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I.

Executive Summary

Background
Identity management has been the critical issue in Sri Lanka border management for years. Consequences
due to improper management of identity may include negative perceptions on the integrity of Sri Lankan
passports, limited mobility of the passport holders due to such perceptions, security issues, political
instability, and obstacles to economic growth. With the long term development of border management,
and consideration of such aforementioned problems, the Government of Sri Lanka approached IOM Sri
Lanka Office to design and implement a Biometrics Information project aiming at making biometrics
passports for Sri Lanka.
The project, funded by the Australian Department of Home Affairs had been implemented for three
phases consecutively. The first phase was implemented from July 2013 to June 2014, and focussed on
Digital Finger Print Image Capture and International Civil Aviation Organization (ICAO) compliant digital
passport photos, and the second phase from July 2014 to June 2016 focussed on Introduction of
Automated Fingerprint Identification System (AFIS). The final phase, which is the subject of this
evaluation, was implemented from April 2017 to March 2018, to support the improvement of the
previously introduced systems and procedures in identity management, in closed collaboration with the
Department of Immigration and Emigration (DI&E) of Sri Lanka with total funding of AUD 500,000.
This evaluation was commissioned by the IOM-Sri Lanka Country Office, managed by the Biometric Phase
3 Project Manager from 16 April to 30 June 2018, and conducted by the IOM Regional Monitoring and
Evaluation Officer for Asia and the Pacific.

Evaluation Purpose and Scope
The findings and recommendations from this evaluation are intended for use by the project management
and senior management of IOM Sri Lanka, IOM Regional Office for Asia and the Pacific (ROAP), and the
Government of Australia. These findings and recommendations will be used for similar project design and
implementation in the future. Five OECD/DAC evaluation criteria - relevance, effectiveness, efficiency,
impact and sustainability - and one humanitarian criteria - connectedness were used for this evaluation.
Human rights and gender equality were mainstreamed into each criteria as relevant.
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Evaluation Methodology
The evaluation involved document review, and data collection with relevant stakeholders in the country,
including the officials of the DI&E Office, representative of the Informatics International Limited (IIL),
IOM project staff, and two field visits to the Colombo International Airport and the Head Office of DI&E,
including one short informal interview with one passenger who came to get his fingerprint captured at
the DI&E Head Office.

Key Findings and Conclusions
Connectedness, which assessed
the relation between the project
activities/results and longer-term
development perspectives of the
Sri Lankan Government, ranked
at the top (Excellent), followed by
relevance and effectiveness
which were ranked almost
excellent. Efficiency, impact and
sustainability
were
ranked
relatively high as well; Very Good.

The Biometrics 3 project aligned very well to the Immigrants and Emigrants
Act and One Person-One Passport Policy of the Government of Sri Lanka;
the strategic investment priorities of the Australian Government: Aid Investment Plan – Sri Lanka
Programme (2015-2019) which focuses on stability and security; the United Nations Sustainable
Development Goals (SDGs), particularly target 10.7 and 17.18; and to the IOM’s strategies: the Migration
Governance Framework (MiGOF)’s objective 3, the IOM’s Integrated Border Management Strategy’s
objectives, as well as outcome 3 of the IOM’s Regional Strategy for Asia and the Pacific (2017-2020) which
focuses on strengthened systems and tailored solutions that harness the benefits of migrants. However,
even though the flow of project interventions was logical, the project should have identified and
implemented other key activities on the Government’s Human Resource Policy for better sustainability of
the project’s results. .

The number of officials trained surpassed the target by five times,
and so did the numbers for private photo studio owners trained. All
key activities listed in the project workplan were successfully
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completed to the satisfaction of the DI&E officials, and eight identified major systems modifications were
completed. However, only two out of three fingerprints capture stations were installed at the DI&E Head
Office. Another station was not placed at the BIA airport as planned due to space limitations and workload
at the airport, and the system adjustment to ensure photographs for printing are pulled from biometrics
database as per original design against photo database currently practiced was not implemented due to
sustainability and efficiency concerns. With all these improvements, the DI&E Officials could manage the
biometrics information process more independently with the number of passports issued increasing, at
least, in 2018, to about four times higher compared to 2015 (123,704 in 2015 and est. 438,784 in 2018
based on the statistics provided by DI&E Head Office).
Additionally, the project contributed to positive changes and commitments by the Government, including:
Procurement of additional four fingerprint capture stations and placement in four regional branches of
DI&E with their own budget; and Decision to create a “Capacity Building Unit” within the DI&E Head Office
to train newly recruited officials on biometrics information.
Areas requiring minor improvements related to training documentation and assessment of changes in
knowledge of participants, were identified.

The investment made by the Australian Government into this project
generated invaluable benefits to Sri Lanka, including the improved passport
ranking, the number of free visa access for Sri Lankan passport holders, as
well as the economic benefits of more than AUD 1 million generated by the project’s trained private photo
studios. Therefore, the value for money was assessed as “high”. Moreover, this did not take into account
other possible economic benefits potentially linked to the enhanced passport’s integrity, such as from
increasing international travel and foreign direct investments, which require more rigorous evaluation
design.

The project’s activities were very well linked to the longer-term
development priorities of the Government of Sri Lanka in the
areas of border management. E-passport is the next endeavor
of the Sri Lankan Government, and the activities implemented under this Biometrics 3 project connected
well to this aspiration. E-passport requires accurate and reliable biometrics information, including the
institutional capacity strengthening, which this Biometrics 3 project generated.

One positive intended impact and one positive unintended impact were identified;
and no negative impact has been identified at the time of the evaluation. As of 23
June 2018, the Sri Lankan passport could maintain its rank at 87 out of 197
states/countries since 2017; two points better than in 2016, and a Sri Lankan
passport holder may enter 44 countries/states visa free, which was only 37 in 2017. As it is understood,
passport ranking is not attributable to only performance of its country, the performance of other countries
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also has an important effect. As such, the better ranking in 2018 may be partially attributable to this
biometrics information enhancement, and also partially due to poorer performance of other countries.
Furthermore, the project led to an additional household revenue estimated more than AUD 1 million for
the private photo studios from September 2017 to April 2018, which was not envisaged during the project
design. This amount already outweighed the investment made by the Government of Australia to this
project.

The sustainability of the Biometrics 3 project specifically, and of the
three phases in general is very good. Both the infrastructure
capacity and human capacity of the DI&E had been enhanced, and
they are confident in their daily tasks to review, verify and issue
passports, as well as the private photo studios. The establishment of the capacity building unit within the
DI&E Head Office, the Government’s decision to self-fund four additional fingerprint capture stations, the
commitment for maintaining the systems, as well as the Government’s aspiration for expanding epassports were all seen as strong indication of the sustainability of project’s results.

Main Recommendations
1) Monitoring of project activities and outputs should be strengthened. One specific recommendation
would be to incorporate registration sheets for all events/trainings conducted by the project,
including those by partners and beneficiaries under the project. Such tools should provide basic
demographic data of participants, including sex/gender, working place/institution, position, how long
the person has been in that position, and contact information, such as telephone number and/or email address.
2) Another monitoring tool to incorporate would be a training database with as much detailed
information of participants as possible, to record all people trained by the project. Such training
database could be developed and used for the entire IOM country mission, not only for one particular
project, and it should be stored on the SharePoint, and accessible to relevant people.
3) For the longer-term sustainability of the Biometrics project’s results, IOM Sri Lanka should explore
any strategic entry points to work with the Government of Sri Lanka to ensure that there are sufficient
overlaps between outgoing and incoming DI&E officials, to enable an adequate handover and capacity
transfer to sustain the function of the biometrics information process.
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II. List of Acronyms
AFIS

Automated Fingerprint Identification System

BIA

Bandaranaike International Airport/Colombo International Airport

DI&E

Department of Immigration and Emigration

DIBP

Department of Immigration and Border Protection (DIBP), Government of Australia

FPs

Fingerprints

GDP

Growth Domestic Product

ICAO

International Civil Aviation Organization

IIL

Informatics International Limited

IOM

International Organization for Migration

MiGOF

Migration Governance Framework

OECD/DAC

Organization for Economic Cooperation and Development/Development Assistance
Committee

OM

Overseas Mission

SDGs

Sustainable Development Goals

SLBP

Sri Lanka Biometrics Project

VFS

Visa Free States
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III. Introduction
Project subjected to the Evaluation:
Duration of the Project (months)
Budget (USD)
Donor
Countries covered:
Evaluation
Evaluation Team(s)
Evaluation Period

Sri Lanka Biometric Project (SLBP) – Phase 3
12 months (30 July 2017 – 29 March 2018)
AUD 500,000.00
Department of Immigration and Border Protection (DIBP),
The Government of Australia
Sri Lanka
Internal Independent Evaluation
Sok Leang KIM
April – June 2018

The project subjected to this end-evaluation is the Sri Lanka Biometric Project (SLBP) – Phase 3 project,
which was implemented by the IOM Sri Lanka Country Office, with the objective to support the
improvement of the systems and procedures in identity management introduced in the previous two
phases in close collaboration with the Department of Immigration and Emigration (DI&E) of Sri Lanka. This
project was financially supported by the Department of Immigration and Border Protection (DIBP), the
Government of Australia, and implemented during the 12 months from April 2017 to March 2018, with a
total funding amounting to AUD 500,000.00.
This evaluation was commissioned by the IOM-Sri Lanka Country Office, and facilitated by the Biometric
Phase 3 Project Manager from 16 April to 30 June 2018, and conducted by the IOM Regional Monitoring
and Evaluation Officer for Asia and the Pacific.
The evaluation involved document review, and data collection with relevant stakeholders in the country,
including the officials of the DI&E Office, representatives of the Informatics International Limited (IIL),
the Business Services Provider, IOM project staff, and two field visits to the Colombo International
Airport and the Head Office of DI&E, including one short informal interview with a passenger who came
to get his fingerprints captured at the DI&E Head Office.
This evaluation report covers eight sections as follows: (1) Executive Summary; (2) List of
Acronyms/Abbreviations; (3) Introduction; (4) Context and Purpose of the Evaluation (5) Evaluation
Methodology; (6) Findings; (7) Conclusions and Recommendations; and (8) Annexes.
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IV. Context and purpose of the evaluation
4.1. Context
The project subjected to this evaluation is the 3rd phase of the project (Biometrics 3). The three phases
were implemented by IOM and funded by the Government of Australia (GoA). The achievements made
by the previous two phases included the successful introduction and initial capacity building of DI&E staff
in operating the systems and procedures to capture fingerprints in compliance with the Automated
Fingerprint Identification System (AFIS) and digital face images in full compliance of the International Civil
Aviation Organization (ICAO).
However, to ensure the compliance with the Sri Lankan “One Person-One Passport (1P-1P)” policy, this
phase 3 of the Biometric project, which is also the final and exit stage, was proposed to contribute to
strengthening the identity management framework of Sri Lanka through enhancing the integrity of
passport application processes which were introduced in the previous phases. This 3rd phase focused on
five key strategies; (1) Ensuring that the fingerprints of the Overseas Mission-made passport holders are
correctly captured and embedded into their passports, (2) Adding appropriate functionalities to improve
the current function of the Biometric systems, (3) Adjusting the system to capture photographs from
biometric database, (4) Strengthening the fingerprint capturing workflow, and (5) Strengthening the
capacity of the DI&E staff to operate the introduced/modified systems and procedures. These strategies
were identified based on the actual experience by DI&E during its operations, and for their contributions
to longer term sustainability.

4.2. Evaluation purpose
In addition to complying with the requirements stipulated in the donor agreement, and the project
proposal, this evaluation was commissioned so that findings and recommendations will be beneficial to
the project management and senior management of IOM in Sri Lanka, IOM Regional Office for Asia and
the Pacific (ROAP), and the Government of Australia as the donor for future programming.

4.3. Evaluation scope
The evaluation will cover the full project period from April 2017 to March 2018. The evaluation will look
at whether the project objectives were rightly designed to address the challenges identified to effectively
implement the systems and procedures introduced by the previous 2 phases. It also aimed to assess if the
inputs including system technicality, technical experts and funds were reasonable relative to the outputs
and outcomes achieved, and to assess the extent to which the intended results were achieved, and the
2

likelihood of the project’s results to remain functional independent from external supports, as well
assessing enabling and hindering factors, and how the project managed those factors for lessons learned.
As the project was mainly implemented at the national level, the evaluator consulted officials of the DI&E
at the Head Office, and who are operating the installed systems at the Colombo International Airport,
representatives from the Informatics International Limited (IIL), who provided technical services and
equipment, and IOM project staff.

4.4. Evaluation Criteria
The evaluation focused on five main evaluation criteria of the OECD/DAC, which include relevance,
effectiveness, efficiency, impact, sustainability, as well as one additional humanitarian criteria:
connectedness. Human right and gender equality criteria were integrated into every chosen evaluation
criteria as relevant. 16 evaluation questions followed by sub-questions were used, which then helped
achieve the stated purposes of the evaluation (for more details, please refer to Annex 8.2: Evaluation
Matrix).
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V. Evaluation methodology
5.1. Data sources and collection
To ensure reliability of the data, four data collection methods were employed:
1) Desk review of the available documents and data (see Annex 8.3);
2) Key Informant Interviews and focus group discussions with the officials of DI&E, IOM project staff,
and IIL representatives;
3) Field observations on the operation of the installed systems and procedures, as well as a few
informal interviews with the passengers who are receiving the services at both the Colombo
International Airport and at the DI&E head office (see Annex 8.4 and 8.5); and
4) Random interview with clients coming to make/receive the passport at the DI&E Head Office.

5.3. Sampling
Purposive sampling technique was used due to the small
number of stakeholders involved in project implementation.
One informal interview with a Sri Lankan citizen who made
his passport in Overseas Mission (OM) and who came to
collect his passport and get his fingerprint captured at the
DI&E Head Office was conducted. In total, 19 stakeholders (4
female), of which 18 of them were identified by IOM project
team in consultation with the Evaluator, were interviewed.

5.2. Data Analysis
The numeric findings were mainly collected and analysed against each quantitative indicator by examining
its percentage of achievements compared to the targets set out in the project’s results matrix. While
qualitative findings were analysed by using the content analysis method to explain the rationale behind
the achievement of those intended results and indicators. Based on these two analysis methods, the
overall assessment per evaluation criteria was made against a scale from 1 to 5, as outlines in the below
table.
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Data analysis scaling
Evaluation Scaling

Explanation

5

Excellent (Always)

There is evidence of strong contribution and/or contributions
exceeding the level expected by the intervention

4

Very good (Almost always)

There is evidence of good contribution but with some areas for
improvement remaining

3

Good (Mostly, with some
exceptions)

There is evidence of satisfactory contribution but requirement for
continued improvement

2

Adequate (Sometimes,
with many exceptions)

There is evidence of some contribution but significant
improvement required

1

Poor (Never or occasionally
with clear weaknesses)

There is low or no observable contribution

5.4. Limitations and proposed mitigation strategies
A number of limitations and challenges were identified during the implementation of this evaluation. The
evaluator, in consultation with the IOM project team responded to them as below:
Limitations and responses
No

Limitations

1.

It was not possible to conduct a survey with Inserted more probing questions into the KII
additional DI&E Officials who were trained by the and FGDs conducted with the selected officials.
project.

2.

Due to time constraints in field data collection, it Reflected perceptions of the DI&E Officials who
was not possible to interview the private photo are working directly with these photo studio
studio owners.
owners.

3.

It was not possible to interview passengers arriving
at the airport to discuss about the requirements to
get their fingerprints at the DI&E Head Office and
four regional branches, but not at the arrival or
departure counter at the airport.

How these limitations were addressed

Although it was not adequately informative
due to time availability of the passengers, the
evaluator was able to interview one passenger
who came to get his fingerprints captured at
the DI&E Head Office.
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VI. Findings
The findings were analysed by evaluation questions based on the data collected through desk review, and
field data collection which was conducted in the 3rd week of April 2018 in Colombo. Each finding was
triangulated between the data collected through report review, other publications, as well as the field
data collection interviews.

6.1. RELEVANCE
Question 1: Is the project aligned with and supportive of national needs, priorities and strategies?
Finding 1: The Biometric 3 Project was seen as strongly aligned to the identified priority of the
Government of Sri Lanka in improving the overall integrity of the passport and visa issuing processes.
This priority has in fact strengthened over the years, since the first phase of the project back in 2015.
The objective of the Biometric 3 Project was to strengthen the identity
management framework of Sri Lanka by enhancing the passport application
process, through modification of the installed infrastructure and institutional
capacity building. These two strategies were valid, as they contributed to the
Government of Sri Lanka’s priority: enhanced integrity of passport application
and issuance processes, underpinned by the “1 Person – 1 Passport (1P-1P)
policy of the newly amended Immigration Act. This Immigration Act promotes
the requirement for fingerprints and standardized ICAO photos to be captured
and taken respectively for all passport applications after January 2018,
including those in the OMs.
Following past successful collaborations, the Government of Sri Lanka
considered IOM as a reliable partner with both expertise and know-how in
Biometrics, who can support the Government’s ambition in strengthening its
passport’s integrity.

“The processes and
systems set up by this
Biometrics 3 are the
fundamental
infrastructure to
support the
Government of Sri
Lanka’s inspiration
towards another
milestone: epassport.”
A DI&E Official

Question 2: Is the project aligned with and supportive of IOM national, regional, and/or global strategies?
Finding 2: The Biometrics 3 project was well aligned to not only IOM strategies, but also to the strategic
priorities of the Australian Government of helping post-conflict countries’ stability , growth and
prosperity, as well as the post 2015 SDG agenda, particularly target 10.7 and 17.18.
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The Biometrics 3 project aimed at contributing to the strengthened identity
management framework of Sri Lanka through the enhancement of the
integrity of passport application and issuance processes reflecting the
objective 3 of the IOM Migration Governance Framework (MiGOF)1. Objective
3 aims to ensure that migration take place is in a safe, orderly and dignified
manner through, among others, ensuring access to efficient and welloperating visa, entry, safety and residency schemes and to identity and travel
documents; and maintaining effective identity management and responsible
use of biometrics. The project was also well aligned with the objective of IOM’s
Integrated Border Management2 that supports countries in their efforts to
enable smooth border crossings and facilitate the entry of bona fide travellers
while enhancing security. The project is also aligned with the outcome 3 of the
IOM’s Regional Strategy for Asia and the Pacific, 2017-20203, which focuses on
and tailored solutions that harness the benefits of migrants are available”.
The improvement of passport integrity not only contributes to strengthened
security and smooth border crossings, but also to benefits for those who
migrate for work and other purposes. They could feel safe and secure for the
fact that their identities are not vulnerable to being used by others.
Additionally, the project also highly reflected the strategic interests of the
Australian Government, stipulated in its 2015-2019 Aid Investment Plan – Sri
Lanka Programme4, which underpins security and stability of the country as
priorities. Finally, the project responded to target 10.75, and 17.186 of the 2030
Agenda for Sustainable Development and the corresponding Sustainable
Development Goals (SDGs) through its objective of improving passport
integrity.

“IOM is well
knowledgeable on
border management,
and is able to support
us with system
strengthening and
institutional capacity
development.”
A DI&E Official
“strengthened systems

“Even though it costs
me time and money to
come to get my
fingerprints captured
in the DI&E head
office, but I am
pleased to, because it
helps protect me.”
A man with his
passport made in OM
in Australia, who
came to get his
fingerprints captured
at the DI&E Head
Office.

1

Migration Governance Framework seeks to present, in a consolidated, coherent and comprehensive way, a set of three
principles, and three objectives which, if respected and fulfilled, would ensure that migration is humane, orderly, and benefits
migrants and society.
2
https://www.iom.int/integrated-border-management
3
https://www.iom.int/sites/default/files/country/AP/IOM-Strategy-in-Asia-and-the-Pacific-2017-2020.pdf
4
http://dfat.gov.au/about-us/publications/Documents/sri-lanka-aid-investment-plan-2015-19.pdf
5
Facilitate orderly, safe, regular and responsible migration and mobility of people, including through the implementation of
planned and well-managed migration policies.
6
By 2020, enhance capacity-building support to developing countries, including for least developed countries and Small Island
Developing States, to increase significantly the availability of high quality, timely and reliable data, disaggregated by income,
gender, age, race, ethnicity, migratory status, disability, geographic location and other characteristics relevant in national
contexts.
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Question 3: To what extent the project’s theory of change is relevant and able to escalate the project’s
results from inputs to activities, from activities to outputs, from outputs to outcomes and to objective?
Finding 3: The logical relationship between activities and outputs is very strong, and so it is for the
logical relationship between these outputs and the outcome. However, the project should have planned
and done additional activities related to the Government’s Human Resource Policy to ensure capacity
is retained in the DI&E to carry out the biometrics information process who were trained by the project.
The activities implemented directly achieved the intended output results, and all four outputs directly
contributed to the improved performance of DI&E staff in independently managing the biometrics
solution. In this regard, the project’s Theory of Change was valid and relevant.

One concern relating to the project's ability to achieve the intended outcome and objective was the
Government’s Human Resource Policy which requires Government officials to rotate positions and
functions every five years. This means that the DI&E Officials who were trained by the project may be
rotated to other departments, and leave the DI&E with newly recruited or incoming rotated officials who
are not knowledgeable about the biometrics processes. As such, this may have been a gap in the project’s
original Theory of Change. Therefore, in addition to the Government’s Decision to establish the “Capacity
Building Unit” within the DI&E Head Office to train newly recruited officials, it is worth of implementing
some advocacy activities with the Government to ensure that there are sufficient overlaps between
outgoing and incoming so there is adequate handover and capacity transfer to sustain the function of the
biometrics information process.
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Question 4: To what extent were stakeholders consulted and involved in the implementation of the
activities, thereby improving ownership and accountability?
Finding 4: The management and operation officials of the DI&E were fully consulted throughout the
process to identify and implement the system modification and strengthening through various
discussions and meeting.
As part of this phase 3 of the Biometrics project, the participatory and consultative approaches were used.
The business service provider, IIL, was Meetings held to identify and approve the required systems and procedures modifications
recommended by DI&E based on their Date
Subject discussed
Stakeholders
satisfactory
performance
and 22-Mar-17 Meeting to discuss the SLBP - Phase III Activities DI&E/IOM/KII
expertise during the previous phases.
Meeting to discuss the SLBP - Phase III
31-Mar-17
DI&E/IOM/KII
implementation/way forward
In addition, identification of systems
Meeting to discuss the SLBP - Phase III System
and procedures in regard to the whole
22-May-17 Requirement Specification developed by
Consultant/KII/DI&E/IOM
biometrics system was done in full
Technical Consultant
consultation and agreement with the
Technical Working Group (TWG) meeting with
20-Jun-17
TGW/KII/Consultant/IOM
DI&E management.
vendors on Phase III activities
12-Sep-17

Finalization of the Detailed System Requirement

TWG of DI&E/KII/Consultant/IOM

Specification (DSRS)
DI&E management officials, especially
those directly involved in operating the fingerprint capture stations and photo verifications were
consulted on a regular basis on any issues or challenges they encountered. Subsequently, necessary
modifications were made immediately by IIL experts on the ground during the project period. With the
12-month maintenance contract with IIL after the project ends provided by the project, DI&E Officials feel
confident that all potential technical issues will be detected and corrected or modified, leading to
strengthened operations.

6.2. EFFECTIVENESS
Question 5: To what extent have the project outputs and outcomes been achieved in accordance with the
project’s plan?
Finding 5: The achievement of the project’s results was almost excellent, compared to what were
planned in the project proposal, and DI&E Officials were very satisfied with the improved functionality
of the installed systems and their operational capacity on the biometrics information management
processes. These high achievements were attained owing to strong political commitment of the
Government of Sri Lanka, strong collaboration between IOM-Sri Lanka Office and the Government of
Sri Lanka, and participatory project management approach. One area that requires improvement was
related to training documentation and assessment of changes in knowledge of participants.
9

Project’s Outcome 1: The Department of Immigration and Emigration independently manages the
effective biometrics solutions.
With the enhanced capacity in technical infrastructure and human resources directly supported by the
project (including the effects of the previous phases), and the commitment of the Government of Sri
Lanka, it is observed that the number of passport application and issuance is increasing. According to the
statistics provided by the DI&E head office, it is predicted that by end of the year 2018, there will be about
610,000 passports7 to be issued with and without fingerprints [20% of these will be those without
Number of Passports issued

2015

No. of Passports issued with fingerprints

2016

2017

2018

123,704

391,329

397,741

438,784

39,376

82,463

96,613

171,028

163,080

473,792

494,354

609,812

Change (Y-O-Y) of passports with fingerprints

216%

2%

10%

Change (Y-O-Y) of passports without fingerprints

109%

17%

77%

Change (y-O-Y) for all passports issued

191%

4%

23%

No. of Passports issued without fingerprints
No. of Passports issued

Changes in graph

fingerprints (those made in OMs, and for applicants below 16 and higher than 60 year of age)], with an
increase year-on-year by 191%, 4% and 23% in 2016, 2017 and 2018
respectively.
During the 3-month period from January to March 2018, out of 10,132
passport holders who obtained passports via OM, 347 people had their
fingerprints captured during their first visit to Sri Lanka. The picture on the
right was captured while a passenger came to get his fingerprints at the DI&E
Head Office.

DEPARTMENT OF IMMIGRATION & EMIGRATION
Summary of the AFIS Hits Not Approved
YEAR
2017/2018

Not Approved
98

Passports issued by the DI&E, since
Picture was taken with consent
the
implementation
of
this
biometrics information, were 100% free from multiple identities,
thus achieving the 1P-1P policy which is supported by the
Immigration Act. As of the time of the evaluation, 98 multiple
identities were detected between 2017 and 2018 by the system,
and passport applications were rejected accordingly.

7

The figure is predicted based on the first three months’ data provided by DI&E (152,453 passports for both with and without
FPs).
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Central to achieving the above, were the four additional fingerprint capture machines that were procured
by the Government of Sri Lanka’s budget, and placed in the four regional offices (Kandy, Matara, Vavuniya,
and Kurunegala) - unexpected positive results to which the project contributed. The Government has
acknowledged the importance of the biometrics information to enhance passport integrity with capacity
development and ongoing technical support provided by the Biometrics 3 project. Another factor that
contributed to this result include the Government’s commitment to strengthen the passport issuing
process and integrity. The self-funded fingerprint capture machine is a positive indication of ownership
and long-term sustainability.
This project also served as a foundation for two initiatives by the Government of Sri Lanka. First, the new
Integrated Border Management Strategy was approved by the Minister Cabinet in April 2018, and focuses
on four strategic goals including 1) National Security, 2) Economic growth, 3) Social Identity, health and
order; and 4) International Compliance.
Second, the upcoming E-passport initiative of the Government of Sri Lanka, although not directly initiated
by the Biometrics 3 project, builds upon the strengthened infrastructures and human capacity achieved
by the project. The biometrics information will be one of the primary information to be used in the epassport issuance process.
The private sector has played an important role in helping the biometrics capturing and passport
application and issuance processes by providing photo services to any passport applicants around the
country. These private photo studios were trained by the project’s trained DI&E Officials and the Epic
Lanka technicians (developer of the software) to take high quality photos that meet the ICAO standards.
As a result, 384,000 photos were taken and sent to the DI&E head office for verification between Sept
2017 and April 2018 by 1,547 photo studio across the country.
These achievements would not have happened without the strong political commitment of the
Government of Sri Lanka, particularly the senior management of the DI&E, the enhanced capacity of both
infrastructure and human skills directly made by the project, as well as the strong collaboration between
IOM and the Government of Sri Lanka nurtured over the last 10 years plus.

Output 1.1: Additional biometrics capture workstations are established.
Two new fingerprint capture stations, against the target of three were installed at the DI&E head office to
facilitate the biometric enrolment of OM passport issuance process. Due to limited space, and workload
during high volume of arrivals, introduction of fingerprint capture stations at the BIA airport was not
implemented, and this was confirmed by both the BIA airport officials during the airport observation as
part of the field data collection, and the DI&E management. The funds originally allocated to this output
was re-allocated for other necessary system upgrades/modifications.
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Output 1.2: Standalone ICAO photo compliance test is available and accessible for DI&E.
The standalone ICAO photo compliance test systems were modified to ensure user-friendly operation,
and the ID&E officials were trained on how to efficiently perform the compliance test. 100% of 394,013
photos submitted by the Overseas Missions (10,132 photos) and photo studios (383,881 photos) were
checked for ICAO quality compliance during photo scanning process.
To facilitate the passport making process, the project, in close consultation with the beneficiaries,
registered and trained private photo studios around the country to provide photo services to people who
want to make passport. This could not only ease the congestion of people at the DI&E to come and take
photos, but it also helped those private photo studios with additional income, which was not intended
originally by the project. As a result of the three phases, 1,547 private photo studios had registered and
been trained. During this phase 3, three separate trainings were provided to 215 private photo studio
owners (13 female) who enrolled in the programme.
Output 1.3: Biometrics solution is improved through system modifications.
In close consultation with the project beneficiaries, IIL was selected to continue providing the modification
and strengthening to the introduced infrastructures and strengthen the capacity of the DI&E officials to
efficiently and effectively operate those systems. Before starting the full-scale implementation of phase
3, an exercise was undertaken by the Technical Working Group (TWG), comprising of members from IIL,
DI&E and IOM project team to identify Detailed System Requirement Specification (DSRS). Throughout
five separate meetings over a period of six months (refer to finding #4 above), the DSRS was finalized and
approved by the TWG, based on which the project’s execution followed, including the capacity building
and support component.
By project end, eight system modifications were made to facilitate efficient functioning of the biometrics
management. Those include, 1) Fingerprints acquiring through fingerprint pool system; 2) New Overseas
Mission (OM) passport application processing system; 3) Online appointment scheduling system for
passports issued via OM division; 4) System to machine-read passport application number and digitally
load it in to data entry system; 5) Backend queue management system for passport issuance to applicants;
6) Establishment of required counters for fingerprint pool system; 7) Cabling and networking, and 8)
Hardware. DI&E Officials appreciated the improved functioning of the systems, which help improved the
operational efficiency, minimized errors, and became more user-friendly. For instance, with the improved
fingerprint searching function using the AFIS, the officials could search for any passports with multiple
identities in the database quickly. Another example of improved system was the modification of systems
and procedures to implement fingerprints pool at the DI&E Head Office and at the four regional branches
in Matara, Vavuniya, Kandy and Kurunegala.
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However, the system adjustment to ensure photographs for printing are pulled from the biometrics
database as per original design against photo database currently practiced was not implemented. The
Government of Sri Lanka is planning to introduce E-passports in the near future, and it was a strategic
decision, taking into consideration of efficiency and sustainability. Once the new e-passport system is
introduced, the back-end printing system will be terminated, rendering this system obsolete.

Output 1.4: The relevant staffs have skills and knowledge to self-reliantly manage the system.
The capacity building for the DI&E and immigration officials were provided
“Software used in the
through both formal training and informal ones, such as coaching and
procedures are simple
mentoring. In total, during the Biometrics 3 project period, 435 immigration
user-friendly for which
officials were trained on
any officials can learn
how to operate the
these techniques if
systems (see Annex 8.6: list
they have just a basic
of
trainings).
This
IT background, they
achievement was five
would be able to
times higher than what the
operate the systems.”
project expected (target:
100 officials trained). The
Participants in the FGD
reason
behind
this
achievement was the importance placed on the
One of the training for DI&E Officials
biometrics system by the Government of Sri Lanka,
particularly the management of the DI&E, as well as the
practical interests of all DI&E Officials.

One of the training for DI&E Officials

As the training was geared towards attainment of
technical skills, achievement of the results of this
output could be evidenced through improvements in
the trainees’ daily performance. Direct observation and
feedback from the FGD with DI&E officials confirmed
that all trainees have the skills to use the installed
systems for capturing and processing biometrics
information, as well as the knowledge on the whole

process of passport issuance.
In addition, the study tour to Thailand on biometrics enrolment and investigation was organized in March
2018, involving five DI&E officials. The objectives of the visit were to expose the officials to international
best practices in fingerprint enrollment, Automated Fingerprint Identification Systems (AFIS) operation,
and investigation techniques. The visit also provided an opportunity for participating officials to interact
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with international peers involved in similar exercises in Thailand, an experience which would assist in
maximizing the benefits of AFIS technology in Sri Lanka.
Some project monitoring tools were developed and used, such as training participant registration, event
evaluation and feedback forms, field observation notes, and participatory project review meetings, to
check how well the activities were implemented and the extent the project delivered outputs, to discuss
challenges encountered, as well as to
explore remedial and timely solutions. The
project monitoring data has been well
collected and maintained by the project
team. In addition, due to the close
collaboration the project team and the
DI&E management, key project monitoring
data, particularly related to the number of
passports issued with/without fingerprints,
and photos submitted were supplied by the
DI&E officials in a timely manner.
One of the project review meeting
There were only a few areas that required attention. The event participant list did not include gender
disaggregation nor information on age. Without gender indicated on the registration sheet, it is hard to
determine how many males and females participated in an
event, which potentially led the project to be seen as
gender blind. Moreover, contact information was not
recorded in the participant list, which hindered potential
follow-ups. Another area relates to the record of training
participants. The only way to tell who had been trained on
what subject is to review the list of participants for each
training event, which is an extremely time-consuming
monitoring process.
Source: hubstaff.com

Question 6: What are the main factors influencing the achievement of the project’s expected outcomes?
Findings 6: As described in finding# 5 above, the project achieved its results surpassing its targets both
at outputs and outcomes, and these achievements were enabled by positive internal and external
factors such as professional relationship developed by IOM with the counterpart, the continuation of
previous phases, beneficiaries’ confidence in IOM’s capacity and expertise, and political commitment
of the Sri Lanka Government.
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The achievement of project outcomes would not have been possible without the following internal and
external factors. For internal factors, the professional relationship that IOM project team has developed
with the Government of Sri Lanka, particularly with the management of the DI&E had made it more
conducive to negotiate on project design, implementation and monitoring. The continuation of the
project from previous phases also contributed to trust building, and the counterpart was more involved
and felt ownership of the system modification process.
For external factors, the confidence that the DI&E management placed on the capacity and expertise of
IOM enabled smooth project implementation. The strong political commitment of the Government of Sri
Lanka to enhance the passport issuance process and the integrity of the passport, the amendment of the
Immigration Act being one indication, was also very beneficial for the project’s success.
Question 7: To what extent has the project adapted to changing conditions in order to achieve outputs
and outcomes?
Findings 7: There was no major changes during the project’s execution that impacted on the project’s
ability to deliver its planned outputs and outcomes. Only two modification activities were not
completed as planned, namely installing an additional fingerprint capture station at the BIA airport, and
the system adjustment to ensure photographs for printing are pulled from biometrics database as per
original design against photo database currently practiced. The project dealt with these changes
effectively and efficiently with sustainability in mind.
The supportive conditions did not change much during the project’s execution. The Government of Sri
Lanka has been very supportive of the project, the officials of DI&E are still committed to enhance their
technical and operational capacity, and IIL was performing their agreed tasks very well with close
supervision by the IOM project team and the DI&E Officials.
There were two changes that required adaptation. The project originally planned to install additional two
fingerprint capture stations at the DI&E Head Office and another one at the BIA airport; however, due to
space limitations and workload of the immigration officials at the airport, the one station was not
recommended. This hinder the project’s ability to achieve its intended outputs and results, and the project
managed to use the left over funds for other activities. Another change was related to the Government’s
plan to introduce E-passports. In order to use of project funds efficiently and sustainably, the initial idea
to enable pulling photographs from the biometrics database was not implemented. When the E-passport
is eventually introduced, the back-end printing system will terminate, rendering this system obsolete.
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6.3. EFFICIENCY
Question 8: Were the project activities undertaken on time?
Findings 8: The project was able to implement all six activities according to its timeline. The important
lesson learned in this regard is related to the joint formulation process, stakeholder ownership, and
regular project review meetings.
The project team employed a participatory working modality by involving project’s beneficiaries and
partners in every stage, including joint identification and scheduling of project activities. With this
approach, the project beneficiaries and partners had a strong ownership on the implementation process,
and commitment to joint deliverables. Furthermore, the project review meetings that were held every
quarter were seen as a key platform for the DI&E management, IIL and IOM project team to discuss
progresses and challenges, and to identify appropriate and timely solutions. Another point worth
considering, was the placement of IOM staff at the DI&E Head Office (funded by a separate project) to
facilitate communication between IOM and the beneficiaries.
Question 9: How well are the resources being converted into results?
Findings 9: The project’s funding was well transformed into the achieved results, thus, the funding
investment was a high value for money.
With the project’s total funding of AUD 500,000 covering a period of 12 months in implementation, the
benefits generated by the project outweighed the investment. During the project implementation period
from April 2017 to March 2018, 435 DI&E Officials were trained and all of them have since utilized the
acquired skills to provide services. During the same period, about 574,000 passports were issued using
the strengthened infrastructures. In addition, according to the data from DI&E Head Office, it is predicted
that about 610,000 passports will be issued in 2018 alone, which is 10% higher compared to the statistics
in 2017. Although it is not possible to calculate how much the project contributed to this increase, it is
safe to say that the increase in DI&E officials’ capacity, and the improved function of the installed
infrastructures made a significant contribution.
Furthermore, 215 private photo studios across 25 districts were trained on how to take
high-quality photos that meet the minimum required ICAO standards, and together
with studios which also received technical supports from the project, almost 384,000
photos were taken and sent to the DI&E photo database from Sep 2017 to April 2018,
As a result, about AUD 1.224 million, which is more than double the original project
investment of AUD 500,000 was generated as an additional revenue for these private
photo studios.
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Regardless of the longer-term benefits generated by this project, including passport integrity which is not
possible to monetarize, the results and benefits mentioned here indicate the project’s high value for
money.
Question 10: Was the project implemented in the most efficient way compared to alternative means of
implementation?
Findings 10: This type of project is quite unique, and was executed only in Sri Lanka, therefore, the
comparison to other alternative means of implementation was not possible.
The biometrics project, particularly this phase 3 which focused on strengthening the operation and
functioning of the installed infrastructures through system modification and capacity development, is very
unique, not only to IOM. But also in the wider Integrated Border Management sphere. As such,
comparative cost analysis was not possible.
Question 11: To what degree are inputs provided or available in time to implement activities from all
parties involved?
Findings 11: Due to the fact that this project was the continuation of the previous two phases, where
relationships with beneficiaries and stakeholders were already developed, and funding commitment
from the donor was already secured, the financial, technical, and human resources were put in place in
a timely manner for the project’s execution.

6.4. CONNECTEDNESS
Question 12: To what extent were the project activities connected to longer-term development
concerns?
Findings 12: The project’s design was not only based on the identified technical areas requiring
modification and improvement from the previous two phases, but also aimed at contributing to longterm development inspirations of the Sri Lankan Government.
This phase 3 project intended to enhance the functionality of the installed infrastructures by making
systems modifications and further strengthening institutional capacity, which serves as key stepping
stones for the next level of passport integrity enhancement; namely E-passports. In addition, this stronger
passport integrity will contribute to strengthened border security, and national revenue through
increasing travels of Sri Lankan citizen for businesses and labour to the wider world.
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6.5. IMPACT
Question 13: Which positive/negative and intended/unintended effects are being produced by the
project?
Finding 13: The Biometrics 3 project contributes to two key observable impacts, including (1) Improved
passport integrity; and (2) Economic benefits for the private sector enrolled in the biometrics
management value chain. The second impact was not the intent of the project, and the evaluation did
not observe any negative impact that could potentially have been caused by the project.
According to the passportindex website8 (viewed, 23 June 2018), Sri Lankan passport has been ranked at
87 for two years in a row since 2017 out of 179 countries, which is an improvement compared to 89 in
2016, though it is still one rank worse than in 2015. The passport ranking may not be attributable to only
the performance of its country, but it is also affected by the performance of other countries. Therefore,
the improvement in rank by two places
2018
2017
2016
2015
Country
since 2016 may be partly due to the
VFS
Rank VFS
Rank VFS
Rank VFS Rank
44
87
37
87
35
89
39
86
current effort of the Government of Sri Sri Lanka
Bangladesh
43
88
36
88
35
89
37
88
Lanka to introduce this biometrics
Nepal
46
85
37
87
37
87
40
85
information management for its India
62
70
54
72
46
78
48
77
passport, and also partly due to poorer
performance of other countries. However, it is also noted that Sri Lankan passport is still ranked poorer
than other countries in the region, only a one rank better than Bangladesh in 2018 and 2017.
The important aspect of the passport integrity is the number of countries which allow visa free access for
Sri Lankan passport holders. According to the same website, the number of countries which Sri Lankan
passport holder are eligible to enter has increased steadily since 2017. It increased from 35 in 2016 to 37,
then to 44 in 2017 and 2018 respectively. Besides other factors, such as improved international diplomatic
relation, biometrics information enhancement is also part of the positive change contributing to this
increase. Furthermore, when the E-passports are introduced, which will be based on the strengthened
biometrics capturing systems installed and improved by this project, more improvement on the visa free
access is expected.
One of the objectives of the project was to contribute to strengthening national security through
eliminating possession of multiple national passports by one person; however, it is too premature to
assess how much the project has contributed to this objective.
Another unintended impact was the economic benefit for the private photo studios enrolled in the
biometrics system. According to the data provided by the DI&E Head Office, about 384,000 photos were
8

https://www.passportindex.org/byHistoric.php?fl=&s=yes
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taken and sent to the biometrics database by 1,547 studios across 25 districts during seven months from
September 2017 to April 2018. With fee per shot ranging between 250 and 500 SL Rupee (the median fee
is 375), depending on the location, in total approximately 144 million SL Rupee (equivalent to about AUD
1.224 million) revenue was received by these private photo studios. There are other economic benefits
that this Biometrics 3 project, together with its two previous phases, may contribute to in the longer term,
such as contribution to GDP due to increasing international travel by Sri Lankan passport holders for
overseas business transactions and labour/remittances, and more foreign direct investments due to
attractiveness of the passport integrity. Although to measure these long-term effects require more
rigorous analysis, and it is resource intensive and time consuming.
Question 14: Did the project take timely measures for mitigating any unplanned negative impacts?
Findings 14: There was no negative impacts observed as a result of the project.

6.6. SUSTAINABILITY
Question 15: Are the project partners adequately capacitated (technically, financially and managerially)
for continuing to deliver the project’s benefits/services?
Findings 15: The technical functions of the installed infrastructures, institutional capacity of the DI&E,
and the technical capacity of the private photo studios across 25 districts have been adequately
enhanced; and these enhancements are the key foundation for longer-term sustainability.
During the 12-month project, 435 immigration officials of the DI&E were trained to operate the systems
effectively (see, annex 8.6). However, there is a concern over sustainability due to Government’s Human
Resource Policy, which requires rotation of the officials every five years. In order to mitigate this risk, the
DI&E established a “Capacity Building Unit” which is mandated to train newly recruited officials. However,
there should be a sufficient overlap between the outgoing and incoming officials for a proper handover
and skills transfer.
Additionally, as a result of the three phases, 1,547 private photo studios had registered and been trained
on how to capture photos with required minimum standards. During the Biometrics 3 project, three
separate trainings were provided to 215 private photo studio owners (13 female), (see, annex 8.6), and as
a result, all photos taken and submitted to the biometrics database met the minimum ICAO standard.
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Question 16: What are the commitment of the Government of Sri Lanka in maintaining the project’s
results in the future?
Findings 16: The Government of Sri Lanka demonstrated a high commitment to continue utilizing
biometrics information as key requirements in the passport issuance process, even after the Biometrics
3 project ends through provision of funding for system maintenance, establishment of the Capacity
Building Unit within the DI&E, and the planned implementation of the E-passport initiative.
The Government of Sri Lanka is already committed financially to cover the maintenance costs associated
with the infrastructures developed under the project since phase 1, coupled with the 12-month
maintenance contract IOM had with IIL. In addition, the establishment of the “Capacity Building Unit”
within DI&E to counter the impact of trained officials being transferred to other positions, as per the
Government’s Human Resource Policy. This unit is responsible for training newly recruited officials in the
DI&E through formal and informal training, and is funded by the Government of Sri Lanka’s national
budget. More importantly, the ambition of the Government of Sri Lanka to introduce E-Passports is one
of the key factors in ensuring that the results delivered under the Biometrics 3 project will be sustained;
E-passports cannot be made without biometrics information.
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VII. Conclusions and Recommendations
7.1. CONCLUSION
Based on the findings
analysed in the above
section, the project was
rated excellent for
“connectedness”, almost
excellent for “relevance”
and “effectiveness”, then
followed by “efficiency”,
“impact”, and
“sustainability” which
were rated as very good.

5

The Biometrics 3 project was almost “Excellent” in term of its relevance to the
priorities of stakeholders it benefits. It aligned very well to the following:



Policies and strategic needs of the Government of Sri Lanka: the
Immigration Act and One Person-One Passport Policy;
Strategic investment priorities of the Australian Government: Aid
Investment Plan – Sri Lanka Programme (2015-2019) which focuses on
stability and security;

Excellent

4

Very Good

3

Good

2

Adequate

1

Poor

Relevance



Strategic priorities of the Sustainable Development Agenda: particularly target 10.7 and 17.18;
and



IOM’s strategies: MiGOF’s objective 3, the IOM’s Integrated Border Management Strategy’s
objective, as well as the outcome 3 of the IOM’s Regional Strategy for Asia and the Pacific (20172020) which focuses on strengthened systems and tailored solutions that harness the benefits of
migrants.
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Furthermore, the project’s activities and strategies were developed in full consultation with the
management of DI&E and IIL, thus, the ownership of the DI&E on the project implementation process and
result was high. However, even though the flow of interventions was logical, the project should had
designed and implemented key additional activities on Government’s Human Resource Policy to improve
sustainability of the project results. .
5

Excellent

4

Very Good

3

Good

2

435 officials of the DI&E, of which 111 were female, had been trained on
Adequate
1
biometrics information management processes, which was four times higher
Poor
than the targets, and 215 private photo studio owners (202 female) were also
trained on how to capture photos that meet the minimum requirement of
Effectiveness
ICAO standards. Eight major systems modifications had been completed as planned, and two out of three
fingerprints capture stations were installed at the DI&E Head Office, though another station was not
placed at the BIA airport as planned due to space limitations and workload at the airport, and the backend
printing system was cancelled due to sustainability concern.
As evidence of these efforts, the DI&E Officials have improved their capacity to manage the biometrics
information process more independently. The number of biometrics passports issued is increasing, and it
is estimated that by end of 2018, this number would be almost 4 times higher compared to 2015 (123,704
in 2015 and est. 438,784 in 2018). Furthermore, there were good changes observed to which the project’s
intended results contributed, such as, the Government decided to use their own budget to procure
additional four fingerprint capture stations and place them in four regional branches of DI&E, the
Government’s decision to create the “Capacity Building Unit” within the DI&E Head Office to train newly
recruited officials on biometrics information.
These achievements were reached due to both positive internal and external factors such as strong
professional relationships developed by IOM with the counterparts, the continuation of previous phases,
beneficiaries’ confidence in IOM’s capacity and expertise, and political commitment of the Sri Lankan
Government.
Therefore, the overall project’s effectiveness was almost “Excellent”, with one minor area of improvement
related to training documentation and assessment of changes in knowledge of participants.

22

5

Excellent

4

All the six key activities proposed in the project proposal were satisfactorily
completed within the project’s timeline.

Very Good

3

Good

2

Adequate

1
The investment made by the Australian Government into this project
Poor
indeed generated valuable benefits to Sri Lanka, possibly including the
improved passport ranking, increased number countries granting visa free
Efficiency
access for Sri Lankan passport holders, as well as the economic benefits of more than AUD 1 million
generated by the project’s trained private photo studios through their services during an eight-month
period. Overall, the value for money was assessed as “high”, with potential for even a better assessment
with more rigorous design, which would include other possible economic benefits deriving from enhanced
passport integrity, for instance, volume of foreign direct investments.

Key factors for the project’s efficiency rating were as follows: The continuation of the previous two phases,
where trust and confidence of stakeholders had been already well earned; Project secured funding
commitment from the donor; Financial, technical equipment, and human resources were put in a timely
manner for the project’s execution; and Regular project review mechanisms.

5
4
3

Excellent
Very Good
Good

2
Adequate
The project’s activities were very well linked to the longer-term development
1
priorities of the Government of Sri Lanka in the areas of border management.
Poor
E-passport is the next endeavour, and the activities implemented under this
Connectedness
Biometrics 3 project were connecting very well to this aspiration. E-passport
will required the accurate and reliable biometrics information, based on effective institutional capacity,
which this Biometrics 3 project generated.
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5
4
3

At the time of the evaluation, no negative impact of the project has been
observed, while one positive intended impact and one positive unintended
impact were observed. Based on this, the project was rated “Very Good” for
impact.

2
1

Excellent
Very Good
Good
Adequate
Poor
Impact

Although it was not possible to assess direct linkage between the Biometrics
3 project and the improved ranking of Sri Lankan passports and increased number of countries granting
visa free access, it was assessed that the project contributed to these results to some degree. As of 23
June 2018, the Sri Lankan passport maintained its ranking at 87 since 2017 out of 179 countries; two points
better than in 2016; and a Sri Lankan passport holder may enter 44 countries visa free, an improvement
from 37 in 2017. Passport ranking may not be attributable to only performance of its country, as the
performance of other countries also have an important effect. As such, the improved ranking in 2018 was
perhaps partially as a result of this biometrics information enhancement, and partially attributable to
poorer performance of other countries. However, the increasing number of countries that do not require
visa for Sri Lankan passport holders may have a stronger relation to the enhancement of the biometrics
passports.
Furthermore, this project may potentially contribute to additional economic benefits on a larger scale,
such as increased foreign direct investments or remittance flows from increased international migration
by Sri Lankans. While such analysis would require more complicated assessment methodologies, it can be
concluded that the project in the short-term enabled additional revenue of more than AUD 1 million for
the private photo studios over an eight-month period. This amount outweighs the investment made by
the Government of Australia into this project. This economic benefit was unintended impact of the
project.
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5
4

Excellent
Very Good

The sustainability of the Biometrics 3 project specifically, and of the three
3
Good
phases overall, is very good. Both the infrastructure capacity and human
capacity of the DI&E had been enhanced, and they are confident in their daily
2
Adequate
tasks to review, verify and issue passports, and so are the private photo studios
1
in their tasks to take high quality-photos. The strong commitment of the Sri
Poor
Lanka Government in continuing the biometrics passport is another factor to
support this longer-term sustainability aspiration. The establishment of the
Sustainability
Capacity Building Unit within the DI&E, and the Government’s Decision to self-fund for additional four
fingerprint capture stations, and placed them in four regional branches, and for maintaining the systems
in conjunction with the 12-month contract IOM has with IIL were seen as other important sustaining
factors.

7.1. RECOMMENDATIONS

7.1.1. Monitoring of project activities and outputs should be strengthened. One specific
recommendation would be to incorporate registration sheets for all events/trainings conducted
by the project, including those by partners and beneficiaries under the project. Such tools should
provide basic demographic data of participants, including sex/gender, working place/institution,
position, how long the person has been in that position, and contact information, such as
telephone number and/or e-mail address.
7.1.2. Another monitoring tool to incorporate would be a training database with as much detailed
information of participants as possible, to record all people trained by the project. Such training
database could be developed and used for the entire IOM country mission, not only for one
particular project, and it should be stored on the SharePoint, and accessible to relevant people.
7.1.3. For the longer-term sustainability of the Biometrics project’s results, IOM Sri Lanka should explore
any strategic entry points to work with the Government of Sri Lanka to ensure that there are
sufficient overlaps between outgoing and incoming DI&E officials, to enable an adequate
handover and capacity transfer to sustain the function of the biometrics information process.
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VIII. Annexes
8.1. EVALUATION TERMS OF REFERENCE
FINAL EVALUATION OF
“Consolidation of Sri Lanka Biometrics Project: Biometrics Phase III”
Commissioned by: IOM Sri Lanka Country Office
Project Identification:
Project type:
Sub-Project type:
Executing agency:
Management site:
Duration:
Geographical coverage:
Beneficiaries:
Partner(s):
Estimated budget:

TC.1017 – Consolidation of Sri Lanka Biometrics Project: Biometrics
Phase III
Technical Cooperation on Migration Management and Capacity Building
(TC)
Migration Policy Activities
IOM Sri Lanka Country Office
IOM Sri Lanka Country Office
TC.1017 - 12 months - (01 April 2017 – 31 March 2018)
Sri Lanka
Department of Immigration and Emigration (DI&E)
Government of Sri Lanka (GoSL)
TC.1017 - AUD 500,000

1. Evaluation context
The two-phased biometrics projects were completed in June 2016. The Phase III aimed at further
strengthening stabilization and consolidation of the overall biometrics solution.
The phase-out stage intended to assist the DI&E to operationalize full functionality of the solution and
build further measures for independently and effectively managing the full biometrics solution. With the
objective to contribute to the strengthening of the identity management framework of Sri Lanka through
the enhancing of the integrity of passport application process. Towards this, the project envisaged the
following outcome of enhanced capacity of DI&E to independently manage the effective biometrics
solution.
2. Evaluation purpose
 An internal end of the project evaluation will be conducted in line with the Funding
Agreement between DIBP, Government of Australia and IOM for the project “Consolidation
of Sri Lanka Biometrics Project: Biometrics Phase 3” with the project code TC.1017. The
primary audience of the evaluation report findings will be the Donor.
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3. Evaluation Scope
The evaluation will cover the full project period from (01 April 2017 – 31 June 2018).
As planned in the project document, the evaluation will look at whether the project objectives were rightly
designed to address the needs of the target groups, whether the resources, funds and time were relevant
to the outputs and outcomes achieved, and will assess the contribution made by results to project
achievement as well as the likelihood of benefits to flow after the funding is over.
As the project is implemented at the policy level, the evaluation will consult with the project stakeholders
at the national level only; mainly the relevant people at the Department of Immigration and Emigration,
and other stakeholders as relevant.

4. Evaluation Criteria
In order to achieve the purposes within the scope above, the evaluation will focus on the seven evaluation
criteria, such as relevance, appropriateness, effectiveness, efficiency and cost effectiveness, impacts,
sustainability, and connectedness. The criteria on Human Rights and Gender Equality is also the focus,
which will be incorporated into every of the above evaluation criteria.
5. Evaluation questions
Evaluation Criteria
Relevance





Appropriateness



Effectiveness





Efficiency and cost
effectiveness






Evaluation Question
Do the project’s expected outcomes and outputs remain valid and
pertinent either as originally planned and or subsequently modified?
Is the project aligned with and supportive of IOM national, regional,
and/or global strategies?
Is the project aligned with and supportive of national needs, priorities
and strategies?
To what extent were stakeholders consulted and involved in the
implementation of the activities, thereby improving ownership and
accountability?
To what extent the project outputs and outcomes been achieved in
accordance with the project’s plan?
What are the main factors influencing the achievement of the project’s
expected outcomes?
To what extent has the project adapted to changing external conditions
in order to ensure project’s outputs and outcomes?
Were the project activities undertaken and were the outputs were
delivered on time?
Was the project implemented in the most efficient way compared to
alternative means of implementation?
How well are the resources (funds, expertise and time) being converted
into results?
To what degree are inputs provided or available in time to implement
activities from all parties involved?
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Impacts




Sustainability





Connectedness



Which positive/negative and intended/unintended effects are being
produced by the project?
Did the project take timely measures for mitigating any unplanned
negative impacts?
Are structures, resources and processes in place to ensure that benefits
generated by the project continue following the end of project?
Are the project partners adequately capacitated (technically, financially
and managerially) for continuing to deliver the project’s
benefits/services?
What are the lessons learned and best practices to increase the project
sustainability?
To what extent the project activities are connected to longer-term
development concerns?

6. Evaluation methodology
a. Data collection and analysis methods:
Data Collection:
 Desk review of relevant project documents, project reports, meeting minutes, publications and
other materials identified;
 Conduct key informant interviews and focus group discussion with the project stakeholders to
document both qualitative and quantitative information; and
 Focus Group Discussions.
Data analysis:
 The evaluator is expected to analysis the data with both qualitative and quantitative in both
description and infographics
b. Sampling (tentative)
The sampling use for this evaluation will be both purposive and random. The list below is for the Key
Informant Interview and Focus Group Discussion.
Institution type
Stakeholders
Number
Location
Government
Department of Immigration
10
DI&E
and Emigration
Vendors
Informatics Intl Ltd
2
IOM
IOM
Project Team and RMO
4
IOM
7. Evaluation deliverables
 The final evaluation report presents a robust set of recommendations for project team to guide
its future work.
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8.

Evaluation workplan

Activity

Responsible

Location

Schedule

Review project documents and
relevant literature.

Evaluator

Outside
SLK

Week of 02.04.2018

Drafting the Evaluation Plan Matrix.

Evaluator

Outside
SLK

Week of 02.04.2018

The Evaluation Plan Matrix is being
reviewed and finalized.

Project Team and Senior
Project Assistant,

SLK

Week of 09.04.2018

Field data collection /Interview with
project stakeholders

Evaluator

SLK

Week of 1719.04.2018

Debriefing session

Evaluator

SLK

Week of 18.04.2018

Exercise on the Lessons Learning
exercise

Evaluator

SLK

20.04.2018

Data analysis and drafting the report

Evaluator

Outside
SLK

Week of 14.05.2018

Draft Report is being reviewed

Project Team & Senior
Project Assistant,

SLK

Week of 18.05.2018

Finalize the report

Evaluator

Outside
SLK

Week of 04.06.2018

9. Evaluation budget
Total budget available for the evaluation is USD 3000.
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8.2.

EVALUATION MATRIX

Criterion
Relevance

Key Evaluation
Questions

Sub-questions

Indicators

Sources of Data
Government’s
strategic paper

Tools

1. Is the project aligned
with and supportive of
national needs, priorities
and strategies?

1.1. Are they any changes to the priorities
of the Government of Sri Lanka pertaining
to strengthening of the identity
management framework so far? WHY?

Changes in the
priorities

Doc Review

2. Is the project aligned
with and supportive of IOM
national, regional, and/or
global strategies?

2.1. To what extent this project’s objective
and results are aligned to the MIGOF’s
objectives and principles?

Level of alignment to
MiGOF

ProDoc

Doc Review

3. To what extent the
project’s theory of change
is relevant and able to
escalate the project’s
results from inputs to
activities, from activities to
outputs, from outputs to
outcomes and to objective?

3.1. How realistically the cause-effect
relationship of the activities, outputs,
outcome and objective of this project?

Level of valid causeeffect relationship of
the project’s activities
and results

ProDoc

Doc Review

3.2. Are assumptions still hold true? How
much the ability to achieve results was
affected? And how the project respond to
the changing assumption?

Reliability of the
assumptions

ProDoc

Doc Review

IOM Staff & DI&E
Officials

KII

KII

DI&E Officials

Perception on the
impact of changing
assumption and
strategies
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Effectiveness

4. To what extent were
stakeholders consulted and
involved in the
implementation of the
activities, thereby
improving ownership and
accountability?

4.1. To what extent the consultative
process was in identifying the project’s
objective, outcome, outputs and activities?
Why so?

Level of consultation
with partners in
formulating the
project’s intervention

DI&E Officials

KII

IOM Project staff

KII

4.2. To what extent the project’s
stakeholders participate in the project
implementation?

Level of participation

DI&E Officials

KII

IOM Project staff

KII

5. To what extent the
project outputs and
outcomes been achieved in
accordance with the
project’s plan?

5.1. Which results and indicators are
achieved as targeted?

Percentage of the
targeted value of each
indicators achieved

Project Reports

Doc Review

IOM Staff

KII

5.2. What is the satisfaction rate of
different stakeholders on the project’s
outputs?

Satisfaction Rate on
project’s outputs

DI&E Officials

KII

5.3. How do the travelers feel about the
new identity management process,
compared to their previous experiences?

Perception Rate

Travelers

Random
interview at the
airport (using the
recalling method
for comparison)

5.4. Which results and indicators are NOT
Achieved as targeted?

Percentage of the
targeted value of each
indicators achieved

Project Reports

Doc Review

IOM Staff

KII
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Efficiency

5.5. What tools and systems put in place to
monitor the project activity
implementation, and what are the capacity
of staffs in using the tools and systems?

List of monitoring tools
and systems, the level
of staff capacity

IOM Staff

KII and FGD

5.6. Were there adequate data collected for
all the indicators, and what the quality and
reliability of those data?

Availability and quality
of project monitoring
data

Project Reports

Doc Review

IOM Staff

KII and FGD

6. What are the main
factors influencing the
achievement of the
project’s expected
outcomes?

6.1. What are the Internal and External
Enabling factors?

List if factors

IOM Staff

KII

6.2. What are the Internal and External
Disenabling factors?

List if factors

IOM Staff

KII

7. To what extent has the
project adapted to
changing conditions in
order to achieve outputs
and outcomes?

7.1. How well did the project respond to the List of measures
disenabling factors/conditions?
undertook by the
project by each factor

ProDoc

Doc Review

IOM Staff

KII

8. Were the project
activities undertaken on
time?

8.1. What planned activities were
completed on time, what were not, and
why?

Project’s Report

Doc Review

IOM Staff

KII and FGD

Completion rate of
activities

IIL
9. How well are the
resources (funds, expertise
and time) being converted
into results?

9.1. How many multiple identities in the
passport issuing process IDENTIFIED after
the project’s infrastructures installed and
staff capacity to use strengthened?

Number of identified
multiple identities

Project’s Report

Doc Review

DI&E Officials and
IOM Staff

KII
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Connectedness

Impact

9.2. What is average project cost per
identified multiple identity for passport
issuance? Is that cost reasonable?

Ratio of one identified
multiple identity and $
spent

Project’s Report

Doc Review

10. Was the project
implemented in the most
efficient way compared to
alternative means of
implementation?

10.1. What is the cost effectiveness of this
project compared to other similar projects
implemented elsewhere by IOM?

Comparison of
project’s results and
resources

ProDoc and
documents of other
similar projects

Doc Reveiw

10.2. What should have been done
differently to increase the project’s
efficiency?

Ideas and opinions

IOM Staff

KII and FGD

11. To what degree are
inputs provided or available
in time to implement
activities from all parties
involved?

11.1. Were there any challenges in
mobilizing technical experts to deliver the
project’s results? What were they, and how
these challenges were responded?

List of challenges, and
responding approaches

Project’s Reports

Doc Review

IOM Staff

KII and FGD

11.2. Were there any challenges in delivery
your services? How those challenges were
solved?

A list of challenges and
measures taken

IIL

KII

12. To what extent the
project activities are
connected to longer-term
development concerns?

12.1. Were the project activities
contributing to the elimination of multiple
identities in the passport issuing process,
and possible cross-border security
management? (Related to Q3.1)

Level of valid causeeffect relationship of
the project’s activities
and results

ProDoc

Doc Review

IOM Staff and DI&E
Officials

KII and FGD

13. Which positive/negative
and intended/unintended

13.1. What the POSITIVE changes observed
as a results of the project’s supports? Are
they intended or unintended?

Effects of the project

IOM Staff and DI&E
Officials

KII and FGD
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effects are being produced
by the project?

Sustainability

13.2. Could these effects observed without
this Biometric III project? How?

Effects of the project

IOM Staff and DI&E
Officials

KII and FGD

What the NEGATIVE changes observed as a
results of the project’s supports?

Effects of the project

IOM Staff and DI&E
Officials

KII and FGD

14. Did the project take 14.1. How timely those Negative effects
timely
measures
for were identified? And, how effectively and
mitigating any unplanned timely they were responded?
negative impacts?

Effects of the project

IOM Staff and DI&E
Officials

KII and FGD

15. Are the project partners
adequately capacitated
(technically, financially and
managerially) for
continuing to deliver the
project’s benefits/services?

15.1. How confident the staffs of DI&E in
using the tools and procedures introduced
by the project?

Level of confidence

DI&E Officials

KII and FGD

IIL

KII

16. What are the
commitment of the
Government of Bangladesh
in maintaining the project’s
results in the future?

16.1. What are structures, resources and
processes the Government of Sri Lanka put
in place or will put in place to ensure that
benefits generated by the project continue
following the end of project?

Structures, resources
and processes that are
or will be introduced by
the Government of Sri
Lanka

IOM Staff and DI&E
Officials

KII

IOM Staff

KII
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8.3. LIST OF DOCUMENTS REVIEWED
No

Title of the documents reviewed

1.

Project Proposal and Interim Reports

2.

Workshop/Training Assessment Reports

3.

Workshop Assessment

4.

PHASE III – System Requirement Specifications

5.

Report of the study tour visit to Thailand by Immigration Officials, on Biometric Enrollment
and Investigations (21-22 March 2018)

6.

Australia – Sri Lanka Aid programme Strategy

7.

Funding Agreement between the Australian Government’s Department of Immigration and
Border Protection and IOM

8.

Sri Lankan’s Integrated Border Management Strategy (April 2018)

9.

Passport Index (viewed, 23 June 2018)

10.

IOM’s Strategy for Asia and the Pacific (2017-2020)

11.

Sustainable Development Goals, targets 10.17 and target 17.18

12.

Migration Governance Framework

13.

IOM’s Integrated Border Management Strategy
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8.4. LIST OF PERSONS INTERVIEWED
No
1.

Name

Designation

Institution

Sex

Mr. Shantha Kulasekara

Head – Migration Governance (Project
Manager)

IOM

Mr. M. N. Ranasinghe

Controller General

DI&E

M

Mr. C. Hettiarachchi

Controller Passports & Border
Management

DI&E

M

4.

Ms. Sharuni Fernando

Project Assistant - IBM

IOM

F

5.

Mr. Tharindu Jayawardana

Project Assistant - IBM

IOM

M

6.

Ms. Ottilie Win

Senior Finance Assistant

IOM

F

Ms. Nisansala Gunarathna

Senior Project Assistant- Project
development

IOM

8.

Ms. Dinithi Wijesundara

Senior Project Assistant - IBM

IOM

9.

Mr. Vinotharajh
Jeyandrakumar

Senior Procurement & Logistics Assistant

Mr. Devapriya Gunasinghe

Deputy Controller – Overseas Mission
division

DI&E

M

11.

Mr. Saman Chandrasiri

Training Manager

DI&E

M

12.

Mr. T. Ruparathna

Assistant Controller - IT

DI&E

M

13.

Mr. V. Kariyawasam

Assistant Controller – Investigation

DI&E

M

14.

Mr. Jayantha Rathnayake

Assistant Controller – Airports

DI&E

M

15.

Mr. Prasanna

Assistant Controller - Port

DI&E

M

16.

Mr. Jeyarathnam

Senior Authorized officer - BIA

DI&E

17.

Mr. Mangala Senevirathna

System Coordinator

DI&E

M

18.

Mr. Vignarajah
Manaoharan

Assistant GM, AGM - Head of Public
Sector Solutions

IIL

M

19.

Ms. Malganie
Karunarathna

Associate Solution Architect

IIL

F

20.

A visit to the International Airport

21.

One passenger who came to get his fingerprint captured at the ID&E Head Office

2.
3.

7.

10.

IOM

M

F
F
M

M

22.
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8.5. DATA COLLECTION INSTRUMENTS
A. List of questions for Key Informant Interview with IIL

Key Evaluation Questions/detailed questions
Efficiency

8. Were the project activities undertaken on time?

8.1. What planned
activities were completed
on time, what were not,
and why?

Get a copy of contract with ILL, to see the list of deliverable, and show that list and ask:

Notes on responses

Tools
KII

Which of these activities were implemented according to the schedule, and
which are NOT?
(Pick up all planned activities that were not implemented as scheduled)

KII

What were the key reasons that these activities were not implemented as
scheduled?
What were the consequences of not implementing these activities as schedule?
And how did the project respond?

KII

Efficiency

11. To what degree are inputs provided or available in time to implement activities from all parties involved?

11.2. Were there any
challenges in delivery your
services? How those
challenges were solved?

What were the challenges in delivery your services on time? How those
challenges were solved?

Sustainability

15. Are the project partners adequately capacitated (technically, financially and managerially) for continuing to deliver the
project’s benefits/services?

KII
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15.1. How confident the
staffs of DI&E in using the
tools and procedures
introduced by the project?

If you may, what would be rate of confidence of DI&E Staff in using the tools and
procedures introduced by the project?

15.2. What would happen
to these tools and
procedures introduced by
the project after the
project support ends?

(Show the list of key results):

KII

(using a 1-5 scale, where 1 means not confident, and 5 is the most confident)

KII

What would happen to these tools and procedures after the project support ends?
For any tools and procedures that will not be used by the Government after the project ends, please ask:

KII

What are key reasons these tools and procedures will not be continued/used by
the government after the project ends?
What should be done differently to ensure the continuity of these tools and
procedures by the Government?

KII
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B. List of questions for Key Informant Interview with DI&E Officials

Key Evaluation Questions/detailed questions

Notes on responses

Tools

Relevance

1. Is the project aligned with and supportive of national needs, priorities and strategies?

1.1. Are they any changes to the
priorities of the Government of
Sri Lanka pertaining to
strengthening of the identity
management framework so far?
WHY?

How important is the identity management of the Government of Sri Lanka?
And why?

KII

What are the Government Strategies which mention that this Identity
Management as priority?

KII

Has this priority been changing recently? If so, what are the changes, and
why the changes are needed?

KII

How this Biometric Project adjusted to respond to these changes?

KII

What do you think about the IOM’s response in this project?
Relevance

3. To what extent the project’s theory of change is relevant and able to escalate the project’s results from inputs to
activities, from activities to outputs, from outputs to outcomes and to objective?

3.2. Are assumptions still hold
true? How much the ability to
achieve results was affected? And
how the project respond to the
changing assumption?

How many new staff trained by the officials firstly trained by the project?

KII

Are the trainers provided by the project technically qualified enough to train
the ID&E Officials? Were there any improvements needed?

KII

What were the errors of the biometric solutions identified? How were they
been fixed?

KII
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4. To what extent were stakeholders consulted and involved in the implementation of the activities, thereby improving
ownership and accountability?
4.1. To what extent the
consultative process was in
identifying the project’s
objective, outcome, outputs and
activities? Why so?

Please explain how IOM colleagues involved you or your institution in the
formulation of this project?

KII

How did you learn about this project, since the phase 1, phase 2 and this
exist phase?

KII

4.2. To what extent the project’s
stakeholders participate in the
project implementation?

What were your roles in the project implementation?

KII

How do you feel about your involvement in this project implementation?

KII

What should you have done differently in term of your involvement?

KII

Effectiveness
5.2. What is the satisfaction rate
of different stakeholders on the
project’s outputs?

5. To what extent the project outputs and outcomes been achieved in accordance with the project’s plan?
What are the key results produced by this Biometric III project?

KII

(List all the key results in vertical on a paper, and ask the respondent(s) for their re-confirmation), and
this will be used for the below question).

Given a scale of 1 to 5 (1 means not satisfied, while 5 is the most satisfied), what would be
your satisfaction rating on each result achieved?

KII

And, why do you think that?
Efficiency
9.1. How many multiple identities
in the passport issuing process

9. How well are the resources (funds, expertise and time) being converted into results?
What equipment have been installed and used as a result of this Biometric III
Project?

KII
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IDENTIFIED after the project’s
infrastructures installed and staff
capacity to use strengthened?

Per year, how many multiple identities were identified in the passport
issuing process before the start of this Biometric III project?

KII

And how many now?
How many fingerprints data captured and checked by AFIS for passports
which had been issued by diplomatic missions?
Connectedness

12. To what extent the project activities are connected to longer-term development concerns?

12.1. Were the project activities
contributing to the elimination of
multiple identities in the passport
issuing process, and possible
cross-border security
management?

If you could recall:

Impact

13. Which positive/negative and intended/unintended effects are being produced by the project?

13.1. What the POSITIVE changes
observed as a results of the
project’s supports? Are they
intended or unintended?

What are the favorable changes you observed on the integrity of the
passport application & issuance process?

13.2. Could these effects
observed without this Biometric
III project? How?

(show the list, and ask participant(s) one by one of the items listed):

-

What the project’s activities that are contributing to the elimination of
multiple identities in the passport issuing process, and possible crossborder security management?

-

What the project’s activities that are NOT contributing to the elimination
of multiple identities in the passport issuing process, and possible crossborder security management? If so, what are the reasons to implement
these activities?

KII

KII

KII

(List these changes in vertical order on a separate paper)

KII

Would this change occur without the presence of this Biometric III project?
Why so?
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What other interventions which were not part of the Biometric III project,
but contributed to this favorable changes?

KII

13.3. What the NEGATIVE
changes observed as a results of
the project’s supports?

What are the negative effects of the project on the integrity of the passport
application & issuance process?

KII

What would be the main reasons to these negative effects?

KII

Impact

14. Did the project take timely measures for mitigating any unplanned negative impacts?

14.1. How timely those Negative
effects were identified? And, how
effectively and timely they were
responded?

How did the project respond to these negative effects?

KII

How did you feel about the project’s response in this regard?

KII

Sustainability

15. Are the project partners adequately capacitated (technically, financially
and managerially) for continuing to deliver the project’s benefits/services?

15.1. How confident the staffs of
DI&E in using the tools and
procedures introduced by the
project?

Assessment scale of 1 to 5: 1 means not confident, and 5 is the most confident.

How confident are you in your capacity to train new staff on:
-

Fingerprint machine?
Photo taking equipment?
AFIS Operation?
Identity Investigation?

This question is relevant only for the
staffs who were trained directly by the
project and expected to trained new
staff:

KII
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Assessment scale of 1 to 5: 1 means not confident, and 5 is the most confident.

How confident are you in your capacity to manage:
-

Fingerprint machine?
Photo taking equipment?
AFIS Operation?
Identity Investigation?

This question is relevant only for the
staffs on the ground:

KII

Random interview with staffs on the
ground at DI&E head office (travel), and
at the Airport.

Sustainability

16. What are the commitment of the Government of Bangladesh in maintaining the project’s results in the future?

16.1. What are structures,
resources and processes the
Government of Sri Lanka put in
place or will put in place to
ensure that benefits generated
by the project continue following
the end of project?

What are structures, resources and processes the Government of Sri Lanka
put in place OR will put in place to ensure that benefits generated by the
project continue following the end of project?

KII

Probe:
-

Human resources?
Financial resources?
Structures?
Guidelines/procedures?
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C. List of question for Focus Group Discussion with DI&E Officials

Key Evaluation Questions/detailed questions

Notes on responses

Tools

Relevance

3. To what extent the project’s theory of change is relevant and able to escalate the project’s results from
inputs to activities, from activities to outputs, from outputs to outcomes and to objective?

3.2. Are assumptions still hold true? How
much the ability to achieve results was
affected? And how the project respond to the
changing assumption?

What were the errors of the biometric solutions identified? How were
they been fixed?

Effectiveness
5.2. What is the satisfaction rate of different
stakeholders on the project’s outputs?

FGD

5. To what extent the project outputs and outcomes been achieved in accordance with the project’s plan?
What are the key results produced by this Biometric III project?

FGD

(List all the key results in vertical on a paper, and ask the respondent(s) for their reconfirmation), and this will be used for the below question).

Given a scale of 1 to 5 (1 means not satisfied, while 5 is the most satisfied), what
would be your satisfaction rating on each result achieved?

FGD

And, why do you think that?
Efficiency
9.1. How many multiple identities in the
passport issuing process IDENTIFIED after the
project’s infrastructures installed and staff
capacity to use strengthened?

9. How well are the resources (funds, expertise and time) being converted into results?
What equipment have been installed and used as a result of this
Biometric III Project?

FGD
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Connectedness

12. To what extent the project activities are connected to longer-term development concerns?

12.1. Were the project activities contributing
to the elimination of multiple identities in the
passport issuing process, and possible crossborder security management?

If you could recall:
What the project’s activities that are contributing to the elimination of
multiple identities in the passport issuing process, and possible crossborder security management?
What the project’s activities that are NOT contributing to the
elimination of multiple identities in the passport issuing process, and
possible cross-border security management? If so, what are the
reasons to implement these activities?

Impact

13. Which positive/negative and intended/unintended effects are being produced by the project?

13.1. What the POSITIVE changes observed as
a results of the project’s supports? Are they
intended or unintended?

What are the favorable changes you observed on the integrity of the
passport application & issuance process?

13.2. Could these effects observed without
this Biometric III project? How?

(show the list, and ask participant(s) one by one of the items listed):

13.3. What the NEGATIVE changes observed
as a results of the project’s supports?

FGD

FGD

FGD

(List these changes in vertical order on a separate paper)

FGD

Would this change occur without the presence of this Biometric III
project? Why so?
What other interventions which were not part of the Biometric III
project, but contributed to this favorable changes?

FGD

What are the negative effects of the project on the integrity of the
passport application & issuance process?

FGD

What would be the main reasons to these negative effects?

FGD
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Impact

14. Did the project take timely measures for mitigating any unplanned negative impacts?

14.1. How timely those Negative effects were
identified? And, how effectively and timely
they were responded?

How did the project respond to these negative effects?

FGD

How did you feel about the project’s response in this regard?

FGD

Sustainability

15. Are the project partners adequately capacitated (technically, financially and managerially) for
continuing to deliver the project’s benefits/services?

15.1. How confident the staffs of DI&E in using Assessment scale of 1 to 5: 1 means not confident, and 5 is the most confident.
the tools and procedures introduced by the
How confident are you in your capacity to train new staff on:
project?
- Fingerprint machine?
- Photo taking equipment?
- AFIS Operation?
- Identity Investigation?
Assessment scale of 1 to 5: 1 means not confident, and 5 is the most confident.

How confident are you in your capacity to manage:
-

Fingerprint machine?
Photo taking equipment?
AFIS Operation?
Identity Investigation?

This question is relevant only for
the staffs who were trained
directly by the project and
expected to trained new staff:

FGD

This question is relevant only for
the staffs on the ground:

FGD

Random interview with staffs on
the ground at DI&E head office
(travel), and at the Airport
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Sustainability

16. What are the commitment of the Government of Bangladesh in maintaining the project’s results in the
future?

16.1. What are structures, resources and
processes the Government of Sri Lanka put in
place or will put in place to ensure that
benefits generated by the project continue
following the end of project?

What are structures, resources and processes the Government of Sri
Lanka put in place OR will put in place to ensure that benefits generated
by the project continue following the end of project?

FGD

Probe:
-

Human resources?
Financial resources?
Structures?
Guidelines/procedures?
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D. List of questions for Key Informant Interview with IOM - Staff

Key Evaluation Questions/detailed questions

Notes on responses

Tools

Relevance

1. Is the project aligned with and supportive of national needs, priorities and strategies?

1.1. Are they any changes to
the priorities of the
Government of Sri Lanka
pertaining to strengthening
of the identity management
framework so far? WHY?

How important is the identity management of the Government of Sri Lanka? And
why?

KII

What are the Government Strategies which mention that this Identity Management as
priority?

KII

Has this priority been changing recently? If so, what are the changes, and why the
changes are needed?

KII

How this Biometric Project adjusted to respond to these changes?

KII

What do you think about the IOM’s response in this project?
Relevance

3. To what extent the project’s theory of change is relevant and able to escalate the project’s results from inputs to activities,
from activities to outputs, from outputs to outcomes and to objective?

3.2. Are assumptions still
hold true? How much the
ability to achieve results was
affected? And how the
project respond to the
changing assumption?

How many new staff trained by the officials firstly trained by the project?
Are the trainers provided by the project technically qualified enough to train the ID&E
Officials? Were there any improvements needed?

(A list of new staff trained by the officials
trained by the project)

KII
KII
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What were the errors of the biometric solutions identified? How were they been
fixed?

KII

Relevance

4. To what extent were stakeholders consulted and involved in the implementation of the activities, thereby improving
ownership and accountability?

4.1. To what extent the
consultative process was in
identifying the project’s
objective, outcome, outputs
and activities? Why so?

Please explain how IOM colleagues involved the DI&E Officials in the formulation of
this project?

KII

4.2. To what extent the
project’s stakeholders
participate in the project
implementation?

How well the DI&E Officials informed about their roles and responsibilities in the
project implementation?

KII

Effectiveness

5. To what extent the project outputs and outcomes been achieved in accordance with the project’s plan?

(Show the prior Prepared List all the key results in vertical on a paper, and ask the respondent(s) for their re5.2. What is the satisfaction
confirmation), and this will be used for the below question).
rate of different
stakeholders on the project’s Given a scale of 1 to 5 (1 means not satisfied, while 5 is the most satisfied), what would be your
satisfaction rating on each result achieved?
resuls?

KII

And, why do you think that?
5.5. What tools and systems
put in place to monitor the
project activity
implementation, and what

Please let me know what are your tools and system put in place to track and monitor
the project implementation and result progress
-

Activity monitoring
Result monitoring
Financial and budget monitoring

-

Risk and assumption monitoring

KII
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are the capacity of staffs in
using the tools and systems?
5.6. Were there adequate
data collected for all the
indicators, and what the
quality and reliability of
those data?

Who use these tools and system? Did the users have enough knowledge how to use
them effectively?

KII

What do you think about the quality of the monitoring data that you have?

KII

Are there any data that you think that are important to measure the project’s results,
but the project could not collect them?

KII

Why they cannot be collected? What should had been done differently to enable the
collection of those data?

KII

Effectiveness

6. What are the main factors influencing the achievement of the project’s expected outcomes?

6.1. What are the Internal
and External Enabling
factors?

Show the list of key achieved results:

6.2. What are the Internal
and External Disenabling
factors?

Showing the RM focusing on the under achieved results/indicators and ask:

Effectiveness

7. To what extent has the project adapted to changing conditions in order to achieve outputs and outcomes?

7.1. How well did the project
respond to the disenabling
factors/conditions?

With reference to Q6.2:

KII

Please let me know what were the positive factors (internally and externally) that
enable the project to achieve them?
KII

What were the challenges (internally and externally) that prevent the project from
achieving its targeted results?

KII

How did the project respond to those challenges?
What were the key results of or reactions to the responses?
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Efficiency
8.1. What planned activities
were completed on time,
what were not, and why?

8. Were the project activities undertaken on time?
(Show the Workplan from the Project Proposal, page 7)

KII

Which of these activities were implemented according to the schedule, and which are
NOT?
(Pick up all planned activities that were not implemented as scheduled)

KII

What were the key reasons that these activities were not implemented as scheduled?
What were the consequences of not implementing these activities as schedule? And
how did the project respond?
Efficiency

KII

9. How well are the resources (funds, expertise and time) being converted into results?

9.1. How many multiple
identities in the passport
issuing process IDENTIFIED
after the project’s
infrastructures installed and
staff capacity to use
strengthened?

Per year, how many multiple identities were identified in the passport issuing process
before the start of this Biometric III project?

KII

Efficiency

10. Was the project implemented in the most efficient way compared to alternative means of implementation?

10.2. What should have
been done differently to
increase the project’s
efficiency?

What do you think about the cost-effectiveness of the project? Why do you think so?

KII

In the future, what would you done differently to increase the cost-effectiveness of this
kind of project?

KII

And how many now?
How many fingerprints data captured and checked by AFIS for passports which had
been issued by diplomatic missions?

KII
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Efficiency

11. To what degree are inputs provided or available in time to implement activities from all parties involved?

11.1. Were there any
challenges in mobilizing
technical experts to deliver
the project’s results? What
were they, and how these
challenges were responded?

Were there any challenges in mobilizing technical experts to deliver the project’s results
(within IOM and outside IOM)?

Connectedness

12. To what extent the project activities are connected to longer-term development concerns?

12.1. Were the project
activities contributing to the
elimination of multiple
identities in the passport
issuing process, and possible
cross-border security
management?

(show the list of all planned activities; and ask for any unplanned activities)

Impact

13. Which positive/negative and intended/unintended effects are being produced by the project?

13.1. What the POSITIVE
changes observed as a
results of the project’s
supports? Are they intended
or unintended?

What are the favorable changes you observed on the integrity of the passport
application & issuance process?

KII

What were they, and how these challenges were responded?

KII

What the project’s activities that are contributing to the elimination of multiple
identities in the passport issuing process, and possible cross-border security
management?
What the project’s activities that are NOT contributing to the elimination of multiple
identities in the passport issuing process, and possible cross-border security
management? If so, what were the reasons to implement these activities?

KII

KII

(List these changes in vertical order on a separate paper)
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13.2. Could these effects
observed without this
Biometric III project? How?

(show the list, and ask participant(s) one by one of the items listed):

KII

Would this change occur without the presence of this Biometric III project? Why so?
What other interventions which were not part of the Biometric III project, but
contributed to this favorable changes?

KII

13.3. What were the
NEGATIVE changes observed
as a results of the project’s
supports?

What are the negative effects of the project on the integrity of the passport
application & issuance process?

KII

What would be the main reasons to these negative effects?

KII

Impact

14. Did the project take timely measures for mitigating any unplanned negative impacts?

14.1. How timely those
Negative effects were
identified? And, how
effectively and timely they
were responded?

How did the project respond to these negative effects?

KII

How did you feel about the project’s response in this regard?

KII

Sustainability

15. Are the project partners adequately capacitated (technically, financially and managerially) for continuing to deliver the
project’s benefits/services?

15.2. What would happen to
these tools and procedures
introduced by the project
after the project support
ends?

(Show the list of key results):

KII

What would happen to these results and products after the project support ends?
For any results/products that will not be used by the Government after the project ends, please ask:

KII

What are key reasons these products/ results will not be continued/used by the
government after the project ends?
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What should be done differently to ensure the continuity of this product/result by the
Government?
Sustainability

16. What are the commitment of the Government of Bangladesh in maintaining the project’s results in the future?

16.1. What are structures,
resources and processes the
Government of Sri Lanka put
in place or will put in place
to ensure that benefits
generated by the project
continue following the end
of project?

What are structures, resources and processes the Government of Sri Lanka put in place
OR will put in place to ensure that benefits generated by the project continue following
the end of project?

KII

KII

Probe:
-

Human resources?
Financial resources?
Structures?
Guidelines/procedures?
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E. List of questions for Focus Group Discussion with IOM - Staff

Key Evaluation Questions/detailed questions

Notes on responses Tools

Relevance

3. To what extent the project’s theory of change is relevant and able to escalate the project’s results from inputs to
activities, from activities to outputs, from outputs to outcomes and to objective?

3.2. Are assumptions still hold true?
How much the ability to achieve
results was affected? And how the
project respond to the changing
assumption?

What were the errors of the biometric solutions identified? How were they been
fixed?

Effectiveness
5.2. What is the satisfaction rate of
different stakeholders on the
project’s resuls?

FGD

5. To what extent the project outputs and outcomes been achieved in accordance with the project’s plan?
(Show the prior Prepared List all the key results in vertical on a paper, and ask the respondent(s) for their reconfirmation), and this will be used for the below question).

FGD

Given a scale of 1 to 5 (1 means not satisfied, while 5 is the most satisfied), what would be your
satisfaction rating on each result achieved?
And, why do you think that?

5.5. What tools and systems put in
place to monitor the project activity
implementation, and what are the
capacity of staffs in using the tools
and systems?

Please let me know what are your tools and system put in place to track and
monitor the project implementation and result progress
-

Activity monitoring
Result monitoring
Financial and budget monitoring

-

Risk and assumption monitoring

Who use these tools and system? Did the users have enough knowledge how to
use them effectively?

FGD

FGD

55

5.6. Were there adequate data
collected for all the indicators, and
what the quality and reliability of
those data?

What do you think about the quality of the monitoring data that you have?

FGD

Are there any data that you think that are important to measure the project’s
results, but the project could not collect them?

FGD

Why they cannot be collected? What should had been done differently to enable
the collection of those data?

FGD

Effectiveness

6. What are the main factors influencing the achievement of the project’s expected outcomes?

6.1. What are the Internal and
External Enabling factors?

Show the list of key achieved results:

6.2. What are the Internal and
External Disenabling factors?

Showing the RM focusing on the under achieved results/indicators and ask:

Effectiveness

7. To what extent has the project adapted to changing conditions in order to achieve outputs and outcomes?

7.1. How well did the project
respond to the disenabling
factors/conditions?

With reference to Q6.2:

Efficiency and cost effectiveness
8.1. What planned activities were
completed on time, what were not,
and why?

FGD

Please let me know what were the positive factors (internally and externally) that
enable the project to achieve them?
FGD

What were the challenges (internally and externally) that prevent the project from
achieving its targeted results?

FGD

How did the project respond to those challenges?
What were the key results of or reactions to the responses?
8. Were the project activities undertaken on time?
(Show the Workplan from the Project Proposal, page 7)

FGD

Which of these activities were implemented according to the schedule, and which
are NOT?
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(Pick up all planned activities that were not implemented as scheduled)

FGD

What were the key reasons that these activities were not implemented as
scheduled?
What were the consequences of not implementing these activities as schedule?
And how did the project respond?

FGD

Connectedness

12. To what extent the project activities are connected to longer-term development concerns?

12.1. Were the project activities
contributing to the elimination of
multiple identities in the passport
issuing process, and possible crossborder security management?

(show the list of all planned activities; and ask for any unplanned activities)

Sustainability

15. Are the project partners adequately capacitated (technically, financially and managerially) for continuing to deliver
the project’s benefits/services?

15.2. What would happen to these
tools and procedures introduced by
the project after the project support
ends?

(Show the list of key results):

FGD

What the project’s activities that are contributing to the elimination of multiple
identities in the passport issuing process, and possible cross-border security
management?
What the project’s activities that are NOT contributing to the elimination of
multiple identities in the passport issuing process, and possible cross-border
security management? If so, what were the reasons to implement these activities?

FGD

FGD

What would happen to these results and products after the project support ends?
For any results/products that will not be used by the Government after the project ends, please ask:

FGD

What are key reasons these products/ results will not be continued/used by the
government after the project ends?
What should be done differently to ensure the continuity of this product/result by
the Government?

FGD
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Sustainability

16. What are the commitment of the Government of Bangladesh in maintaining the project’s results in the future?

16.1. What are structures, resources
and processes the Government of Sri
Lanka put in place or will put in place
to ensure that benefits generated by
the project continue following the
end of project?

What are structures, resources and processes the Government of Sri Lanka put in
place OR will put in place to ensure that benefits generated by the project continue
following the end of project?

FGD

Probe:
-

Human resources?
Financial resources?
Structures?
Guidelines/procedures?
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8.6. LIST OF TRAINING AND NUMBER OF PARTICIPANTS
No

Training Topic
Border operation for immigration
officers
Fingerprint Capturing &
Identification

Participants
Immigration senior Managers

3.

Fingerprint Capturing &
identification

4.

New procedures for overseas
missions
Technical training and user
training new passport issuance
process & capturing fingerprints
Queue management system to
streamline passport distribution

1.
2.

5.

6.

7.

Photograph quality enhancement

Date
28-29 Oct
2017
8 Dec 2017

Number of Participants
40 total (40 M)

Management Assistant Service
Staff at DIE

18 Dec 2017

30 total (12 F + 18 M)

All Senior Authorised Officers
and Authorised Officers of DIE
OM division staff – classroom
training and on the job
training completed
18 DIE officials: all data entry
staff & management assistants
including senior managers
involved in the TD issuance
backend.
Selected photo studios Island
wide

11-13 Dec
2018
10 Nov 2017

309 total (69 F + 240 M)

30 Nov 2017

18 total (10 F + 8 M)

Development officers at DIE

23 total (9 F + 14 M)

15 total (14 F + 4 M)

8 Mar 2018
215 total (13 F + 202 M)
9 Mar 2018
20 Mar 2018
Total 650 (124 female; 526 male)

Remarks
1.5 day residential workshop
Post evaluation conducted
Fingerprint Bureau Director attended as
resource person
Question & answer session conducted
Fingerprint Bureau Director attended as
resource person
Question & answer session conducted
Three half-day sessions
Question & answer session conducted
Resource person from the Service
provider conducted training session at DIE
head office.
Resource persons from the Service
provider conducted training session at DIE
head office.

Selected registered studios with frequent
ICAO non-compliance.
Question & answer session conducted
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