and show an intervention’s 
impact. RBM is based on clearly defined and measurable results, and uses various processes, 
methodologies and tools to achieve those results. Results-based M&E focuses on outputs, outcomes 
and impact. In this way, M&E helps to ensure availability of reliable data for evaluation, analysis and 
research purposes.  

• While the use of local languages was an added value for the implementation of “learning activities” 
as training for example, when selecting staff within municipal authorities in charge of international 
projects on capacity building, networking, and experience sharing, preference should be given to 
profiles with adequate language skills (English), in order to allow for smooth communication and 
development of activities with project partners and other international stakeholders  

Recommendations to the Project Coordinator (IOM Italy), the National Focal Points and the beneficiary 
municipalities: 

• A structured follow-up for experience sharing and dissemination of know-how, could be designed 
and managed internally at municipal level. 
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Follow-up and scaling-up interventions 
While developing services and building ad hoc institutions for migrants and refugees, the mainstreaming 
migration approach could allow to engage and coordinate in a coherent way all administrative sections 
of the municipality and external key stakeholders that have a competence on or relevance to migrants’ 
integration. As the municipality of Athens stated, cities aiming to develop and improve their services 
targeting migrants “should not only focus on social services professionals who have often already own 
the required qualification and aptitude at this aim, but should also transversalize the training to all areas, 
such as culture, citizen attention points”, health education, etc:  
Mainstreaming migration across municipalities’ areas and departments is particularly relevant in the 
setting up and development of one-stop-shops for migrants, as in the case of the city of Milan. At this 
aim the 2020-2021 IOM Project “Local Authorities Network for Migration and Development” is already 
successfully supporting the Municipality of Milan in the development of its one-stop shop. 
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