
EVALUATION BRIEF 
A PROCESS EVALUATION OF IOM’S INSTITUTIONAL RESPONSE TO 

SETTING UP AND IMPLEMENTING THE EUROPEAN UNION – IOM JOINT 

INITIATIVE FOR MIGRANT PROTECTION AND REINTEGRATION  

International Organization for Migration (IOM) 

Evaluation type: Process evaluation  

Evaluators: Anca Paducel, Associate Evaluation 

 Officer  

 Glenn  O’Neil, External Consultant 

 

Field visit dates: November 2019 to March 2020  

Final report date:  January 2021 

This evaluation brief presents a summary of the key 
findings, conclusions, and recommendations, as 
identified by the evaluators for use by key 
stakeholders, including internally by IOM staff and 
externally by project partners. More details can be 
found in the full evaluation report.  

1 

January 2021 

PROJECT SUMMARY 

Launched in December 2016, the EU-IOM Joint       

Initiative, funded by the EU Emergency Trust Fund for 

Africa  is the first comprehensive programme to save 

lives, protect and assist migrants along key migration 

routes in Africa. The aim of the EU-IOM Joint Initiative 

was to ensure that migration is safer, more informed 

and   better governed for both migrants and their 

communities by:  

• Improving protection, providing direct assistance, 

and enabling the assisted voluntary return (AVR) of 

migrants stranded along the migration routes 

(protection and voluntary return assistance), 

• Supporting the reintegration process of returning 

migrants in an integrated approach that addresses 

economic, social and psychosocial dimensions and 

which fosters the inclusion of communities of re-

turn (reintegration support), 

• Enabling migrants and potential migrants to make 

informed decisions about their migratory journey 

and sensitize their communities on migration 

(information and awareness raising), 

• Strengthening migration data on migratory move-

ments, as well as on needs and vulnerabilities of 

migrants in order to support evidence-based    

policies and programme design (migration data       

Project information: 

Geographical coverage:  26 countries in the Horn of Africa, North 

 of  Africa and the Sahel and Lake Chad 

 regions  

Project type: Protection and reintegration  

Project period:  March 2017 to April 2022  

Donor:  European Union   

Commissioned by:  Office of the Inspector General  

Managed by:  Christophe Franzetti, Chief Evaluation  

  

Evaluation purpose: The main objective of the evaluation was 

to assess the internal dynamics of IOM as the implementing 

organization of the EU-IOM Joint Initiative. Specifically, the poli-

cy instruments and programme delivery mechanisms used, its 

management practices and the linkages among these, including 

the relationship with the donor.  

Evaluation criteria:  As a process evaluation, the evaluation  
focused on how the EU-IOM Joint Initiative was designed, 
prepared, set up and implemented.  

Evaluation methodology:  Document review, semi-
structured interviews and focus group discussions with IOM 
staff, beneficiaries and key stakeholders (145 persons). 

collection and analysis), 

• Strengthening capacities of state and non-state actors in 

protection and migration governance (capacity build-

ing),  

• Contributing to the stabilization of communities at risk 

by revitalizing the local economy, improving access to 

basic socio-economic infrastructures, and attempting to 

strengthen social cohesion (community stabilization).  

The EU-IOM Joint Initiative marked a new approach for IOM 

in return and reintegration programming with a shift from 

individual-centred reintegration to a more holistic approach, 

complemented by collective and community-based        

reintegration, focusing not only the economic aspect but 

also the social and psychosocial dimensions.  

Since the start of activities, nearly 100,000 returning migrants 

have been assisted by IOM in 26 countries in Africa. 
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KEY FINDINGS & CONCLUSIONS 

Negotiation and Conceptualization:  Negotiation for the 

EU-IOM Joint Initiative was led by IOM’s Regional Office 

(RO) in Brussels and conceived in collaboration with 

IOM field offices and the European Union counterparts 

in Brussels. These negotiations shifted to a more holistic 

approach involving a strong reintegration component 

than seen in previous projects.  

Design and Preparatory Steps: Contractual arrange-

ments between the EU and IOM differed for each     

region adding complexity to the overall programme 

management, reporting and cohesion. Although an 

inception phase was foreseen for each country and  

region, it was effectively only carried out in the North of 

Africa. Any detailed needs assessments were carried out 

too late in the project cycle to further inform program-

ming design. Programme design and guidance was 

sufficient to develop some activities but sometimes in-

sufficient, untimely or needed adapting.   

The Set-up and Functioning of Joint Initiative in IOM 

Offices:  It was recognized that coordination and      

accountability mechanisms for the sound management 

of the EU-IOM Joint Initiative needed strengthening 

with a global coordinator and revised management 

structure proposed but not yet introduced as of August 

2020. Human resources management faced challenges 

in filling the required staffing with financial resources 

management found to be cost effective. 

The Set-up and Implementation of Programmatic    

Activities:  A rapid adaptation was required by IOM  

offices to meet the important surge in returning       

migrants. Challenges were faced in securing the neces-

sary staff and implementing partners. The governance 

structure put in place supported the buy-in and       

involvement of governments, EU field delegations 

(EUDs) and other stakeholders. 

The New Integrated Approach to Reintegration: The 

voluntary return and post-arrival processes were    

complemented with mental health, psychosocial and 

protection support, which were important additions for 

reintegration. The move towards collective and      

community-based reintegration was better able to meet 

their economic, social and psychosocial needs than  

previous approaches. However, delays were experi-

enced by many returning migrants in receiving IOM 

assistance and support.  

Monitoring, Evaluation, Reporting and Learning: The set

-up and implementation of a consolidated and com-

prehensive M&E approach was done gradually follow-

KEY RECOMMENDATIONS 

Negotiation and Conceptualization: For a next phase,    

consider to what extent the existing research findings could 

inform its negotiation and conceptualization. For future  

initiatives, invest in supporting concerted efforts to develop 

a concept based on an extended consultative approach 

whenever possible.  

 

Design and Preparatory Steps: For a next phase, request 

that contractual arrangements be set at the regional rather 

than at the country level. For future similar initiatives, ensure 

that an inception phase of six months is put in place and to 

reconsider how needs assessments are designed and     

implemented. 

 

Set-up and Functioning in IOM Offices:  For a next phase, 

introduce a central coordinator role.  For future similar   

initiatives, consider reviewing staff planning and recruitment 

and planning. 

 

Set-up and Implementation of Programmatic Activities: For 

a next phase, consider gathering the existing guidance   

created to form a common source of guidance). For future 

similar initiatives, consider issues of sustainability, ownership 

and quality control for capacity building and partnerships.   

 

New Approach to Reintegration: For a next phase, review 

the effectiveness and efficiency of each type of reintegration 

support; reflect further on how to capitalize on this experi-

ences for IOM’s global guidance on sustainable reintegra-

tion.    

 

M&E, Reporting, Learning and knowledge management 

(KM) under the EU-IOM Joint Initiative: For a next phase, 

develop common strategies and plans for M&E, reporting 

and KM. For future similar initiatives, ensure that such   

strategies and plans for M&E, reporting and KM are       

developed during the inception phase, where possible.  

 

 

ing the launch of the Joint Initiative.  The quantity and 

nature of reporting varied across the regions with     

challenges linked to the timely completion and the 

sourcing of the required data and information. Positive 

examples included how M&E results were used to adapt 

and improve programming. Information management 

was a mixture of decentralized and centralized tools and 

systems implying positive practices but also some      

limitations. One of the main findings in this area is that 

IOM could have done more to capitalize on its 

knowledge and learning. 

 

 

 

 

 

 

 

 


