
1 
 

 

 

 

 

EVALUATION REPORT 

 

 

Internal ex-post evaluation of the project 

CS.0837 “Development of a National Framework for Durable Solutions in 

Vanuatu” funded by the IOM Development Fund 

 

 

 

 

 

 

October 2018 

 

By Elizabeth Wilkins 

IOM Canberra Project Development Unit  

International Organization for Migration 

 



2 
 

TABLE OF CONTENTS  

1. List of Acronyms 

2. Executive Summary 

2.1 Project description 

2.2 Project objective and deliverables 

2.3 Key findings and conclusions 

3. Context and Purpose of Evaluation 

3.1 Evaluation context 

3.2 Evaluation purpose 

3.3 Evaluation scope 

3.4 Evaluation criteria 

4. Evaluation Methodology 

4.1 Data sources and collection 

4.2 Data analysis  

5. Sampling  

6. Limitations and proposed mitigation strategies 

7. Findings 

7.1 Relevance 

7.2 Effectiveness 

7.3 Efficiency 

7.4 Sustainability 

8. Conclusions and Recommendations 

8.1 Conclusions 

8.2 Recommendations - from lessons learned and best practices 

9. Annexes 

9.1 Evaluation terms of reference 

9.2 Evaluation matrix 

9.3 List of documents reviewed 

9.4 List of persons interviewed or consulted  

9.5 Data collection instruments 

9.6 Theory of change diagram  

 

 

 

 

 

 

 

 

 

 



3 
 

1. List of Acronyms  

 

CCCM – Camp Coordination and Camp Management  

CSO – Civil Society Organization  

DFAT – Department of Foreign Affairs and Trade (Australia) 

GoV – Government of Vanuatu  

IDF – IOM Development Fund  

IDP – Internally Displaced Person 

KII – Key Informant Interviews  

NDMO - National Disaster Management Office 

MCCA - Ministry of Climate Change Adaptation  

PDU – Project Development Unit  

SDGs – Sustainable Development Goals  

SOP – Standard Operating Procedures  

TOR - Terms of Reference  

UNEG – United Nations Evaluation Group  

 

 

 

 

 

 

 

 

 



4 
 

2. Executive Summary 

This report contains the result of the ex-post evaluation of the project “Development of a National 

Framework for Durable Solutions in Vanuatu” funded by the IOM Development Fund. The evaluation 

was carried out as an independent, internal evaluation by the Project Development Unit in IOM 

Canberra.  

2.1 Project description:  

The project had a duration of 9 months (01 November 2016 – 31 July 2017). The project aimed to build 

the capacity of the Government of Vanuatu to manage displacement as a result of sudden- and slow-

onset disasters, seeking to ensure protection-sensitive ‘durable solutions’ for disaster-affected 

populations. The project planned a participatory development of a National Framework for Durable 

Solutions, including a policy document, and related operational tools. Under the leadership of the 

Ministry of Climate Change Adaptation (MCCA) and National Disaster Management Office (NDMO), 

IOM facilitated a consultation process involving government partners, cluster members, humanitarian 

and development partners. The project had the following objective and deliverables: 

 

2.2 Project objective and deliverables:  

 

Objective:  

To contribute to upholding the rights of displaced populations in Vanuatu in the context of natural 

disasters and climate change. 

 

Outcome: 

The GoV responds to displacement in a way that achieves durable solutions and protects the rights of 

those displaced in line with the National Displacement Policy.  

 

Output: 

The GoV has the capacity to manage displacement in the context of natural disasters and climate 

change. 

 

This evaluation involved document review and data collection with relevant stakeholders in Port Vila. 

The evaluation report contains eight sections as follows: 

 

1. Executive summary 

2. List of acronyms 

3. Context and purpose of evaluation 

4. Evaluation framework and methodology 

5. Findings 

6. Conclusions and recommendations 

7. Lessons learned and Best practices 

8. Annexes  

 

2.3 Key findings and conclusions:  

 

Relevance: The proposal is well-designed with a good description of activities and results. The 

expected results are aligned to the national needs and priorities of the Government of Vanuatu. The 

project responds to a critical national gap through the participatory development of first ‘National 
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Policy on Climate Change and Disaster-Induced Displacement’. In terms of the project’s relevance, the 

evaluation had the following key findings:  

o Alignment with national needs and priorities: The project was designed at the request of 

the Government of Vanuatu and implemented by IOM in strong coordination with the 

government. The project had strong links to national priorities and was deliberately linked 

to key national strategic documents. During evaluation interviews, the government 

informed that the project not only aligns with national priorities, but it also supports the 

countries’ commitment towards the Sustainable Development Goals (SDGs).  

o Alignment with the context of Vanuatu: The project is relevant to Vanuatu’s context of 

natural disasters which has historically exposed the population to displacement. During 

field interviews, stakeholders referenced challenges faced during the 2015 category 5 

Tropical Cyclone Pam (TC Pam) and the ongoing relocation of Ambae Island (11,000 

people) triggered by volcanic activity. These and other events have increasingly 

highlighted the need of official guidelines for a coordinated repose to displacement in 

Vanuatu.  

o A response to a national gap: Before the project implementation, there was no policy or 

national action plan specifically relating to the management of displacement. As a result, 

stakeholders highlighted the urgent need and relevance of the project’s ‘National Policy 

on Climate Change and Disaster-Induced Displacement’.  

o A participatory process with challenges: Consultations took place to ensure the 

consideration of needs and interests of a diverse group of stakeholders informed the 

policy. The project was designed to incorporate strong consultation with government, 

cluster members, and humanitarian and development partners. However, community 

consultations were not included at project design, raising important challenges during 

implementation. Although community consultations were further incorporated into the 

project activities during implementation, the lack of allocated resources presented an 

important challenge to conduct the ideal level of community consultations. Additionally, 

stakeholders reported challenges in addressing language needs such as translations from 

English to Bislama, as well as logistical limitations to cover community participation in 

national consultations.  

 

Effectiveness: Overall, the main project partners were satisfied with the implementation of the 

project and with the support provided for the development of Vanuatu’s first displacement policy. 

Stakeholders highly valued the process of project implementation and the resulting policy, however 

informants consistently expressed that operational tools and training are further required to 

operationalize the policy.  Operational tools were part of the design of the project, nevertheless these 

final activities were over ambitiously tied to the adoption of the policy without proper consideration 

of the time required for government’s review process. The policy was officially adopted post-project 

and activities related to support its implementation were not completed. In terms of the project’s 

effectiveness, the evaluation had the following key findings:  

o The key factors identified as contributing factors to the progress of project results 

include:  

▪ Strong government buy-in and ownership of the project. 

▪ Strong coordination between IOM and government partners.   

▪ A participatory process to develop the displacement policy with a whole of 

government approach and inclusive of key humanitarian partners. 
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o The key factors identified as contributing factors for the delay of project results are:  

▪ Lack of policy implementation support tools: SOPs, training & visibility materials. 

▪ Limited M&E and planning thorough the project’s implementation.  

o Limitations with the Theory of Change:  The project results matrix included a clearly 

stated objective, an outcome and an output. The project output was overambitious and 

lacked clarity in terms of the project’s specific contribution, taking into consideration the 

resources provided by the project.  

o Use of the project products (policy): The MCCA and NDMO informed at the time the 

evaluation took place, that the use of the National Displacement Policy is limited 

considering it was only recently adopted and launched post-project.  

 

Efficiency: The project had highly qualified experts and technical inputs to deliver results. During 

implementation, the project made use of strategic partnerships, adding value to available resources. 

The project complemented the existing government initiatives and builds on previous projects 

implemented by IOM in Vanuatu and in the Pacific region. However, the project did not deliver all 

planned activities within the project timeline and budget. In terms of the project’s efficiency, the 

evaluation had the following key findings:  

o Project deliverables (time and budget): A review of the implementation timeline showed 

that the project started later than planned and therefore activities related to the draft of 

the policy were also delayed. A project lead role was not identified timely, delaying 

implementation decisions such as the hiring of the Consultant. The planned SOPs, 

trainings and visibility activities were not delivered during the project’s life. The project 

planned for 9 months to draft a policy document and obtain the official adoption, followed 

by final project activities such as trainings. However, the project did not take into account 

that the adoption of the policy was a result out of the project’s control and therefore 

delivery of final activities was compromised from design stage.  Consequently, the 

government requested IOM to postpone the implementation of final activities, as the 

consideration of a 9-month period is not in line with the due government process to adopt 

official policies. Despite efforts to revise and replace the final activities during the last 

month of project implementation, activities not implemented resulted in a total of USD 

9,742 unutilised.  

o Technical experts and inputs: Informants provided positive feedback in regard to the 

technical input received from IOM staff and the project’s Consultant during the project 

implementation. Resources covered costs for a consultant and partial staff costs for a 

Project Coordinator. The project made use of partnerships to establish a secondment and 

other funding sources in the mission also supported to finance the staff costs required to 

implement the project. Informants provided positive feedback of IOM during the project 

implementation, however some stakeholders expressed frustration with IOM staff 

turnover soon after the project ended, which has affected IOM’s relationship with current 

and potential partners in the country.  

o Use of related technical tools: The project conducted a thorough review of relevant 

national legislations and policies to determine existing protections and to inform the new 

policy.  The project complemented the existing government initiatives and builds on 

previous projects implemented by IOM in Vanuatu and in the Pacific region and related to 

displacement.  
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Sustainability: The project’s policy has been officially adopted and launched on September 2018. The 

government has appointed a lead Ministry and has incorporated other ministries and departments to 

directly support the implementation of the policy. The project has contributed to the knowledge of 

project partners to manage displacement, however additional support is required to implement the 

policy and obtain the intended project results. In terms of the project’s sustainability, the evaluation 

had the following key findings:  

o Policy adopted, launched and Ministry lead appointed: Although there are limited 

resources in the government to implement the displacement policy, there is strong 

support and priority focus for its implementation. The policy delivered by the project 

was officially adopted and launched September 2018. A key government response 

towards the implementation of the policy was the appointment of the Ministry of 

Climate Change (MOCC) as the lead ministry. This action also follows the project’s 

recommendations for policy implementation.  

o A need for improved information sharing process and coordination mechanism: 

CSOs, Faith Based groups, I/NGOs and UN agencies, were participants in the 

consultation process to draft the policy, however at the time of the evaluation, 

informants were not aware of the status of the project or the policy draft. Although 

at this stage, the policy has been launched, a stronger coordination mechanism must 

be in place for a successful implementation of the policy.  

o A need to include other stakeholders (e.g. private sector, education, researchers): 

Engagement with private sector, education institutions and researchers was limited 

during the project implementation. Engaging wider stakeholders is important as they 

also play a role in responding to displacement – sometimes through informal 

mechanisms.  

o Limitations to implement the policy: 

▪ Lack of tools for implementation such as SOPs and operational materials 

translated to Bislama.  

▪ Lack of training for government officials in terms of policy implementation. 

▪ Lack of visibility materials to inform communities of displacement 

management in line with the policy.  

o Plans to use of project tools (policy): 

▪ The Government of Vanuatu reported that the Ministry of Internal Affairs 

will be involved in implementation of the policy, with the MOCC 

maintaining leadership. 

▪ IOM, in consultation with government stakeholders, has developed a 

proposal which has now been approved to be funded by the IOM 

Development Fund to cover the project’s second phase.  

o Policy strategic plans and recommendations: It is expected that the knowledge 

obtained through the project will be continued and will influence the 

implementation of the policy, related tools and mainstreamed to other 

government official documents. The project has little control over the utilization 

of the policy, however government stakeholders reported the policy is a national 

priority and the government is committed to refer to it.  
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3. Context and Purpose of Evaluation  
 

3.1 Evaluation context:  

 

Vanuatu is extremely vulnerable to natural hazards which place its population at risk of displacement. 

In 2015, Cyclone Pam affected Vanuatu and nearly 25 per cent of the population was displaced. 

Sudden and slow-onset disasters are increasing features of life in the Pacific Island nation. In the last 

two months alone, 11,000 people have been displaced from Ambae island due to an eruption of its 

Manaro volcano, triggering a whole-of-government response to meet their needs and the needs of 

the neighbouring island communities now supporting them. 

 

As the IASC Framework on Durable Solutions for Internally Displaced Persons indicates, the sustainable 

resolution of displacement is a long-term process requiring close cooperation between governments 

and a range of development and humanitarian actors, supporting the solutions IDPs themselves take 

the lead in crafting. Although Vanuatu has established government ministries and departments to 

respond to displacement, a national policy framework to guide the resolution of displacement, has 

not been available.  

 

To address this essential need, the project under evaluation used IOM’s recently adopted framework 

on durable solutions, the Progressive Resolution of Displacement Situations (PRDS) 2016 as a guide to 

support the development of Vanuatu “National Policy on Climate Change and Disaster-Induced 

Displacement.” Under the leadership of Vanuatu National Disaster Management Office (NDMO) and 

the Ministry of Climate Change Adaptation (MCCA), IOM recruited a Consultant to facilitate and advise 

the draft of the policy, established a project steering committee and conducted a policy review and 

gaps analysis for displacement management in Vanuatu. In addition, the project conducted 

stakeholder and community consultations seeking to achieve a participatory process.  

 

The theory of change of the project stipulated that if the Government of Vanuatu has increased 

capacity [through a national displacement policy and operating tools] to manage displacement in the 

context of natural disasters and climate change, it will respond to displacement in a way that achieves 

durable solutions and protects the rights of those displaced, and in line with such national 

displacement policy.  

 

The ex-post evaluation of the project covers the full project period from (01 November 2016 – 31 July 

2017). The main purpose of this evaluation is to assess the relevance, effectiveness, efficiency, impact 

and sustainability of the project and to document key lessons learned and best practices. The 

evaluation will provide a review of the overall project implementation to inform similar interventions. 

More details are provided in the Evaluation Terms of Reference (TOR) (Annex 8.1). 

 

3.2 Evaluation purpose 

 

This evaluation is intended for use of IOM Vanuatu, IDF and several stakeholders including IOM 

Canberra Project Development Unit and the Asia Pacific Regional Office. The evaluation will provide 

findings in relation to the expected project results, conclusions, recommendations and lessons learned 

and best practices for future project implementation.  
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3.3 Evaluation scope 

 

The evaluation includes a review of the achievement of the project output and outcome, the use of 

resources and technical inputs and project’s implementation best practices and lessons learned. 

Document review and two rounds of data collection interviews with key partners informed the 

evaluation. However, this evaluation did not assess the project’s impact, considering the national 

displacement policy has only recently been adopted and launched on September 27, 2018.  

Consequently, some deliverables were not completed, making it too early at this stage to measure the 

impact of the project.,   

 

3.4 Evaluation criteria  

 

The evaluation covers the criteria and questions to determine two specific objectives, 1) To review the 

relevance, effectiveness, efficiency and sustainability of the project results, paying attention to the 

achievements against the intended objective; and 2) To identify conclusions and recommendations 

while documenting key lessons learned best practices to inform future interventions. A list of 

evaluation questions can be found in the Evaluation TOR (Annex 8.1) and the Evaluation Matrix (Annex 

8.2). 

 

4. Evaluation Framework and Methodology  
  

4.1 Data sources and collection 

 

The evaluation was conducted with the data collection methods of 1) desk review of available project 

documents (see Annex 8.4 for a list of documents reviewed) and 2) semi-structured key informant 

interviews (KII) with project stakeholders (see Annex 8.5 for a list of stakeholders interviewed). A final 

debriefs session and discussion with IOM staff took place for a participatory identification of lessons 

learned and best practices.  

 

 

4.2 Data analysis  

 

Data collection and analysis was guided by the Evaluation Matrix (see Annex 8.2 for evaluation matrix) 

and the review was conducted on qualitative data collected through the semi-structured interviews 

(see Annex 8.4 for data collection tools). A triangulation of the data provided was applied to consider 

the assessment was reliable and objective, the recommendations were realistic, and all information 

followed the IOM Data Protection Principles and UNEG norms and standards.  

 

5. Sampling:  
 

The evaluation conducted a revision of project documents and relevant background information (see 

Annex 10.3 List of documents reviewed). In addition to document review, KII participants were 

identified in coordination with IOM Vanuatu and IOM Canberra. Participants were representatives 

from government, CSOs and NGOs, and IOM as illustrated in the following table: 
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Table 1: Sampling Information 

 

 

Respondents Sample size Notes 

Female Male Sub-
total  

National government 
representatives in Port Vila 

1 5 6 NDMO, 
MCCA, 
Ministry of 
Health, Prime 
Minister’s 
Office 

CSO and NGO representatives 
involved in the project 
consultation process 

1 2 3 OXFAM, CARE 
and Vanuatu 
Council of 
Churches 

IOM representatives 3 3 6 IOM Port Vila 
and IOM 
Canberra 
(coordinating 
functions for 
the Pacific) 

Total  5 10 15  
 

 

 

The information was collected through semi-structured interviews using the evaluation questions 

detailed in Annex 10.5 ‘Data collection instruments’. During the inception stage, a list of KII 

participants was developed and interviews were organised by IOM Vanuatu and IOM Canberra. An 

initial round of interviews took place in Port Vila and total of 6 participants were available for 

interviews during field visits. A second round of interviews was conducted remotely to obtain a 

stronger sample and 7 additional participants were interviewed in Canberra or remotely in the Pacific.  

 

6. Limitations and proposed mitigation strategies 
 

Limitations and challenges that came across during the evaluation are described in the table below, 

along with the response mitigation strategies:  

 

Table 2: Limitations and Mitigation Strategies 

 

Limitations Description  Mitigation Strategy 
 

1. Turn-over of 
IOM project 
staff  

During the evaluation, IOM Vanuatu 
Chief of Mission and the Project 
Manager were no longer working for 
IOM. Two staff members remained at 
IOM Vanuatu, however they had not 
been involved in the project 
implementation.  

The project Consultant was accessible to 
support the evaluation and provided key 
information on project partners and 
stakeholders, along with reports and 
other project documentation.  Staff 
members in IOM Vanuatu were able to 
support organising interviews. IOM 
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Canberra Resource Management staff was 
also key to inform project developments, 
as they provided support to IOM Vanuatu 
during the project implementation.  

2. Limited 
availability of 
stakeholders 
during field 
visit  

Several staff changes had occurred in 
different government departments, as 
well as seconded staff relocations and 
assignments out of Port Vila for the 
Ambae volcano-related evacuations. 

A second round of interviews was 
conducted remotely (via Skype) with KIIs 
located out of Port Vila. New staff joined 
IOM Vanuatu and were able to support 
the discussions with key stakeholders. 
However, this extended the time of the 
evaluation.   

3. Timing of the 
evaluation  

The evaluation started 12 months after 
the project ended. At this stage, some 
stakeholders were not up to date with 
the project.  
 
 

During the interviews a detailed overview 
of the project was provided to each 
participant.  

4. The project 
output was not 
specific, 
making it 
challenging to 
evaluate 

Project outputs should be results that 
the project can control. As such, the 
output was not specific enough in terms 
of the expected contribution to the 
capacity of the GoV to manage 
displacement.  

In coordination with IOM Canberra Project 
Development Officer (PDO), the output 
was revised to conduct the evaluation 
based on a specific result.    

 

7. Findings  

 
Findings were assessed by evaluation criteria on a scale from 1 to 5, each rating meaning the following: 

 

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 requirements 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 

 

Overall, this evaluation found the project to be relevant, with satisfactory evidence of effectiveness, 

efficiency and sustainability. The findings reflect a strong coordination with government partners and 

exhibit ownership of the project results from the government. The project contributed satisfactory to 

the needs of a national displacement policy, however there are further actions required for the 

achievement of expected results.  
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7.1 Relevance  

 

Relevance concerns the extent to which the project remains valid and pertinent. This section addresses 

the following evaluation questions: 

• To what extend did the project aligned with national/global priorities, strategies and needs? 

• How adequate the consideration of the Human Rights and gender equality were made during 

the project design and implementation? 

• What are lessons learned and best practices that can be drawn on the project’s relevance? 

 

The project’s relevance was assessed as “Very good, 4/5 scale” as there is evidence of good 

contribution but with some areas for improvement remaining. The project was consistently reported 

by stakeholders as valid and pertinent as it responds to a gap in national policy specifically directed at 

managing displacement. The policy document produced by the project was reviewed and submitted 

by the Project Steering Committee during the project cycle and has been recently adopted by the 

government as the official National Policy on Climate Change and Disaster-Induced Displacement. The 

project remains valid and pertinent, aligning with global strategies and national priorities. Although 

having to overcome challenges during the implementation, the project has managed to incorporate 

an adequate consideration of the human rights, gender equality and disability needs. This was 

achieved by ensuring consultations with government, partners, displaced populations and host 

communities were carried out and information gathered fed into the development of the policy.  

 

1. To what extend did the project aligned with national/global priorities, strategies and needs? 

 

Finding:  
The project generated a policy document which responds to a critical national policy gap and 
supports the resolution of displacement and achievement of durable solutions. The project is 
relevant to national priorities and generated knowledge and recommendations for an effective 
whole-of-government and relevant partners coordination.  The project aligns with global and 
regional strategies and incorporates international tools related to displacement response.  

 

 

➢ Alignment with national needs and priorities: 

The project was implemented at the request of the 

Government of Vanuatu and in coordination with 

the government ministries and departments that 

oversee displacement in the context of slow and 

sudden-onset disasters. The project has strong links 

to national priorities and was deliberately linked to 

key national strategic documents such as the 2016-

2030 Disaster Risk Reduction and Climate Change 

Adaptation policy, the NDMO Strategy 2016-2020, 

the MCAA National Policy 2015-2030 and the Environment and Disaster Action Plan. During evaluation 

interviews, the government informed that the project not only aligns with national priorities, but it 

also supports the countries’ commitment towards the SDGs as a displacement policy is one of the 

priorities set out in Vanuatu National Sustainable Development Plan 2016 to 2030. 
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Vanuatu is highly vulnerable to natural disasters and therefore prone to face displacement challenges. 

During field interviews, stakeholders referenced challenges faced during the 2015 category 5 Tropical 

Cyclone Pam (TC Pam) which displaced over 15,000 people and left many in temporary shelters for a 

prolonged period. The government is also currently managing the relocation of the entire population 

of Ambae Island (11,000 people), after being affected by volcanic activity. Before project 

implementation, there was no policy or national action plan specifically relating to the management 

of displacement. As a result, stakeholders highlighted the need and relevance of the project’s ‘National 

Policy on Climate Change and Disaster-Induced Displacement’. Vanuatu has existing national 

legislation and policies that are relevant to displacement and the project conducted a thorough review 

of national legislation and policies to determine existing protections, limitations and gaps to inform 

the drafting of the policy.  

➢ Alignment with IOM national, regional and/or global strategies: 

The evaluation found that the project directly links at least to the Migration Governance Framework 

(MiGOF) Principle 2: Migration and related policies are best formulated using evidence and whole-of 

government approach; Objective 2: Supporting good migration governance and effective responses 

during displacement in the context of sudden emergencies and Objective 3: by managing 

displacement in a safe, orderly and dignified manner in the context of slow-onset scenarios. The 

project contributes to a number SDGs primarily related to migration in Target 10.7: by facilitating 

orderly, safe, regular and responsible migration to reduce inequalities within and among countries 

and Target 13.2: Integrating climate change measures into a national policy to prevent forced 

migration resulting from environmental factors and provide assistance to displaced populations. 

The project aligns with the IOM Pacific Strategy 2017-2020 Strategic priority 2: Displaced persons and 

affected communities in the Pacific are protected from and resilient to the impact of natural disasters 

and climate change. This project is also related and builds on previous projects implemented by IOM 

in Vanuatu and the Pacific region, supporting partners to address displacement-related challenges. 

2. How adequate the consideration of the human rights and gender equality were made during 

the project design and implementation? 

 

 Finding:  
The project had a strong consultation component with government, non-government organizations 
and humanitarian partners during implementation. However, direct consultation with displaced 
population and host communities was limited during the project design, thus generating challenges 
at implementation stage.  
 

 

➢ Adequate consideration of the needs and interests (human rights and gender equality) of a 

diverse group of stakeholders:  

The project incorporated extensive consultation with government partners, cluster members, 

humanitarian and development partners and civil society organizations which were led by the National 

Disaster Management Office (NDMO) with the support of IOM. Consultations took place in the form 

of workshops, as well national and bilateral meetings. During project implementation, government 

consultations were carried out with national and provincial government, non-government 

organizations, humanitarian coordination groups and religious community organizations for the 
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development of the policy. This diverse consideration of government and non-government 

stakeholders informed the draft of the policy.  

During project implementation phase, a stakeholder analysis placed displaced communities (at risk of 

displacement and internal migration) and host communities as the centre of the stakeholder map. 

This mapping exercise and the project implementation plans highlighted a need for stronger emphasis 

on community consultations. The project was designed to facilitate government and non-government 

consultations where communities, including a strong consideration of gender and vulnerable groups, 

were represented.  However, direct community consultations were not included at project design, and 

therefore were limited during implementation. 

Although community consultations were further incorporated into the project activities during 

implementation, the lack of allocated resources from an initial stage presented an important challenge 

to conduct the ideal level of community consultations. Stakeholders reported challenges in addressing 

language needs such as translations from English to Bislama, as well as covering transportation and 

logistical costs to cover more communities.   

The project established a Steering Committee to have oversight of the policy draft. It included a wide 

range of government ministries and departments across land rights, women affairs, community 

services and education, among others. It was composed of national and local authorities, 

humanitarian stakeholders and non-government organizations. The policy document produced by the 

project strongly incorporates human rights and gender equality, reflecting in its content the links 

between displacement and protection of human rights.  Consultations carried out during project 

implementation, for stakeholders and communities, incorporated an appropriate balance in gender 

participation which can be seen in the following graph: 

 

Graph 1: Gender Participation 
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7.2 Effectiveness  

 

Effectiveness concerns the extent to which the project produced the desired results. This section 

addresses the following evaluation questions: 

• Did the project achieve the outputs, outcome and objective results delineated in the project 

proposal? 

• What are the external and internal factors that contributed to progress or delay in the 

achievement of the output, outcome and objective results? 

• What are lessons learned and best practices that can be drawn on the project’s effectiveness? 

 

The project’s effectiveness was assessed as “Good, 3/5 scale” considering the planned output was 

partially achieved through the development of the first-ever national displacement policy. Delivering 

the draft policy was an excellent achievement of the project, however not all planned activities were 

completed, thus impacting the project’s full achievement of results.   

 

1. Did the project achieve the output, outcome and objective results delineated in the project 

proposal?  

 

Finding:  
The Government of Vanuatu has access to a Displacement Policy and has adopted the policy post-
project as its official document to manage displacement. However, activities related to visibility, 
training and operational tools on the policy were not completed resulting in a partial achievement.  
 

 

The project results matrix included a clearly stated objective, as well as an outcome and an output.  

The project output lacked clarity in terms of the specific contribution of the project towards the 

government’s capacity to manage displacement. The project’s results matrix included the following 

objective, outcome and output: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Objective:  

To contribute to upholding the rights 

of displaced populations in Vanuatu 

in the context of natural disasters 

and climate change 

Outcome: 

The Government of Vanuatu 

responds to displacement in the 

context of natural disasters in a way 

that achieves durable solutions and 

protects the rights of those 

displaced, in line with the National 

Displacement Policy. 
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Although the logical link between the output and the outcome lacks clarity, the outcome is a clear 

intended change in institutional performance which directly links to the objective. After discussion 

with IOM Canberra PDO and an assessment of the intended results under the project, it was 

determined that the output intended specifically to contribute as follows:  

 

Output 

The GoV has the capacity to manage displacement in the context of natural disasters and climate 

change through the development of a draft National Displacement Policy Framework and related 

operational tools.  

 

The first part of the output describes the availability of a policy document - this includes the project 

activities on policy review, coordination meetings, consultations and hiring the consultant to draft the 

policy. The second part of the output describes the new skills that need to obtain by government staff 

to implement the policy - this includes, training and SOPs planned by the project. This evaluation found 

that the second part of the output relating to the operational tools were not achievable with the 

resources provided by the project, as they required an approved draft or final policy document to 

continue to the development of SOPs and to conduct training. The approval of the policy within 9 

months was overambitious considering the usual government process to adopt policy documents.  

 

Overall, the main government partners were satisfied with the implementation of the project and with 

the support provided for the development of Vanuatu’s first displacement policy. The project’s 

government partners also highlighted that strong collaboration between government and IOM, 

coupled by a strong government and non-government stakeholder consultative process, was key to 

the implementation of the project. The displacement policy was successfully drafted during the 

project cycle as planned, and the consultation process to inform the draft was extended to cover more 

community consultations than what originally designed in the project proposal. KII participants valued 

the highly participatory and consultative process in which the policy was drafted, however informants 

highlighted that community consultations were limited and there should have been more emphasis 

on community participation.  

 

Activities related to visibility, training and operational tools were not completed during the project life 

considering the draft policy was not adopted during this time. Although the policy was adopted post-

project, during the evaluation non-government informants and communities were not aware of the 

status of the policy, however informants acknowledged the importance of a national displacement 

policy and recommended the implementation tools to be further developed. Government informants 

reported there is limited capacity in the government to implement the policy without further training 

Output: 

The Government of Vanuatu has the 

capacity to manage displacement in 

the context of natural disasters and 

climate change.   
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and operational tools. The following table describe the evaluation findings on the indicators related 

to the project’s output:  

Table 3: Project Output Findings 

 

Output indicator Findings 

 

Policy review conducted on 

displacement including 

land, rights, emergency 

management 

The policy review (gaps analysis) was successfully completed based on 

the ‘IOM Durable Solutions for Disaster-Induced Displacement Readiness 

Assessment Tool.’ The review determined existing protections and gaps 

in national policies concerning displacement, migration, disaster risk 

reduction and climate change adaptation, and informed the draft of the 

national displacement policy. The gaps analysis was useful as it provided 

key recommendations integrated to the policy and contributes to the 

governments capacity to manage displacement.   

Draft Policy Framework is 

developed and submitted 

for adoption 

The draft National Policy on Climate Change and Disaster-Induced 

Displacement was completed through a participatory government-led 

process with the support of IOM. The government appreciated IOM’s 

technical support and informed IOM staff worked in close coordination 

with the NDMO, MCCA and relevant government ministries and 

departments. The project hired a highly qualified consultant to draft the 

policy, and the government was satisfied with the technical support. 

During the project cycle, consultations were conducted with key 

stakeholders to develop the policy and feedback from stakeholders was 

incorporated into the policy. The project steering committee was 

satisfied with the draft submitted and a final version with minor changes 

was endorsed and presented for adoption. Government informants 

reported the policy contributes to better manage displacement and has 

been received positively by authorities.   

Draft SOPs are developed 

and submitted for 

adoption by relevant 

ministries 

The project planned to develop SOPs to operationalise the policy, 

however this activity was deferred at the request of the government until 

the policy was official.  

Number of staff of 

relevant line ministries 

trained on the Draft 

National Displacement 

Policy and SOPs 

(disaggregated by sex)./ 

Percentage increase in the 

knowledge of staff in key 

line ministries on Draft 

National Displacement 

Policy and SOPs (pre- and 

post-training test) 

The project was also designed to conduct training on implementation of 

the policy for staff in the relevant ministries, however this activity was 

not completed for the same reason above mentioned. The government 

has requested IOM’s support for training to operationalize the policy and 

non-government informants expressed interest in participating in the 

policy training to extend its use to all actors involved in displacement 

response.  
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In terms of the achievement of the outcome results delineated in the project proposal, the MCCA and 

NDMO informed that the use of the National Displacement Policy is limited considering it was only 

recently adopted and launched. As reported by stakeholders interviewed, the project influenced the 

following government responses post-project:  

a. Increased consultation with broader government ministries and community organizations in 

relation to displacement management.  

b. Gender and age-disaggregated data was made a priority by the government during a recent 

mass evacuation.  

c. Government informants reported increased awareness of vulnerabilities for women and girls 

displaced, particularly pregnant women and new born children.  

d. The government reported increased awareness that women play a strong role in evacuation 

centres during disasters. Women were identified as taking the lead in registration and helping 

with food distribution, which raised the importance of getting women’s voice in the discussion 

to achieve durable solutions.  

e. NDMO has started using IDPs registration and has requested IOM for further assistance in 

response to the draft policy recommendations on displacement tracking. 

 

Overall the displacement policy and the consultation process conducted through the project were 

reported as a significant factor contributing to the way the government responds to displacement. 

However, although there is a strong indication of support for the displacement policy, assessing its full 

impact is still at an early stage, particularly considering the policy has only been recently adopted and 

launched on September 27, 2018.  

 

2. What are the external and internal factors that contributed to progress or delay in the 

achievement of the output, outcome and objective results? 

 

Finding:  
Factors that contributed to the progress of results include government’s ownership of the project 

results, strong coordination between IOM and NDMO/MCCA, and a highly consultative process with 

government and non-government stakeholders. Factors that contributed to the delay in the 

achievement of the project results include lack of policy implementation support tools (SOPs, 

training & visibility materials) and limited M&E and risk management plans.  

 

 

The following table details factors reported during KIIs which contributed to the progress of project 

results: 

 

Table 4: Key Contributing Factor for Project Progress 

 

Government’s strong ownership of 

the project  

The government displayed active involvement in the 

coordination of the project activities and consider the project 

as government-led with IOM’s technical support. This is 

particularly key as the main project deliverable was a 

national policy document. The strong ownership was also a 

result of the establishment of a Project Steering Committee. 
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Strong coordination between IOM 

and NDMO/MCCA 

Government counterparts in MOCC and NDMO were 

satisfied with the project and indicated that the close 

working relationship with IOM was a key contributing factor 

for the results achieved. The NDMO and IOM conducted 

together community consultations in two provinces and 

organised national consultations. The government informed 

the support was key particularly for NDMO as the limited 

staff resources were complemented by IOM’s technical 

support.  

A highly consultative process with 

government and non-government 

stakeholders 

The national and bilateral consultations that took place, 

informed the draft of the policy. Incorporating feedback from 

key government and non-government stakeholders.  

 

The following table details factors reported during KIIs which contributed to the delay of project 

results: 

 

Table 5: Key Contributing Factor for Project Progress 

 

Lack of policy implementation 

support tools 

The policy responds to an identified need, however not 

delivering the final activities affected the results.  

Limited M&E and risk management 

plans. 

Although there were limitations at design stage, a M&E plan 

could have supported the identification of unrealistic goals 

setup by the project. A risk plan could have assessed actions 

to take, for example, when the policy was not adopted.  

 

 

7.3 Efficiency 

 

Efficiency concerns how well resources (funds, expertise, time, etc.) are used to undertake activities 

and converted to results. This section addresses the following evaluation questions: 

• Were the project activities undertaken and delivered on time and within budget? 

• To what degree are inputs particularly technical experts, provided or available in time to 

implement activities? 

• What are the lessons learned and best practices that can be drawn on the project’s 

efficiency? 

•  

The projects efficiency was assessed as “Good, 3/5 scale” considering the ability to use technical and 

financial resources. Good evidence of the project’s use of resources was found by the evaluation, 

however, requirements for continued improvement were found in regard to alternative plans to 

implement activities. 

 

Were the project activities undertaken and delivered on time and within budget? 
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Finding: Activities related to the development of the draft displacement policy were undertaken 
and delivered on time and within budget (8 of 10 activities). However, activities related to the 
visibility and operational tools (2 of 10 activities) were not delivered and affected the projects 
ability to fully produce the expected results.  

 

The project recruited the consultant to conduct desk research for gaps analysis, draft the displacement 

policy framework, draft SOPs and delivery of training on the policy for key national partners. The 

recruitment of the technical expert took places later than planned, and therefore the deliverables 

were also completed with a slight delay. The national consultations were conducted within budget 

and on time to inform the draft of the displacement policy. However more resources (time and 

funding) needed to be channelled towards community consultation to ensure a strong participatory 

process informed by displaced people and host communities.  

The adoption of the policy did not take place during the project timeframe, which affected the 

implementation of final activities. In coordination with IDF, some activities were revised and replaced 

during the last month of the project timeframe, however a total of USD 9,742 funding was not utilised. 

The following is an overview of the activities which were not delivered and the level of impact for the 

expected results: 

Table 6: Analysis of Impact on Activities not delivered 

 

Activity Level of impact  

Hold one training on the National 
Displacement Policy and SOPs  
 

High – This affects the output expected as it directly relates 
to the governments capacity to manage displacement. It also 
affects the outcome expected as it relates to the 
government’s skills, knowledge and tools to apply the 
National Displacement Policy in the response to 
displacement. Most of unutilised resources belong to this 
activity.  

Dissemination of final draft of 
policy & soft launch  

Medium – This affects the visibility of the project and policy; 
however, it does not affect directly project results.  The 
official launch of the policy took place post-project on 
September 27, 2018 with IOM Canberra support funding 
support.  

 

1. To what degree are inputs particularly technical experts, provided or available in time to 

implement activities? 

Finding:  
Overall the project stakeholders were satisfied with the technical support provided by the project 
in time to implement activities. The project made use of partnerships to deliver the project with 
the right technical experts and incorporate inputs from a number of stakeholders. However, the 
project could have had a better assessment if a systematic monitoring process was used to revise 
the project accordingly. Additionally, the assessment also considers that IOM technical experts 
were not available soon after the project ended. Finally, the project had a change in Project 
Manager four months before project end which raises a concern for the project management.  
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Informants provided positive feedback about the timely technical input received from IOM staff and 

the project’s consultant during the project implementation. A highly qualified international consultant 

was hired for the project and the government reported excellent coordination with government staff 

during the project implementation. IOM staff was also reported as highly qualified and supported the 

government adequately with expertise in the displacement response. However, the resources 

allocated for staff were not equivalent to the level of technical expertise required to implement the 

project. The project made use of partnerships and the rightly qualified staff to manage the project was 

supported by a secondment from NORCAP and other funding sources in the mission. 

The project conducted consultations with government, UN counterparts, I/NGOs and humanitarian 

actors. Information was obtained through strong consultation processes to obtain input for the 

development of the policy. The consultations were carried out in time to inform the draft of the policy, 

however non-government partners expressed frustration with IOM staff turnover and absence in-

country soon after the project ended.   Government informants also highlighted IOM’s support was 

required during displacement responses which would have been benefitted from IOM technical inputs 

given the involvement in the policy draft, but staff left the country and the specific technical expertise 

on displacement was no longer available from IOM.  

This evaluation did not find evidence of periodical internal reporting and monitoring tracking tools. 

The effects of the lack of monitoring are reflected in the fact that not all activities were implemented 

on time and there was no proposal to make alternative changes to deliver results.  A proposal to revise 

final activities was only coordinated during the last month of the project implementation, however 

there was not sufficient time at this stage for meaningful change. Additionally, four months before 

project end, the project had a change in Project Manager. The evaluation found that a lack of clear 

definition of project management responsibilities within IOM affected the overall implementation.  

7.4 Sustainability 
 

Sustainability concerns the durability of the project’s results or the continuation of the project’s 

benefits once external support ceases. This section addresses the following evaluation questions: 

• Are structures, resources and processes in place to ensure that benefits generated by the 

project continue following the end of the project? 

• What are the plans that the partners have to make use of the project outputs and to what 

extent are the project’s benefits likely to continue after external support is no longer available? 

 

The projects sustainability was assessed as “Good, 3.5/5 scale” as the evaluation found that the policy 

is a priority for the project partners and efforts are taking place to continue the project results to the 

next level.  However more support required towards increasing the capacity of government partners 

to implement the national displacement policy.  

 

1. Are structures, resources and processes in place to ensure that benefits generated by the 

project continue following the end of the project? 

 

Finding:  
A key indicator of continuation of the project benefits is the adoption and official launch of the 
draft national displacement policy generated by the project. The government has appointed a 
Ministry lead and support departments for the implementation of the policy. However, there are 
some areas which represent a limitation to the continuation of project benefits.  
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➢ Policy adopted, launched & Ministry lead appointed: 

 

In August 2018, the Cabinet of Ministers in Vanuatu officially adopted the national displacement policy 

and a launch event with stakeholders was conducted in September 2018. The government has also 

identified steps going forward for the Ministry of Climate Change to be the lead on the displacement 

policy with a strong involvement from the Ministry of Internal Affairs and the NDMO. The government 

has also identified key missing actions such as getting provincial level government on board with the 

implementation of the displacement policy. This will represent a challenge due to limited financial and 

human resources to roll out trainings and disseminate information to provincial government. The 

government expressed a need for further support to share the policy with provincial government in a 

way that is accessible for all users - for example through SOPs, brochures and pocket guidelines 

translated to Bislama.  

 

KII consistently reported that the drafting of the policy document was successful as an initial action to 

support the government to respond to displacement. In order to achieve impact there is further 

capacity building required, specifically on the implementation of the policy. Nonetheless there is 

strong enthusiasm and support for its implementation and it has been referenced by high level 

government officials in events and meetings.   

➢ A need for improved information sharing process and coordination mechanism:  

 

The project consultations were strong in participation of several government ministries and 

departments covering cross-cutting issues of displacement.  The process also involved key 

humanitarian stakeholders involved in displacement response in Vanuatu. Although the participatory 

approach during the consolation process was appreciated by stakeholders, at the time of the 

evaluation reported not being aware of the status of the project or the policy draft, as IOM had not 

informed them of developments. At present, the policy has been officially launched and shared with 

all partners, however a stronger information sharing mechanism must be in place for a successful 

implementation of the policy with support from stakeholders.   

 

➢ A need to include other stakeholders (private sector, education, researchers):  

 

Engagement with private sector, education institutions and researchers were limited. Engaging wider 

stakeholders is important as they also play a role in responding to displacement – sometimes through 

informal mechanisms. KIIs informed that, for example, private sector provides support in the response 

to support displaced populations. However, it is important to follow guidelines such as appropriate 

provision of land either permanent or temporary, to ensure the protection of vulnerable communities. 

The policy provides such recommendations but informing and working with a wider range of 

stakeholders, will support the response to displacement in line with the policy.  

 

➢ Limitations to implement the policy: 

 

The evaluation gathered key areas which limit the implementation of the policy as it currently stands. 

The first is the lack of tools for implementation such as SOPs and materials including translations to 

Bislama. Second, the lack of training for government officials in terms of use of the policy. This applies 

not just to national government but also at provincial level and other key actors. Finally, the 

government reported it is important to plan for visibility materials to inform communities of 
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displacement management in line with the policy. Although these have been identified as key areas 

to support the use of the policy, the government has also expressed limited resources to implement 

without further external assistance.   

 

2. What are the plans that the partners have to make use of the project outputs and to what 

extent are the project’s benefits likely to continue after external support is no longer 

available? 

 

 

Finding:  
Although there are limited resources in the government to implement the policy, there is strong 
support and priority for the implementation. However, the plans going forward require further 
external support.  
 

 

➢ Plans to use of project tools (policy): 

The acting Prime Minister and Minister of Climate Change, during the launch event expressed the 

displacement policy is a “national roadmap towards mitigating challenges that have and will arise, but 

with strategic focus and clear plans.” The project has contributed to equip the government with a tool 

to prepare, plan, and respond to the short term and longer term needs of displacement. Since Vanuatu 

is extremely prone to natural disasters and consequently to face displacement, the policy is a priority 

for the government, and as such has sought support from IOM to continue strengthening their 

capacity to respond to displacement in line with the policy.  

The newly approved IDF project was designed with activities that will produce the following result: 

“The GoV better responds to and addresses displacement through progressing towards the 

implementation of the Displacement Policy.” 

 

➢ Policy strategic plans/recommendations:  

It is expected that the knowledge obtained through the project will be continued and will influence 

the implementation of the policy, related tools and mainstreaming to other government 

policies/strategies. The project has little control over the utilization of the policy, however 

government stakeholders reported the policy is a national priority and the government will continue 

to refer to it.  

 

8. Conclusions and Recommendations  
 

8.1 Conclusions  

 

1. Vanuatu is a high disaster risk Pacific Island nation, and as such, its population is highly 

vulnerable to displacement. This issue demands a coordinated response in a way that 

achieves durable solutions and protects the rights of those displaced. This project was 

timely designed to strengthen the government’s capacity to respond to displacement 
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through the development of a displacement policy document, and relevant operational 

tools.   

2. Before the National Policy on Climate Change and Disaster-Induced Displacement, 

developed by the project, there was no national policy or strategy to respond to 

displacement in Vanuatu. The project delivered results which respond to a critical national 

gap and generated knowledge and recommendations for an effective whole-of-

government coordination, aligned with international tools. 

3. The project had a strong consultation component with government and non-government 

stakeholders. However, direct consultation with displaced population and host 

communities was limited. The project design and implementation had strong 

considerations of cross-cutting areas of displacement such as protection of human rights 

and gender.  

4. The Government of Vanuatu has access to a national displacement policy which was 

officially adopted post-project. However, at the request of the government and to allow 

time for the mandatory due adoption process, activities related to policy operational tools 

were not conducted. As a response, some activities were re-designed, and plans were 

developed for a second phase.    

5. Key factors that contributed to the progress of project results are related to government 

buy-in of the project, strong coordination between IOM and NDMO/MCCA, and a highly 

consultative process with government and non-government stakeholders. 

6. Key factors that contributed to the delay of project results are a) lack of policy 

implementation support tools: SOPs, training & visibility materials and b) limited M&E and 

planning thorough the project’s implementation  

7. Activities related to the development of the draft displacement policy were undertaken 

and delivered on time and within budget. However, activities related to the policy’s 

visibility and operational tools were not delivered and affected the projects ability to fully 

produce the expected results and utilise all approved funding. 

8. Overall project stakeholders were satisfied with the timely technical support provided by 

the project. The project made use of partnerships to deliver the project results, highly 

qualified technical experts and international related tools. 

9. There were limitations to the theory of change, particularly at the output level, which 

lacked the specific contribution expected of the project and included results that were out 

of IOM’s control. The project could have received a better assessment if a systematic 

monitoring process was used to track the project performance in accordance to IOM’s 

results-based management. Changes in project management, project staff and 

government officials were also key factors that affected the project’s efficiency.  

10. Key indicators of continuation of the project benefits are the adoption and official launch 

of the draft national displacement policy and the appointment of a lead ministry. Although 

there are limited resources in the government to implement the displacement policy, 

there is strong support and priority focus for its implementation, which will require further 

assistance.   

 

8.2 Recommendations  

The key project recommendations were developed in consultation with IOM staff in Vanuatu and 

Canberra to ensure capturing the best practices and lessons learned identified by the evaluation 

findings and by IOM experiences during implementation.  

 



25 
 

Best Practices  

1. Project steering committees should continue to be established, preferably in the form of 

multi-sectoral group to incorporate a wider range of stakeholders. 

2. Maintain the same level of strong coordination with government during the design and 

implementation of the project, however ensure to review progress with partners 

regularly. 

3. Continue to include in the design of policy projects, a component on capacity building and 

implementation tools or ensure a complementary phase is accessible.   

4. Continue to refer to international tools, policies and related projects, to support and build-

on existing efforts in response to displacement in Vanuatu and in the Pacific.  

5. For policy projects which require high level of technical input, continue to ensure 

Consultants and IOM technical staff have high level of experience and background to 

ensure quality deliverables.  

6. Government buy-in and ownership of policy-related projects is key to the success and 

sustainability, it is important to replicate this approach in the related policy tools to be 

developed in phase II.  

Lessons learned  

1. Identify national champions, Ministry leads before project implementation to ensure 

clarity in roles during implementation. 

2. Ensure all project activities can be directly implemented and delivered with the project 

resources and timeframe.  

3. Include community consultations and representation in wider consultations (time and 

budget allocation), including planning for logistical support and language translations of 

the project related tools.  

4. Ensure proper M&E and risk management plans are developed and updated, particularly 

for projects with capacity building components.  

5. To enable proper measurement of the project results, the results matrix should be 

regularly reviewed for possible adjustment.  

6. Engage stakeholders throughout project implementation, and provide periodical updates 

(e.g. newsletters, briefs) to ensure a coordinated mechanism.  

7. Increase visibility and awareness raising of any follow up projects, developing a 

communications plan for external and internal information sharing with relevant M&E 

plans if activities include a component on behavioural changes. 

8. Consider the appropriate timeframe for policy projects. This project’s short time of 

implementation didn’t allow to build more on government capacity and greater 

participation from wider range of stakeholders. 

9. Projects which require community consultations need to include more resources. The 

provision of time and personnel, like data collection assistants, will ensure a desired level 

of community consultation is undertaken. This also applies for the consideration of 

resources for a project assistant given the level of logistics and activities in the project, 

and language translators.   

10. Community consultations also required time and resources to advertising more broadly 

and involve more communities. The resources allocated to the project must consider a 

methodology of consultation with small groups and individuals.  
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9. Annexes 

9.1 Evaluation terms of reference 

 

 

Terms of Reference 

FINAL EVALUATION OF  
“Development of a National Framework for Durable Solutions in Vanuatu” 

Commissioned by: IOM Vanuatu Country Office 

Project Identification: CS.0837 – Development of a National Framework for Durable 
Solutions in Vanuatu 

Project type: CS - Community Stabilization 

Sub-Project type: Migration Policy Activities 

Executing agency: IOM Vanuatu Country Office 

Management site: IOM Vanuatu Country Office 

Duration:  CS.0837 - 9 months - (01 November 2016 – 31 July 2017) 

Geographical coverage: Vanuatu  

Beneficiaries: Government of Vanuatu, Vanuatu population 

Partner(s): Ministry of Climate Change Adaptation and National Disaster 

Management Office 

Estimated budget:  CS.0837 - USD 100,000 

 

1. Evaluation context 

 

Vanuatu is extremely vulnerable to environmental hazards. Floods, droughts, and tropical cyclones 
are common occurrences along with damaging seismic activity like earthquakes, tsunamis and 
volcanoes. In 2015 Vanuatu was hit by the category 5 Tropical Cyclone (TC) Pam causing extensive 
damage and displacing more than 15,000 thousand Ni-Vanuatu from their homes. Many Ni-Vanuatu 
sought refuge in evacuation centers and/or hosting families for a protracted period.  
 
In the past, entire communities have been forced to relocate and unable to return home. This was the 
case following the volcanic eruption in Ambrym, when all villagers were forced to move to a new 
settlement on the main island of Efate. As the IASC Framework on Durable Solutions for Internally 
Displaced Persons indicates, the sustainable resolution of displacement is a long-term process 
requiring close cooperation between governments and a range of development and humanitarian 
actors, supporting the solutions Internally Displaced Persons (IDPs) themselves take the lead in 
crafting. As such, the Government of Vanuatu identified of vital importance to establish a national 
policy framework to guide and support the resolution of displacement crises and achievement of 
durable solutions, and requested IOM support to develop a National Displacement Policy in Vanuatu. 
 
 
As a response, IOM implemented the project “Development of a National Framework for Durable 
Solutions in Vanuatu,” funded by the IOM Development Fund (IDF) in Vanuatu using its recently-
developed framework on durable solutions, the Progressive Resolution of Displacement Situations 
(PRDS) 2016, as the guide to support tools to identify solutions to returning populations and 
reintegrate with communities of return.  
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The project was underpinned by the three main principles of this framework; 
 

i) Coping capacities - including identifying vulnerabilities and their capacity to cope with the 
impact of the crisis;  

ii) Self-Reliance - aiming to ensure that training, asset provision and market opportunities come 
together in a demand- driven strategy for improving livelihoods diversification;  

iii) Conducive environments - by expanding basic infrastructure and essential services in host 
communities to reduce the pressures that may be caused by the returnees. 

 
The project was responsible for the following deliverables: 1) an overview and background of internal 
displacement and forced migration patterns in Vanuatu; 2) identification of challenges and gaps for 
achieving durable solutions in Vanuatu; 3) a policy framework to manage the displacement cycle in 
Vanuatu and 4) standard operating procedures (SOPs) and tools, in-line with IOM’s Progressive 
Resolution of Displacement Situations (PRDS) framework and the Durable Solutions Preliminary 
Operational Guide. Both the overview and background of forced migration and the identification of 
gaps and challenges for achieving durable solutions included analysis of the way men, women, boys 
and girls experience displacement differently. Additionally, the policy framework and related SOPs 
and tools was designed to address the specific needs of women and girls displaced in the context of 
natural disasters. 
 
2. Evaluation purpose and scope  

An ex-post evaluation will be conducted in line with IDF’s guidelines recommended timeline between 
6 to 12 months after the project completion. The evaluation will cover the full project period from (01 
November 2016 – 31 July 2017). 
 
The main purpose of this evaluation is to assess the relevance, effectiveness, efficiency, impact and 

sustainability of the “Development of a National Framework for Durable Solutions in Vanuatu” project, 

and to draw and document key lessons learnt and the best practices to the project stakeholders. The 

evaluation will provide IOM Vanuatu and IDF, with a review of the overall evaluation of the project 

implementation and a documentation of the lessons that can inform similar interventions. 

The specific objectives of the evaluation are: 

1. To review the relevance, effectiveness, efficiency, impact and sustainability of the National 

Framework for Durable Solutions in Vanuatu, paying particular attention to the achievements against 

the intended objective; 

2. To identify and document key lessons learned and produce recommendations to inform similar 

interventions. 

 
3. Evaluation Criteria 

 
In response to the evaluation purpose, the evaluation will look into the five OECD/DAC main 
evaluation criteria, such as relevance, effectiveness, efficiency, impact and sustainability, plus two 
cross-cutting ones such as human rights and gender equality, which are incorporated into relevant 
OECD/DAC criteria. 
 
4. Evaluation questions 

 

The evaluation criteria will be shaped by the following evaluation questions: 
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Evaluation Criteria Evaluation Question 

Relevance: assessing to what 
extent the project’s objective 
and intended results remains 
valid and pertinent either as 
originally planned or as 
subsequently modified. 

1. To what extent did the project’s objective, outcomes and outputs 

aligned with local/national needs, priorities and strategies? 

2. To what extent the development of the National Framework for 

Durable Solutions was informed by needs and interests of diverse 

groups of stakeholders? 

3. How adequate the consideration on the Human rights and gender 

equality were made during the project design and 

implementation? 

4. What are the lessons learned and best practices that can be drawn 

on the project’s relevance? 

Effectiveness: assessing the 
extent to which a project 
achieves its intended results. 

5. Did the project achieve the outputs, outcome and objective results 

delineated in the project proposal? 

6. What are external and internal factors that contributed to progress 

or delay in the achievement of the output, outcome and objective 

results? 

7.  

Efficiency: assessing how well 
human, physical and financial 
resources are used to undertake 
activities, and how well these 
resources are converted into 
outputs. 

8. Were the project activities undertaken and delivered on time and 

within the budget? 

9. To what degree are inputs particularly technical experts, provided 

or available in time to implement activities? 

10. What are the lessons learned and best practices that can be drawn 

on the project’s efficiency? 

Impact: positive and negative, 
primary and secondary long-
term effects produced by the 
project, directly or indirectly, 
intended or unintended.  

11. Which positive/negative and intended/unintended effects have 

been produced by the project? 

12. To what extent the project contributes to guide and support the 

resolution of displacement crises and achievement of durable 

solutions? 

13. How has the project helped to address the specific needs of women 

and girls displaced in the context of natural disasters? 

14. What are the lessons learned and best practices that can be drawn 

on the project’s impact? 

Sustainability: assessing to 
what extent the project’s results 
will be maintained for a certain 
period of time after the current 
project phased out. 

15. Are structures, resources and processes in place to ensure that 
benefits generated by the project continue following the end of 
project? 

16. Are the project partners adequately capacitated (technically and 
financially) for continuing to deliver the project’s benefits?   

17. What are the plans that the partners have to continue making use 
of the project outputs and to what extent are the project’s benefits 
likely to continue after external support is no longer available? 

18. What are the lessons learned and best practices to increase the 
project sustainability? 
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5. Evaluation methodology 

The below methodology is proposed for the evaluator, but this will be reviewed and revised as 

relevant in accordance with further discussion with the evaluator during the inception phase. 

Data Collection: 

• Desk review of relevant project documents, project reports, meeting minutes, publications 

and other materials identified; 

• Conduct key informant interviews with the project stakeholders to document both qualitative 

and quantitative information; and 

• Conduct the survey of stakeholders for a more descriptive and qualitative information. 

Data analysis: 

• The evaluator is expected to provide an analysis of the data with both qualitative and 

quantitative information, in both description and infographics. 

Codes of Conduct: 

During the whole process of the evaluation, IOM Data Protection Principles, UNEG norms and 

standards for evaluations, and relevant ethical guidelines will be fully followed.   

 

6. Evaluation deliverables  

Deliverables Schedule of delivery Notes 

1. Inception Report July 13  Follow the IOM-template 

2. Draft Evaluation Report and 
brief power point presentation 

August 03 Follow the IOM-template 

3. Final Evaluation Report August 17  Follow the IOM-template 

4. An Evaluation learning brief (a 2-
pager) 

August 17  Follow the IOM-template 

 

 

7. Evaluation workplan 

Activity Dates Location Week # 
 
1 2 3 4 5 6 7 8 9 10 11 12 

Drafting and 
finalizing the 
Evaluation ToR, and 
workplan 

June 01 – 15 CBR/ROAP             

Review project 
documents and 
relevant literature.  

June 18 – 29 CBR/ROAP             

Drafting the 
Inception Report 

July 02 - 06 CBR/ROAP             



30 
 

Inception Report is 
being reviewed and 
finalized 

July 09 - 13 CBR/ROAP 
and CO 

            

Field data collection July 16 - 20 CO             

Data analysis and 
drafting the report 

July 23 – 
August 03 

CBR/ROAP             

Debriefing session August 07 CBR/ROAP 
and CO 
online 

            

Draft Report is being 
reviewed 

August 08 - 
10  

CBR/ROAP 
and COs 

            

Finalize the report 
and the evaluation 
learning brief 

August 13 -
17 

CBR/ROAP             

 

 
 
8. Evaluation budget 

Total budget available for the evaluation is USD 5000. 
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9.2 Evaluation Matrix  

 

Project: CS.0837 “Development of a National Framework for Durable Solutions in Vanuatu” 

EVALUATION 
QUESTIONS 

INDICATORS SOURCES OF DATA  METHODS  
 

1. To what extend did the project’s objective, outcomes and outputs aligned with 
local/national/global needs, priorities and strategies? 

Are the project’s 
outcomes aligned with 
the government of 
Vanuatu’s 
strategies/plans? 

 

References to National 
Strategies/plans 
 

Project 
documents/reports 
 

Document review 
 

Are the project’s 
activities and outputs 
tailored to local needs? 
 

Responsiveness to 
identify needs or gaps 
 

  Key Informant 
Interview with project 
stakeholder 
 

Was the project 
objective in line with 
IOM and global 
strategies? 

Contextual factors IOM strategy 
documents/global 
strategies 

Document review 

2. To what extent the development of the National Framework for Durable Solutions was 
informed by needs and interests of diverse groups of stakeholders? 

What stakeholders 
consulted in the project 
design and 
implementation? 

Inclusiveness of 
key 
stakeholders 
and design and 
implementation 

 Document 
review and 
interview with 
stakeholders 

3. How adequate the consideration of the Human Rights and gender equality were made during 
the project design and implementation? 

Did human rights and 
gender equality needs 
inform the project 
design? 

Alignment with human 
rights and gender 
equality policies 

Project documents 
 

Document review and 
interview with 
stakeholders 

4. Did the project achieve the outputs, outcome and objective results delineated in the project 
proposal? 

To what extent has the 
project contributed to 
upholding the rights of 
displaced populations in 
Vanuatu in the context 
of natural disasters and 
climate change? 

Populations displaced 

by natural disasters 

enjoy protection of their 

human rights   

 

Displaced women and 
children enjoy response 
targeted to their needs 

Project documents  
 

Document review and 
interview with 
stakeholders 
IDPS 
CSOs/community 
leaders 
Government 
IOM staff 

Have the National 
Displacement Policy 
tools been used by the 
MCCA and NDMO in 
preparedness and 

National Displacement 

Policy tools are used by 

the MCCA and NDMO in 

preparedness and 

Project documents  
 

Document review and 
interview with 
stakeholders 
Government 
IOM staff 
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emergency response 
programmes in Vanuatu?  

emergency response 

programmes in Vanuatu   

 

 

 

What are the 
contributing factors and 
hindering factors for the 
use of the tools? 

   

To what extent has the 
capacity of the 
Government of Vanuatu 
to manage displacement 
in the context of natural 
disasters and climate 
change changed? 

1. Policy Review 

conducted on 

displacement including 

land, rights, emergency 

management, etc. 

 

2. Draft Policy 

Framework is 

developed and 

submitted for adoption  

 

3. Draft SOPs are 

developed and 

submitted for adoption 

by relevant ministries  

 

4. # of staff of relevant 

line ministries trained 

on the Draft National 

Displacement Policy and 

SOPs (disaggregated by 

sex)    

 

5. Percentage increase 
in the knowledge of 
staff in key line 
ministries on Draft 
National Displacement 
Policy and SOPs (pre- 
and post-training test) 

Project documents  
 

Document review and 
interview with 
stakeholders 
Government 
IOM staff 

5. What are the external and internal factors that contributed to progress or delay in the 
achievement of the output, outcome and objective results? 

What external and 
internal factors 
contributed to the 
progress or delay of the 
project results? 

Extent to which other 
factors contributed to 
project results 

Project documents  
 

Document review and 
interview with 
stakeholders and 
project implementers 
IOM staff 

6. Were the project activities undertaken and delivered on time and within budget? 
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To what extent did the 
project make the best 
use of available 
resources and on time? 

Extent to which 
additional resources 
were leveraged during 
project implementation  

Financial and 
monitoring data and 
Project stakeholders: 
 

PRISM financial records, 
reports and interview 
with project 
implementers 

To what extent were 
project activities 
implemented within 
planned budgets? 

Adherence to financial 
plans 

Project documents, 
financial data and IOM 
Staff 

Document review and 
interviews with project 
implementers 

How the total project 
budget of USD 100,000 
transfer to the increase 
in government capacity 
to manage IDPs? 

• Stakeholder’s 
perception on the 
results/increased 
capacity, and 
appreciation for 
having the policy 
tools. 

• Number of IDPs 
benefiting from this 
policy tools. 

• Value for Money: 
ratio of one assisted 
IDP to $$$ spent by 
the project, plus 
other 
uncalculatable 
social benefits 
enjoyed by the IDPs. 

 

Project documents and 
Project stakeholders: 
 
 

Document review 
KII 
KII 

7. To what degree are inputs particularly technical experts, provided or available in time to 
implement activities? 

To what extent were 
appropriate human, and 
technical resources 
allocated to the project? 

Human, and technical 
resources allocated to 
the project  

Project budget and 
Project stakeholders: 
 

Document review and 
interview with 
stakeholders 

8. Are structures, resources and processes in place to ensure that benefits generated by the 
project continue following the end of the project? 

What are the 
Government’s key 
decisions with the 
National Framework and 
SOPs now, or in the near 
future? 

- Structural decisions 
- Financial decisions 

 

Project stakeholders: 
 

Interview with project 
stakeholders 

9. Are the project partners adequately capacitated (technically and financially) for continuing to 
deliver the project’s benefits? 

How confident the 
government staffs are in 
implementing the 
National Framework and 
use the SOPs without the 
external support?  

Technical capacities Project stakeholders: 
 

Interview with project 
stakeholders 
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9.3 List of documents reviewed 

 

No Documents reviewed  
(Project: Development of a National Framework for Durable Solutions in Vanuatu) 

1 Project narrative proposal 

2 Project budget proposal  

3 Project approval documents (IDF) 

4 Request for support from the government   

5 Request to postpone project final activities by the government  

6 Project Final Report and attachments 

7 Draft and final National Policy on Climate Change and Disaster-Induced 
Displacement and Annex documents  

8 Consultations support documents: List of attendants, agendas, photos 

9 Policy review and gaps analysis document 

10 Email exchanges/approval for proposed new activities  

11 IOM’s Migration Governance Framework 

12 Sustainable Development Goals 

13 SDGs and Migration Brochure   

14 IOM Pacific Strategy 2017-2020 

15 IDF Guidelines  

16 2016-2030 Disaster Risk Reduction and Climate Change Adaptation policy 

17 NDMO Strategy 2016-2020 

18 MCAA National Policy 2015-2030 

19 IASC Framework on Durable Solutions for Internally Displaced Persons 

20 Progressive Resolution of Displacement Situations (PRDS) 2016 

21 Vanuatu National Sustainable Development Plan 2016-2030 

22 New IDF project proposal documents for follow-up phase 

23 Request for support from the government for follow-up phase 
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9.4 List of persons interviewed or consulted  

 

 

No Name Institution/Title  Relevant role  
 

1 Jesse Benjamin Ministry of Climate 
Change / Director 

Project partner/lead 
ministry on 
project’s policy 

2 Abraham Nasak National Disaster 
Management Office / 
Director  

Project partner 

3 Alice Iarem National Disaster 
Management Office 

Project partner 

4 Amstrong Masanga Prime Minister Office  Adoption of Policy 
project document 

5 Dr. Tapo Posikai Samuel Ministry of Health  Participation in 
Consultation   

6 Greg Vaughan DFAT seconded staff to 
NDMO 

Project partner 

7 Megan Chisholm CARE Vanuatu  Lead of Gender 
Cluster/ participant 
in project 
consultations 

8 Willy Missack OXFAM  Lead of Vanuatu 
Humanitarian 
Team/ participant in 
project 
consultations 

9  Vanuatu Council of 
Churches  

Participation in 
consultations  

10 Jessie Connell IOM  Project Consultant 

11 Caroline Logan IOM Vanuatu CCCM 
Project Coordinator  

Post-project CCCM, 
Shelter and 
Settlement 
Coordination & 
stakeholder liaison  

12 David Mikhael IOM Canberra 
Resource Management 
Officer 

Project Resource 
Management 
Officer  

13 Torrhey Waterworth  IOM Canberra Senior 
Finance Assistant 

Project financial 
support   

14 Emmanuel Murwisi IOM Canberra Project 
Development Officer 

Project 
development for 
follow up phase 

15 Henry Tamashiro  IOM Vanuatu 
Programme 
Coordinator  

OiC post-project 
project  
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9.5 Data collection instruments 

 

Key Informant Interviews 

 

a. Introduction: 

Evaluator introduction 

Project overview  

Objective of the evaluation 

 

b. Interview questions: 

 

Criteria Questions IOM GOV CSO 

Relevance To what extend did the project’s objective, outcomes and outputs 
aligned with local/national/global needs, priorities and strategies? 

Is the project well aligned with your organization’s 
priorities (and needs of beneficiaries)? If so, how?  

   

Is the project aligned with IOM strategies and 
global frameworks? If so, how?  

   

Are there any key activities that were not included 
in the project design and implementation? 

   

To what extent the development of the National Framework for Durable 
Solutions was informed by needs and interests of diverse groups of 
stakeholders? 

Which stakeholders were consulted in the project 
design and implementation? 

   

Were all relevant stakeholders consulted?    

How adequate the consideration of the Human Rights and gender 
equality were made during the project design and implementation? 

Did human rights and gender equality needs 
inform the project design? If yes, how so? 

   

Effectiveness Did the project achieve the outputs, outcome and objective results 
delineated in the project proposal? 

To what extent do you think the project target 
were achieved? 

   

Has there been any chance in the consideration of 
human rights during a response to displacement 
after the project? 

   

Have the National Displacement Policy tools been 
used by the MCCA and NDMO in preparedness 
and emergency response programmes in 
Vanuatu? What are the contributing factors and 
hindering factors for the use of the tools? 

   

What do you think of the usefulness of the project 
tools/techniques?  

   

Were there any major challenges during project 
implementation? 

   

Were there any modifications to the project’s 
design or adjustments during the project 
implementation? If so,  

What are the modifications? 
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Why did they happen? 
How did the project team detect the issues 
that led to the modification? 

What are the external and internal factors that contributed to progress 
or delay in the achievement of the output, outcome and objective 
results? 

What were (external and internal) factors 
contributed to the progress/delay of the project?  

   

Efficiency  Were the project activities undertaken and delivered on time and within 
budget? 

To what extent did the project make the best use 
of available resources and on time? What could 
have been done differently? 

   

Were there (internal/external) challenges related 
to resources (financial and human)? 

   

To what degree are inputs particularly technical experts, provided or 
available in time to implement activities? 

To what extent were appropriate human, and 
technical resources allocated to the project? 

   

What are the reasons behind the underspending 
of the budget?  

   

Sustainability  Are structures, resources and processes in place to ensure that benefits 
generated by the project continue following the end of the project? 

What are the plans for the draft displacement 
policy now or in the near future? 

   

To what extent do you believe the partnership in 
carrying out this project has contributed to the 
sustainability of the project’s results?  

   

Are the project partners adequately capacitated (technically and 
financially) for continuing to deliver the project’s benefits? 

What resources (financial and technical) are in 
place to make use of the displacement policy?  

   

How would you describe the usefulness of the 
project towards gaining knowledge on responding 
to displacement in a way that ensures durables 
solutions?  

   

 

 

 

 

 

 

 

 

 

 

 

 

 

 



38 
 

9.6 Theory of change diagram  

 

 

 

 

 

 

 

 

 

  

 

 

 

 

 

 

  

 

 

Objective 
To contribute to upholding the rights of displaced populations in Vanuatu in the context of natural disasters and climate 

change 

Assumption 
Continued 

national and 

decentralised 

political buy-

in to the 

National 

Displacement 

Policy. 

Assumption 
The Government of Vanuatu (GoV) engages with displacement policy development process and adopts policy and SOPs.  

 

GoV uses policy to inform response to displacement crises.  

 

Recruit technical 

expert to facilitate, 

advise on, and 

draft the policy  

 

Conduct review - an 

overview and background of 

internal displacement and 

forced migration patterns   

 

Hold one stakeholder 

workshop/dialogue at 

the national level with 

subnational presence  

 

Hold two stakeholder 

consultations/dialogues at 

the Provincial and 

Community levels  

 

Draft policy, and related tools 

 

Hold one final review meeting 

of the draft policy [and a final 

draft is submitted for 

approval/adoption] 

Preparation for final launch, 

layout and infographic design of 

approved document, printing of 

final document and policy 

related information tools, 

visibility 

Establish Steering 

Committee for 

project 

coordination  

 

Hold one training on the 

National Displacement Policy 

and SOPs (Target national and 

sub national authorities and 

GoV/Public representatives) 

 

Dissemination of final draft of 

policy & soft launch   

Outcome 
The GoV responds to displacement in the context of natural disasters in a way that 

achieves durable solutions and protects the rights of those displaced, in line with 

the National Displacement Policy 

 

Output 

The GoV has the capacity to manage displacement in the context of 

natural disasters and climate change.   

 

Assumptions 
GoV engages with displacement policy development process and approves draft.  

There is no national scale disaster like cyclone, earthquake, Tsunami or volcanic 

eruption during the project cycle and MCCA/NDMO’s focus remains consistent 


