
 

Ex-post Project Evaluation Report “Enhancing Migration 

Management in Belize through an upgrade of the Migration 

Information Data Analysis System (MIDAS)” 

 

 

 



2 | P a g e  
 

 

Acknowledgements 

The evaluator thanks the Government of the Republic of Belize, specifically the Department of 
Immigration and Nationality Services for the support provided to the IOM team for conducting this 
evaluation.  
 
I also thank the many officials and staff in the Regional Office, particularly Regional Director, 
Marcelo Pisani, for supporting this evaluation and the Immigration and Border Management 
Regional Thematic Specialist, Cy Winter, for his guidance on the MIDAS system. I also extend my 
appreciation to the MIDAS team in IOM Headquarters, the IDF team, led by Alessia Castelflanco, 
and the IOM Office of the Inspector General Evaluation team for their support. 
 
Special thanks to all the respondents who contributed to the success of this evaluation through 
face-to-face or virtual interviews, and to those who participated in the online survey.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Vanesa Vaca  
Regional Monitoring and Evaluation Officer  
Regional Office for Central and North America and the Caribbean 

Email: vvaca@iom.int 

Tel: +506 2212-5302  

©IOM, 2019  

January 2019 



3 | P a g e  
 

Table of contents 

Executive Summary ............................................................................................................................. 4 

The project ...................................................................................................................................... 4 

The evaluation ................................................................................................................................. 4 

Main findings ................................................................................................................................... 5 

Key recommendations .................................................................................................................... 5 

1. Introduction..................................................................................................................................... 8 

2. Context and purpose of the evaluation .......................................................................................... 8 

2.1. Migration context ..................................................................................................................... 8 

2.2 Project background ................................................................................................................... 9 

2.3 Evaluation Rationale & Methodology ..................................................................................... 10 

3. Findings ......................................................................................................................................... 12 

3.1 Relevance ................................................................................................................................ 12 

3.2 Effectiveness ........................................................................................................................... 13 

3.3 Efficiency ................................................................................................................................. 19 

3.4 Sustainability ........................................................................................................................... 20 

3.5 Impact...................................................................................................................................... 21 

3.6 Cross-cutting themes .............................................................................................................. 23 

a) Gender ................................................................................................................................... 23 

b) Rights-based approach .......................................................................................................... 24 

4. Conclusions and recommendations .............................................................................................. 24 

Bibliography ...................................................................................................................................... 27 

Annexes ............................................................................................................................................. 28 

Annex 1 Terms of reference .......................................................................................................... 28 

Annex 2 Methodology ................................................................................................................... 32 

Annex 3 List of Interviewees ......................................................................................................... 41 

  



4 | P a g e  
 

Executive Summary 
 

The project 
This report presents the evaluation results of the project, “Enhancing Migration Management in 

Belize through an upgrade of the Migration Information Data Analysis System (MIDAS)” that was 

implemented by IOM Belize from November 1st, 2016 to September 30th, 2017. The project’s 

overall budget was USD 100,000 and funded by the IOM Development Fund (IDF) - Developing 

Capacities in Migration Management. The project’s overall objective was to improve migration 

management in Belize by strengthening the response capacity of national authorities to manage 

the borders more efficiently through an upgrade of the MIDAS. The project identified one 

outcome: 

“The Government of Belize (GoB) will more efficiently process applications for visa extensions and 

residence permits, giving due consideration to facilitating genuine travelers and migrants, while 

being able to more effectively interdict those travelling irregularly or who appear on international 

watch lists.” 

To achieve the intended outcome, the project proposed the following outputs:  

• Information is available on passengers for pre-security screening at the international 
airport through APIS; 

• GoB is able to register all resident permits and extend visas using the MIDAS; 

• GoB is able to verify all registration in the MIDAS against INTERPOL’s Fixed INTERPOL 
Network Database (FIND); and, 

• Government officials have capacity to use all four (4) modules of the MIDAS upgrade. 

The evaluation 
The evaluation criteria considered in the evaluation are those outlined in the terms of reference 

(see annex 1), namely effectiveness, relevance, efficiency, impact and sustainability, as well as the 

cross-cutting themes of equity and gender. The objective of this ex-post project evaluation is to 

determine whether the project has achieved its intended outcome and outputs, as described in 

the results framework. The evaluation measured achievements according to the following sub-

objectives: 

• Assess whether the project has met the intended objectives and outputs, as set out in the 

project proposal; 

• Assess the relevance and efficiency of the project’s activities; 

• Assess the durability of the project’s results or the continuation of the project’s benefits; 

• Determine the extent to which the project coordinated with relevant actors; 

• Assess any challenges that affected the successful implementation of the project, and the 

factors that have contributed to its success;  

• Propose corrective actions for future planning and execution; 
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• Assess the extent to which gender has been mainstreamed in the implementation of the 

project; and 

The evaluation has implemented different data collection techniques. The data was obtained 

through a documentation review, surveys and semi-structured interviews with stakeholders, as 

well as on-site observations at selected border crossing points (BCPs). This data was triangulated 

in responding to the evaluation questions. 

Main findings 
Based on the analysis, the following are the main findings of the evaluation:  

1. Improved security of migrants: migrants crossing the Belizean border daily are now 

registered and can be tracked, which prevents them from being unaccounted for. This 

addressed a special concern of the GoB regarding the Belize/Guatemala border, as school 

children crossing this border daily can now be securely tracked using the Cross-Border 

Identification Card (CBIC).   

2. New data is available to inform policy making: the information provided by the MIDAS on 

permits, visas, CBICs and exits/entries is greatly appreciated and used not only by the 

Department of Immigration and Nationality Services (DINS) for statistical analyses, trends 

and profiling, but also by the Ministry of Labour, the Belize Justice, Financial Intelligence 

Unit (FIU)1, and the Belize Tourism Board, among others.  

3. History of migration status is recorded: visa and residence permit extensions allow the 

GoB to maintain records of the migration history of migrants. In addition, for those whose 

visa has expired and want to exit the country, it is now possible to extend the visa at the 

BCP, instead of having to go to the DINS headquarters in Belmopan, thereby saving 

people’s time and money.  

4. Improved efficiency of the border crossing services: time to cross the border has been 

reduced. The CBICs speed up the registration process, as cards only need to be scanned to 

verify the information of the traveler, unlike the residence permits for which the 

information needs to be checked manually by the frontline officer at the BCP. In addition, 

CBICs prevent people from using their passport or residence permit every time they cross 

the border (where they get stamped at each exit and entry). This, in turn, reduces the 

costs associated with passport/permit renewal. 

 

Key recommendations  
Below are presented the most important recommendations. A more comprehensive list of the 

recommendations emerging from this evaluation can be found at the end of this report.   

                                                           
1 The Belize FIU was established in July 2002 under section 3 of the FIU Act, 2002 (FIU Act) to meet the need 
for a central agency to receive and analyze disclosures filed by reporting entities and disseminate financial 
intelligence for the effective investigation and prosecution of money laundering and its related predicate 
offences.  
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1. Allocate funds for hardware and software maintenance to ensure that the MIDAS and all 

devices are fully operational. Devices such as passport and CBIC scanners need to be 

regularly maintained and, if possible, back up devices should be available (if needed). 

Internet connection should be secured to avoid the MIDAS temporary failures, as this 

situation prevents travelers from being registered in the system and checked against the 

INTERPOL watchlists, affecting negatively the management of the borders.  

2. Secure human resources with technical expertise. The IT technical team in DINS is crucial 

for the MIDAS to be fully operational and for the sustainability of the system; therefore, 

funds to secure sufficient staff with the MIDAS proficiency should be secured. This staff 

should also be available to assist with the system maintenance and when it temporarily 

crashes at border posts.  

3. Engage partners in the project development stage. For similar projects in the future, 

discussions with implementing partners about the software and hardware requirements 

should be organized at the project development stage to ensure that sufficient resources 

and time are allocated.  
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1. Introduction 

This ex-post evaluation is for the project entitled, “Enhancing Migration Management in Belize 

through an upgrade of the Migration Information Data Analysis System (MIDAS)”. The project was 

funded by the IOM Development Fund and was implemented in Belize between November 1st, 

2016 and September 30th, 2017. This evaluation report was commissioned by the International 

Organization for Migration (IOM) Belize mission. 

The report presents a detailed discussion of the findings, conclusions and recommendations. 

2. Context and purpose of the evaluation 
 

2.1. Migration context 
The 2010 Belize Census revealed that there was a total of 324,528 persons living in Belize. 

According to the Census, 14.2 percent (45,723) of Belize’s population was born abroad. Of the 

total foreign-born population, about two-fifths (41.3 percent) of all immigrants were born in 

Guatemala, followed by El Salvador (15.5 percent) and Honduras (15.3 percent) (The Statistical 

Institute of Belize, 2013). 

At the time the project was developed (2016), there were approximately 600 primary/secondary 

school students that crossed daily the Western Border Belize/Guatemala (WBBG)2 to attend school 

in the neighboring communities and towns in Belize (see Figure 1 for a map of Belize and its 

borders). Furthermore, the DINS estimated that an additional 500 migrant laborers and 400 other 

daily commuters were traveling in and out through this border point.  From January to October 

2018, a total of 684,888 registrations (Exit/Entry) were recorded at this border post.  

The Northern Border Belize/Mexico (NBBM), attracts foreign investment to Belize because of the 

Commercial Free Zone3 (CFZ) that was established in Corozal by the Commercial Free Zone Act No. 

27 19944 (Ken, 2008), generating employment for locals. Its location offered an advantage since it 

is within walking distance from the only bridge that connects Mexico and Belize, allowing Mexican 

residents to enter the zone without having to pass through Belize’s Immigration and Customs 

checkpoints as the zone sits outside it, so that goods and materials can be imported tax-free. 

Belizean nationals, however, must pass through Belizean border checkpoints. According to DINS 

data, 1,992,403 people have crossed this border point since January to October 2010. 

                                                           
2 The Belize and Guatemala border requires special historical consideration as it has been in dispute for 
many years. Belize gained independence in 1981 and in 1990, became a member of the Organization of the 
American States. In 1991, Belize’s Independence was recognized by Guatemala and both countries finally 
established full diplomatic relations. On April 2018, Guatemala made a national referendum where 
Guatemalan residents voted on taking the long-standing dispute to the International Court of Justice, 
obtaining a positive result. Belize will hold its own national referendum on the matter early in 2019. 
3 http://www.belizecorozalfreezone.com/ 
4 The Commercial Free Zone Act No. 27 was published in the Gazette 11 February 1995. This commercial 
Zone in Belize is where investors may establish businesses and conduct trade and commerce free of the 
national customs regime. 

http://www.belizecorozalfreezone.com/
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Looking at tourism in Belize, this grown considerably in the recent years, and it is now the second 

largest industry. In 2015, tourist arrival through its international airport reached 1.3 million with 

approximately 15 flights arriving on a daily basis, peaking on the weekends up to 23 flights.  

Figure 1. Map of Belize  

 

2.2 Project background 
Developed by IOM in 2009, the MIDAS is a high-quality, user-friendly and fully customizable 

Border Management Information System (BMIS) for States in need of a cost-effective and 

comprehensive solution. Currently operational in countries across Africa, Asia and the Americas, 

the MIDAS has been designed in compliance with international standards (International Civil 

Aviation Agency and International Organization for Standardization). 

With the capability to collect, process, store, and analyze traveler information in real time and 

across an entire border network, the MIDAS enables States to more effectively monitor those 

entering and exiting their territory, while providing key data for migration policy-related planning5.  

Between 2012 and 2013, the project “Capacity Building for Migration Management through an 

Interconnected Personal Identification & Registration System (PIRS) at all Immigration Offices, 

                                                           
5 For more information on the MIDAS go to 
https://www.iom.int/sites/default/files/our_work/DMM/IBM/updated/midas-brochure18-v7-en_digital-
2606.pdf  

https://www.iom.int/sites/default/files/our_work/DMM/IBM/updated/midas-brochure18-v7-en_digital-2606.pdf
https://www.iom.int/sites/default/files/our_work/DMM/IBM/updated/midas-brochure18-v7-en_digital-2606.pdf
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and Land, Sea and Air Border Posts of Belize”6 was implemented in Belize. This project has 

provided the GoB with the installation and initial implementation of the computerized 

information management system designed to detect and register all entries and exits of persons, 

called PIRS (now called MIDAS). This system was installed at all immigration offices, and land, sea 

and air border posts of Belize. The DINS experienced an entire transformation, moving from 

manual to automated recording of entries and exits, remarkably facilitating the inward and 

outward migration processes. However, since then, the GoB has become aware of the need to 

improve the border management system, due to the increased traffic flows at the international 

airport and at the northern and western land borders.   

In 2016, the “Enhancing Migration Management in Belize through an upgrade of the Migration 

Information Data Analysis System” came as a result of the GoB identifying certain border 

management vulnerabilities. Especial concern was to those related to possible abuses by 

traffickers, terrorists, smugglers and the frequent passage of undocumented workers across the 

WBBG and NBBM, and the need to provide documentation to facilitate their movement and work 

of these workers.  

The general objective of the project was to improve migration management in Belize by 

strengthening the response capacity of national authorities to manage the borders more 

efficiently through an upgrade of the MIDAS. To achieve this general objective, the project set the 

following outcome:  

“The GoB will more efficiently process applications for visa extensions and residence permits, 

giving due consideration to facilitating genuine travelers and migrants, while being able to more 

effectively interdict those travelling irregularly or who appear on international watch lists.” 

To achieve the intended outcome, the project proposed the following outputs:  

• Information is available on passengers for pre-security screening at the international 
airport through APIS; 

• GoB is able to register all resident permits and extend visas using the MIDAS; 

• GoB is able to verify all registration in the MIDAS against INTERPOL’s FIND; and, 

• Government officials have capacity to use all four (4) modules of the MIDAS upgrade. 

2.3 Evaluation Rationale & Methodology 

Evaluation Objective, Scope and Criteria 

The evaluation was conducted at the request of IOM Belize and the donor, IDF.  

The purpose of this evaluation is to determine whether the project has achieved its intended 

objective and expected results, as described in the results framework, identify lessons learnt from 

the project’s implementation, and provide a set of key recommendations that may inform similar 

projects in the future. 

                                                           
6 Project “Capacity Building for Migration Management through an Interconnected Personal Identification & 
Registration System (PIRS) at all Immigration Offices, and Land, Sea and Air Border Posts of Belize” funded 
by the U.S. Bureau of International Narcotics and Law Enforcement Affairs. 
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The principal audiences for this evaluation include IOM Belize, MIDAS team, Belize Department of 

Immigration and Nationality Services, Belize National Police, Belize Ministry of Foreign Affairs, 

Belize INTERPOL, the Border Management Regional Thematic Specialist in RO San Jose, and the 

IDF. But this evaluation also serves other stakeholders, especially those working in the field of 

immigration and border management, such as the national migration offices in Belize’s 

neighboring countries, like Guatemala and Mexico. This can also serve other national migration 

offices looking to improve and upgrade their BMIS. 

The scope of the evaluation covers the period from 1 November 2016 to 30 September 2017, 

during which the project was implemented. Geographically, the project covers the NBBM, the 

WBBG, the International Airport and DINS Headquarters in Belmopan where the MIDAS system 

upgrade is operational. 

The evaluation has assessed the project’s performance against the Organization for Economic Co-

operation and Development's (OECD)/ Development Assistance Committee (DAC) criteria of 

relevance, efficiency, effectiveness, sustainability and impact. 

 

Data Collection and Analysis 

The evaluation utilized a combination of qualitative and quantitative research methods for 

collecting the necessary data to answer the evaluation questions, including: 

• Review of existing project documentation (such as donor reports, project document, 

national regulations, and training agendas); 

• Semi-structured interviews with key members of the IOM project implementation team, 

government officers, INTERPOL and the donor; 

• Direct observations at the Philip S. W. Goldson International Airport, the NBBM and the 

WBBG; 

• Self-administered online survey with DINS border officers. 

Interviews: after discussions with the IOM Project Manager, a selection of different stakeholders 

involved in the project conceptualization and/or implementation were interviewed using a semi-

structured topic guide (see annex 2 for the topic guide and annex 3 for the list of interviewees). 

Since some of the interviewees were located in different countries, Skype was used to conduct 

some of the interviews (three).   

Survey: to assess the effectiveness of the training, “Best Practices and Considerations for Senior 

Border Inspectors”, an online self-administered survey was sent to all participants. Given the 

initially low response rate, each participant was called to check if they had received the e-mail 

invitation to complete the survey in an effort to encourage their participation in the exercise.  

Observations: direct observations were conducted in the Philip S. W. Goldson International 

Airport, the NBBM and the WBBG to collect data on the use of the MIDAS. At the NBBM, the 

objective was to also observe the use of the CBICs for migrant workers; therefore, observations 

were conducted in the morning when workers were crossing the border to go to work in the CFZ. 

As for the observations at the WBBG, here too data was collected on the use of the CBICs for daily 
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travelers, especially the school children; therefore, observations were conducted during the 

morning when children were crossing the border from Guatemala to attend school in Belize. At the 

airport, observations focused on the border officers and their use of the MIDAS.  

Sampling: for this evaluation, a purposeful sampling technique was used for identifying and 

selecting the interviewees. The logic and power of purposeful sampling lies in selecting 

information-rich cases from which one can learn a great deal about the issues under evaluation 

(Patton, 1990). As for the survey, it was sent to all the border officers that were trained on the 

“Best Practices and Considerations for Senior Border Inspectors”. From a total of 20 training 

participants, only half of them answered the survey.  

 

Limitations of the Evaluation 

The evaluator would have liked to conduct more interviews with border officers in charge of using 

the upgraded version of the MIDAS. Additionally, conducting the self-administered online surveys 

in person with the senior border officers that participated in the training “Best Practices and 

Considerations for Senior Border Inspectors” would have ensured a greater number of responses. 

However, due to limited resources, it was not possible to engage in any of these steps.  

 

3. Findings 
 

3.1 Relevance 
The relevance criterion refers to the extent to which the objectives of an intervention are 

consistent with the beneficiaries’ requirements, country needs, global priorities, and partners’ and 

donors’ policies. 

Findings show that this project was indeed relevant7 for the GoB, as the intervention was in line 

with governmental priorities to work on migration-related matters. In addition, all stakeholders 

interviewed mentioned the importance of the MIDAS system for providing data to inform 

migration policy8.  

                                                           
7 Because the MIDAS was first installed in 2013 with a previous project, one of the challenges when 
conducting the interviews with government officials was that respondents tended to refer to the relevance 
aspects of the first installations, as prior to the MIDAS, all border crossing registration was done by hand at 
all border points, without being able to electronically register exit/entries or check the documentation. 
8 At the moment of the evaluation the GoB and IOM are implementing the project “Strengthening the 
Technical Capacities of the Government of Belize towards Developing a National Migration and 
Development Policy” funded by IDF.  
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The project was developed taking into consideration government’s needs. As a result of the first 

installation of the MIDAS in 20139, the government was in regular contact with the MIDAS team at 

IOM Headquarters to answer inquiries about the system. This regular communication was 

important during the project development stage, as all modules that were proposed to be 

included in the upgrade of the system were discussed with the Head of the DINS Information 

Technology Unit and the MIDAS team. Given the active involvement of the GoB during all the 

stages of the project development and implementation, the outcome and outputs of the project 

remained valid and pertinent for addressing the needs the project was designed to respond to.  

The project design involved many meetings with the government and IOM. In coordination with 

the donor (IDF), the project developer (who was also Head of Office) ensured the proposal was in 

line with the donor requirements for the project, contributing to the harmonization of the GoB 

migration management policies and practices with the Belize national development strategy.  

 

3.2 Effectiveness 
The effectiveness criterion refers to the extent that an intervention’s objectives were achieved, or 

are expected to be achieved, taking into account their relative importance. 

Overall objective Improve migration management in Belize by strengthening the response 
capacity of national authorities to manage the borders more efficiently 
through an upgrade of the PIRS/MIDAS. 

Indicator The GOB has adopted the pre-screening of all passengers with APIS and 
FIND, the registration of all visas and the printing of temporary cross-
border cards with the MIDAS. 

Results achieved • The GoB is currently not able to pre-screen all passengers through 
APIS as the communication with the MIDAS was not accomplished 
during the implementation nor during the evaluation period.  

• The module for the registration of all permits and extensions of all 
visas was completed and installed.  

• It is possible for the GoB to read CBIC, and check them against the 
MIDAS database, recording all entries and exits. This upgrade is 
available at the only two land points of entries: north and west 
borders.  

• The interconnectivity between FIND and the MIDAS was 
implemented. 

• Border officers have received the training on the MIDAS, however, it 
was identified that new staff have not received the full training on it.   

Results analysis The results were not fully achieved as interconnectivity with APIS was not 
possible. Authorities can manage the borders more efficiently because of 
new functionalities included with the upgrade of the MIDAS. However, the 
lack of pre-screening by APIS of passengers entering the country through 

                                                           
9 Project “Capacity Building for Migration Management through an Interconnected Personal Identification & 
Registration System (PIRS) at all Immigration Offices, and Land, Sea and Air Border Posts of Belize” funded 
by the U.S. Bureau of International Narcotics and Law Enforcement Affairs. 
 



14 | P a g e  
 

the international airport, could be identified as a weakness in the BMIS. 

Recommendation • Coordination with stakeholders to ensure APIS connectivity should 
occur in the planning stages to ensure that requirements of all parties 
are accounted for during the life of the project.   

• It should be assured that new border officers are trained on the use of 
the MIDAS and the upgraded modules.  

 
 

Outcome The GoB will more efficiently process applications for extension visas and 
residence permits, giving due consideration to facilitating genuine traveler 
and migrants while being able to more effectively interdict those travelling 
irregularly, or who appear on international watch lists. 

Output 1.1  Information available on passengers for pre-security screening at the 
international airport through APIS. 

Rationale Identity information on passengers arriving at the international airport is 
available to Immigration Officials through the “Advance Passenger 
Information System” (APIS10). The APIS can connect to the DINS, Joint 
Regional Communications Center (JRCC) and CARICOM IMPACS to verify 
passage against a watch list for any Advanced Passenger Information (API) 
hit (a name presents in the Watch List11), allowing the country to have 
information on the passenger in an aircraft that intends to enter de country 
through the airport. 

Indicator Interconnectivity between the MIDAS and APIS. 

Results achieved During the implementation of the project, and until the time of the 
evaluation, there was no interconnectivity between the MIDAS and APIS 
due to challenges in coordination between the Joint Regional 
Communication Centre (JRCC) and the MIDAS. The data sent by JRCC was 
not compatible with the MIDAS (which follows international standards of 
United Nations rules for Electronic Data Interchange for Administration, 
Commerce and Transport12), therefore it required further adaptation. In 
addition, there were delays on delivering the information to the MIDAS 
team. JRCC needed to provide the GoB servers that also need to be 
connected to the regional center. The MIDAS team has the module ready 
to make it fully functional, but JRCC needs to finalize things on their side. In 
May 2018, the last coordination call with the different stakeholders was 
held to make the final arrangements. The GoB mentioned that they 

                                                           
10 “The Advance Passenger Information System (APIS) was developed as a voluntary program by the former 
United States Customs Service (Customs Service) in 1989 in cooperation with the former United States 
Immigration and Naturalization Service (INS) and the airline industry. Air carriers and sea vessels collected 
passengersʹ biographical data and transmitted the data to the Customs Service while the flight or the vessel 
was en route” (Department of Homeland Security, 2005) 
11 “Watch List” means a list that is used to watch or track the current activity or movements of criminals, 
including terrorists and persons who have been found guilty of involvement with stolen and lost travel 
documents (SLTD), criminal deportees and other persons of interest to the intelligence community.  
12 The United Nations rules for Electronic Data Interchange for Administration, Commerce and Transport 
UN/EDIFACT (the United Nations rules for Electronic Data Interchange for Administration, Commerce and 
Transport) comprise a set of internationally agreed standards, directories, and guidelines for the electronic 
interchange of structured data, between independent computerized information systems. 
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expected to start using APIS in January 2019. 

Results analysis In September 2018, it was reported that JRCC had installed the necessary 
equipment in Belize to make the connection possible and to send the 
requested information to the MIDAS team for the finalization of the 
technical arrangements. At the time of the evaluation, the files had been 
sent to the MIDAS team for their adaptation, and the government deadline 
set for January 2019 to start having APIS fully functional. 

Recommendations • Planning and coordination between implementing partners that was 
carried out at the development stage of the project should include a 
binding agreement that outlines roles and responsibility of partnering 
institutions in order to ensure agreements on responsibilities and 
timelines on activities dependent on an external institution. For similar 
projects in the future, discussions with implementing partners about 
APIS connectivity requirements should be organized at the project 
development stage to ensure that sufficient resources and time are 
allocated. 

• Once APIS connectivity becomes operational in the MIDAS, border 
officers should be trained on how to use this module (including 
procedures for a referral for a secondary revision of a passenger).  

Output 1.2 The GoB is able to register all residents permit and extend visas using the 
MIDAS. 

Rationale The system registers visas and extensions, as well as resident permits 
issued by the GoB, keeping a record of them in the database. 

Indicator Visas issued and registered by the MIDAS. 

Results achieved The GoB is now able to register all residency permits and extended visas in 
the MIDAS. It is possible for them to record the extensions of visas 
provided at the border and in the consulates. 

Results analysis • The possibility of recording permits in the system allows the GoB to 
collect administrative migration data, that is now used for multiple 
purposes, e.g., for generating information on migration trends and 
profiles.   

• The MIDAS can benefit the migrants as permit history is electronically 
recorded. For those who extend their visa while in Belize, at the 
moment of exiting the country the frontline officer has the information 
updated in the system, preventing migrants from being identified as 
having overstayed.  

• Border officers mentioned that information on entries and exits at 
other points of entry does not always appear updated. For instance, 
while the passport may be stamped at a particular BCP, that entry 
sometimes does not show in the MIDAS for officials at other BCPs. 

• Visas and permits should be processed and uploaded in the system; 
however, it was reported that this information is not always updated, as 
some consulates issue visas without providing the information in the 
report that is then updated in the MIDAS. 
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Recommendations • Belizean consulates should provide DINS with updates on the visas 
issued as soon as they are issued, so the MIDAS remains up to date.13 

• Improvements needs to be done to ensure that all entries are recorded 
in the MIDAS and available for border officers to access. Human 
resources can be allocated as data entry clerks to ensure that all 
information is entered in the system. 

Output 1.3 The GoB is able to verify all registration in the MIDAS against INTERPOL’s 
FIND. 

Rationale By producing a system module that enables verification of all traveller 
registrations in the MIDAS against INTERPOL’s FIND14, upgrades the 
connection from MIND to FIND to allow an online real-time check across 
the criminal databases of FIND on wanted persons, stolen and lost travel 
documents. 

Indicator Passenger/traveller information is verified by FIND. 

Results achieved The interconnectivity between FIND and the MIDAS has been 
implemented, therefore it is possible for the GoB to verify in INTEROL FIND 
all persons crossing at BCPs. 

Results analysis FIND has improved conducting verifications of those entering at BCPs. 
Before the interconnectivity, the GoB was not able to have updated 
information in the MIDAS given the nature of the device. However, not all 
border officers interviewed knew how to fully operate this new module and 
the reason why that module was on the system. 

Recommendations • Training on the use of FIND module should be provided as some 
frontline officers in the Belize airport has expressed that they are not 
aware on how to use the module.  

• A protocol on case referrals should be developed, as referral was 
explained during the MIDAS upgrade training but without a written 
protocol in placed.  

• Connectivity should be reviewed to secure it fully implementation, as it 
was reported that a hit has passed in one of the border areas, but 
INTERPOL was not notified about it. 

Output 1.4 The GoB is able to record and track temporary migrants that pass through 
the NBBM through an identification card database. 

Rationale The system keeps a record and tracks temporary migrants that pass 
through the NBBM borders by scanning their CBIC. 

Indicator Existence of the cross-border identification card database. 

Results achieved The existence of the CBIC database was implemented in NBBM (Corozal). In 
addition, though it was not part of the expected output, it was 
implemented in the WBBG (Benque) as well.  

Results analysis • Coordination with the Ministry of Education has ensured that all 

                                                           
13 Respondents mentioned that consulates often send the report on visas issued at the end of the month, 
preventing the visa information from being updated in the MIDAS in real time. 
14 In 2005, INTERPOL introduced two networks, the Mobile INTERPOL Network Database (MIND) and the 
Fixed INTERPOL Network Database (FIND), which facilitate searches of people, motor vehicles, and 
documents at international transit or other points. The main difference between these networks is that FIND 
allows access to an online database, which is continuously updated, whereas MIND provides access to an 
offline database, which is periodically downloaded in an updated form (J, Gardeazabal and Todd, S; 2013). 
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Guatemalan children crossing the border to attend school in Belize have 
a CBIC 15, and the government is able to track and record them. A 
special line for school children has been created at the Guatemalan 
border to make sure that each of them are properly scanned, and it 
speeds up CBIC scanning process, preventing the children from being 
late for school16. 

• As an initiative from the WBBG BCP post commander, a special line for 
children to cross the border has been included to prevent children from 
crossing with adults that are not their legal guardians. But because the 
wireless units (scanners and computers) used for the children’s line are 
reported to be slower than the ones at the booths, when too many 
students are in line to cross they are instructed to pass though the 
counter used by other travelers to prevent them from being late for 
school.  

• During the on-site observations, school children were crossing the 
borders with their cards, which were scanned by the officers. Children 
whose parents had completed the CBIC application, but were still being 
processed, were crossing with a temporary permit that included the 
picture and all personal details of the children; however, this 
information was not registered in the system. In one of the booths, 
there was a list displaying cards that were ready to be picked up by the 
parents. There was an agreement between the schools and the DINS 
that schools in the area will report on all students in the school that 
were Guatemala nationals to make sure that all students on the list had 
their CBIC.   
At the Corozal border, workers are crossing with their CBICs. Yet, 
permits are still being used as not all workers have the cards. The GoB 
has allocated funds to include additional booths at the NBBM, including 
a special line for Belizeans holding the Free Zone card. This was done 
during the project implementation period. 

Recommendations • A permanent line should be placed for school children to cross the 
border in the WBBG. This line should process the CBIC without the 
wireless scanners to reduce the registration process.  

• Awareness campaigns on the importance of holding the CBIC should be 
implemented in both border areas to ensure that all potential 
beneficiaries are reached. This campaign should be targeted for 
illiterate people as well.  

• In the NBBM, agreements with employees could be implemented to 
ensure that all workers have their CBIC instead of continuing to use the 
temporary permits. 

Output 1.5 Government officials have the capacity to use all the four modules on the 
MIDAS upgrade. 

                                                           
15 According to information provided by DINS, 745 student’s cards were issued for this school year (2018-
2019).  
16 At the time of the evaluation officer has been assigned at the border to process student permit 
applications as school year had just started. The cards get printed in Belmopan and the come back to 
Western border to be delivered to school children´s parents.  
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Indicator Number of officials who participate in the training on the MIDAS upgrade. 

Rationale Government officials that use the upgraded modules on the MIDAS gain 
knowledge through training on the MIDAS system. 

Results achieved “Training for Immigration Officials on the MIDAS Upgrade” was conducted 
on the four modules that were upgraded. 

Results analysis When consulted about the training on the MIDAS, all trained border 
officers who were interviewed referred to the first training they had 
received when the system was first installed in 2013, but not the one on 
the upgrades. Since the project that installed the MIDAS for the first time in 
Belize had produced a substantive change in the border management 
system, requesting for border officers to learn a complete unknown system 
(unlike the upgrade that included new features to the system they already 
knew), this might have implications on the first MIDAS training to be on the 
top of their minds. Nevertheless, some respondents did remember the 
training and found it useful it to learn how to use the MIDAS.  

Recommendation A handbook on the use of the MIDAS (including the four modules on the 
upgrades) would be a useful resource for border officers, as none of the 
officials interviewed had replicated the MIDAS training for new officials. 

 

 

Additional findings  
 
Although not specified in the project proposal (nor in the results matrix), the project implemented 
a training on “Best Practices and Considerations for Senior Border Inspectors” targeting senior 
border staff (post commander and supervisor, as well as DINS headquarters). The project 
document review did not identify monitoring and evaluation tools implemented during the 
activity, such as satisfaction surveys or pre- and post-tests to assess the quality of the training.  
 
All the survey respondents (n=10), mentioned that immediately after the training they were able 
to implement the knowledge gained during the training. Among the examples provided, 
respondents mentioned instances such as: identifying persons using fraudulent documents, 
identifying and evaluating passengers that were not genuine tourists, but who had other reasons 
to visit Belize, understanding different interview techniques, and identifying potential victims of 
trafficking. 
 
Respondents mentioned that the training sections that was most useful was that on “Passport 
Examination Procedure Manual” (n=8), followed by “Document Examination” (n=8), “Passenger 
Evaluation” (n=5), “Threat Assessment” (n=5), “Impostors-Good Practices in Identification, 
Practical Exercises-” (n=4), and “Counter-trafficking, Counter-smuggling and best practices for 
identifying potential victims” (n=4). For example, the “Impostor technique” section reportedly 
helped, especially front-line officers, carry out sound evaluations before deciding to grant 
passengers entry. Similarly, the “Counter-trafficking, Counter-smuggling and best practices for 
identifying potential victims” training section helped identify potential victims of trafficking.  
 
All DINS officials trained were still working at the GoB during the evaluation – one of the 

respondents that was working at the DINS Headquarters was currently on a border post in San 
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Pedro. All survey respondents (n=10) based at the DINS headquarters or at border crossings, 

mentioned that they did not replicate a similar training for their colleagues. One respondent 

mentioned that although he had not replicated the training, he had shared the training material 

with colleagues using a USB stick. Although not all of the 20 trained border officers participated in 

the survey, this showed that conducting this training as a training of trainers was not effective, as 

replications of the training were not conducted.  

 

3.3 Efficiency 
The efficiency criterion is a measure of how economically resources/inputs (funds, expertise, time, 

etc.) are converted to results. 

In terms of timing, most of the activities were implemented as planned, except for the full 

connectivity with APIS that was not completed during the project implementation. In addition, the 

need to coordinate actions with stakeholders such as INTERPOL and JCRR also presented 

challenges that led to delays. The delays were partly related to the late completion of the 

preliminary needs assessment on which all subsequent activities depended; and secondly due to 

protracted negotiations for government approvals.  

The project budget and the narrative were not accurate nor consistent with the proposal. The 

proposal narrative mentioned only in the results matrix the “Training for Immigration Officials on 

the MIDAS Upgrade” (activity for Output 1.5); however, when reviewing the budget, funds were 

allocated to conduct a training on fraudulent travel documents and passport examination 

procedures (to be conducted by the MIDAS  team), but the Project Manager (PM) explained that it 

was then agreed to hire an expert consultant to conduct it. This should have been identified during 

proposal development to avoid inconsistency in the budget and the narrative. The PM decided to 

use the training budget (flight and DSA for the MIDAS team) to cover the expert fee as lump sum. 

PM informed that this change was coordinated with the Regional Office and with the donor to 

make this type of use of funds. Nevertheless, this change is not reflected on the result matrix. 

However, with the funds available, trainings were able to be combined, on the MIDAS upgrade 

(120 immigration officials, front-line officials and supervisors) and on “Best Practices and 

Considerations for Senior Border Inspectors” (20 senior officials).  

One of the challenges faced for the implementation was that the teams were not working 

together in the same location. The DINS IT Unit in Belize was working with the MIDAS team in 

Geneva or with the MIDAS focal point for the Americas based in Guatemala, which required work 

and meetings be conducted virtually. Having one of the experts in Guatemala made more cost-

effective use of available resources. Limited funds allowed the MIDAS team from HQ to visit the 

DINS in Belize for only a short period of time to implement the modules that had been working 

virtually.  

Onsite support to the DINS in Belize and planification should be well coordinated ahead of time to 

reduce delays in the implementation of planned activities. The planning and coordination of 

activities was also a challenge, as the PM was also the head of office, and not having on-site 

support to implement them. In addition, the project required technical expertise and to be able to 

answer technical questions from DINS, but the PM had to depend on the MIDAS team for that 
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support as he did not have in the mission someone with IT understanding (not necessary MIDAS 

understanding), which would have been beneficial for the execution of the project. 

As part of the budgeting process, funds for equipment were allocated, but there were challenges 

faced during the procurement of the appropriate equipment for the CBIC printing giving the 

technical requirements of this device. Discussions on the requirements and the specific 

characteristics of software or hardware needed should have been discussed at the beginning of 

the planning of the project, to avoid delays in procurement.  

 

3.4 Sustainability 
The sustainably criterion to the continuation of benefits from a development intervention after 

major development assistance has been completed, the probability of continued long-term 

benefits and, the resilience to risk of the net benefit 

flows over time. 

The evaluation has identified that, with the exception of 

the APIS/MIDAS connectivity that was not operational, 

the remain ungraded modules were still operational.  

Given the level of engagement of the GoB during the 

project development and implementation, it is expected 

that the government will continue using the MIDAS and 

the modules upgraded during this project. When GoB 

officials were inquired about their perception of the 

modules’ sustainability, they mentioned that they could 

not imagine not being able to use the MIDAS. Moreover, 

the GoB is planning to work further on the upgrades to continue making improvements.  

However, consideration needs to be taken to secure the sustained use of the system. Respondents 

working on the frontline reported that when technical difficulties occurred with the system, 

requesting technical assistance was an issue as they have to wait from staff based in DINS 

headquarter (Belmopan) to travel to the border area and fix the technical problem. For minor 

technical issues, remote assistance was provided (e.g. by providing the border officers instructions 

by phone on how to solve the problem). A lack of regular maintenance of equipment was reported 

as it is only reviewed when a problem arises, instead of for preventing problems. In addition, when 

a machine in one of the booths stopped working, equipment was taken from another booth, 

leaving less equipment available at the border until the unit was replaced. This was the case of a 

document scanner that was broken at the time of observation.  

The observations identified that devices installed in the booths during the first MIDAS 

implementation, such as cameras for facial recognition and finger prints readers, were not all 

functional. For those that were operational, they were not necessarily being utilized. It was stated 

that it was not a mandatory instruction to use that equipment for every traveller. Potential 

reasons were that biometric scanning takes additional time on top of the time required for 

document scanning and review. 

“There is no way we can go back. 

This is an area that we needed to 

get to for a long time and I think we 

can only continue going forward, 

there is no way we can ever think of 

letting it slip back there, that is not 

an option.” Director, Department of 

Immigration and Nationality 

Services 
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As mentioned in the effectiveness section, regarding the training on “Best Practices and 

Considerations for Senior Border Inspectors”, all the trained officers were still working with DINS 

at the time of the evaluation (with the exception of one person who was on study leave), which 

means that the knowledge gained for the training is currently being implemented.  

 

3.5 Impact 

The impact criterion refers to the positive and negative, primary and secondary long-term effects 
produced by ant intervention, directly or indirectly, intended or unintended. 

All governmental officials highlighted the importance of the MIDAS for producing data that could 
be used for different purposes, including for better decision making. 

Data obtained from residents permit and visa extension: The Belize Tourism Board can now 
produce better statistical reports17 on the performance of the country's tourism industry for 
national and regional stakeholders such as the Caribbean Tourism Organization or/and the Central 
American Integration System (CISCA for their Spanish initial). Before the MIDAS upgrades, there 
was limited capacity to disaggregate information about the purpose of visits with those travelling 
exclusively for tourist purposes not being properly recorded. 

In addition, for the DINS the “residents permit and extend visas” module has improved the 
administrative procedures to migrants that want to change they migration status, as currently the 
GoB can enter the information in the system which is stored in the MIDAS. Migrants do not need 
to send all their personal information again when renewing or doing a change in their migratory 
status, which was the case before the upgrade. 

With the information provided by the MIDAS the DINS can have profiles of migrants, as if people 
change they migration status this can be analysed because of the visa module.  

For over-stayed migrants the implementation of the visa extension has prevented from those 
arriving at the border to go back to DINS central office in Belmopan to obtain the visa extension. In 
addition, it allows the information to be recorded into the MIDAS central database and be deliver 
to the BCP, allowing the border officers to see on the MIDAS that information, preventing for 
migrants to be stop at the border control because of lack of information on his/her migration 
status. 

In addition, this module has made possible for better control of the permits issued at the border. A 
person that has overstayed in Belize would be required to pay BZD 50 (USD 25 approximately) 
every 30 overstayed days. Before the MIDAS module on “residents permit and visa extension”, the 
GoB provided a “rubber wet stamp” that border officers were issuing in the border post for those 

                                                           
17 The data to produce accurate reports and made projections of monetary contribution of tourism in the 
country, is highly relevant if it´s taken into consideration that the direct contribution of travel and tourism to 
the Gross Domestic Product (GDP) was USD277.7 mm, 15.0% of total GDP in 2017, during the same year the 
industry of tourism directly supported 21,000 jobs (13.4% of total employment)  (Word Travel & Tourism 
Council, 2018). 
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that had overstayed in Belize without the DINS possibility of keeping a record of the amount of 
extensions provided. But situations were detected where the extensions were duplicated, which 
means that some of them were not issued legally. To tackle this situation, the DINS decided to 
stop issuing the wet stamps and replace them with stickers that has serial numbers that could be 
control. The DINS can now control to whose non-Belizeans the extensions are given (crossed check 
with passports) and in what border control has that sticker been given. The DINS can also receive 
reports on the extensions issued (stickers) and can monitor that the reports (number of extensions 
reported by borders) and the serial numbers they have matches, and if it does not much then they 
can investigate the reasons. In addition, the registration of extensions on the system allows the 
GoB to produce statics on the number of extension issued.  

Cross-Border Identification Cards: The evaluation found that in the WBBG this module has 
improved the security aspects of migrant crossing this border on daily basis, especially for school 
children. This card has been issued for the school year in coordination with the school, who 
reports to the DINS on the non-Belizeans national students, in order to secure that children were 
register when exiting/entering the country. This CBIC can only be used during school time from 
Monday to Friday, if the school children want to use the card on a weekend then the school needs 
to issue a notification to the border control. If not, 
the card cannot use be used.  

 
® IOM, Western Border Belize/Guatemala  

Interconnectivity with FIND:  As the local police does not have the equipment that is required to 
connect to FIND, DINS has provided the police with a certain part of their network in the MIDAS to 
have access to FIND, and to check documentation against the INTERPOL watchlist.   

It was mentioned that the cross check of FIND against the MIDAS provides the frontline officer 
with the confidence that the migrant who is allowed to enter the country has been cleared 
previously. 

Availability of information to share with partners: The DINS is being empowered as a result of 
having a BMIS that can record data that can be used for internal and external purposes. E.g an 
Embassy of a third country requesting travel history of a passenger can now be provided easily by 
the MIDAS reports. DINS can answer immediately to those request for information.  

“The card gives us that security where 

we can identify for certain that this 

children are there, they pass the border 

at this time on that day at this hour (…) 

it creates more of a form of security for 

them in every way (..) it allows us to 

accumulate the necessary data (..) we 

can look in here and see that at ten 

o’clock that child comes in every day or 

whatever time, on a daily basis.” A 

Western Border Officer 
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Faster border crossing procedures: The MIDAS can now provide information on migration status 
of the traveller, preventing from border officers asking unnecessary questions regarding the 
migration status of the person being checked at the border. E.g, a person that has a permit in his 
old passport and is trying to cross the border with the new passport, in the past the immigration 
would need to obtain this information through a series of questions, but now the information can 
be pulled up from the MIDAS, therefore those questions won´t be necessary, preventing for 
unnecessary details to the person crossing the border.  

Additionally, the CBIC has made the border checks more efficient as the scanning process of the 
cards requires less time than a passport or a paper permit.  

 

     

          ® IOM, Northern Border Belize/Mexico  

3.6 Cross-cutting themes 

This section of the report presents the results on the extent to which gender equality and right 
considerations were addressed by the project. 

a) Gender  

When determining to what extent gender has been integrated in the project, there project only 
refers to it when stating equality number of women and men would participate on the MIDAS 
training. The content of the training has some degree of gender preceptive, as there was a section 
on document identification with gender consideration:  

“We trained the inspectors to look at photographs of a man and see the perception of a woman 
and realize that it’s the same person and vice versa. We told them to look at photo IDs and realize 
that the passenger may not actually identify with the sex that is listed in their travel document, but 
they need to be able to see that in a dignified way and identify the person to pass (…) you are 
trying to get people focused on biometrics and not sex or gender” IBM RTS 

“The card you just see if it’s the person, 

put it in, scan, if it’s valid save and you 

can go ahead, I guess I would say about 

eighty percent more efficient than the 

other two documents (passport and 

permits).” A Northern Border Officer  
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b) Rights-based approach  

Analysis of the integration of a rights-based approach was done using the “IOM Rights-based 
approach to programming handbook”18 to assess to what extend the project took into account the 
needs of vulnerable and disadvantaged populations to promote social equity. 

The evaluation found that the project did not include rights indicators. The training “Best Practices 
and Considerations for Senior Border Inspectors” included a section on human trafficking and 
smuggling that focused on the identification of migrants, but it did not focus on their rights. Thus, 
the content of the training could have included as part of the training a section on the rights of 
migrants. 

Although it was not explicit at the proposal outputs of the project, the CBIC in the WBBG has 

support the reduction of the vulnerability risk factors for migrants, especially for children that 

were crossing on a daily basis the border, therefore it could be considered that the program has 

contributed to protection of this population. 

 

4. Conclusions and recommendations 

The “Enhancing Migration Management in Belize through an upgrade of the Migration Information 

Data Analysis System (MIDAS)” project addressed the need of the GoB in building and 

strengthening the capacity of the DINS´s staff to manage the border more efficiently through an 

upgrade of the MIDAS.   

The upgrade of the permit module provides the GoB with a migration history of the traveler – that 

is, if a person changes his/her migration status, that information is now recorded electronically in 

the MIDAS and no longer stored only in physical files. Currently, permits are recorded in DINS 

Headquarters in Belmopan and uploaded to the MIDAS so border officers can see that information 

in the system. In addition, the Belizean consulates can send their report of the visas issued to DINS 

after which the information is updated in the system. This allows front-line officers to see the last 

visa issued when a passport is scanned. 

The connection between the MIDAS and FIND has provided the GoB the ability to effectively 

identify those who appear on international watch lists, as every person who is trying to enter the 

country will have his/her information verified by FIND. 

In addition, this project has also strengthened the capacity of senior officers on border 

management trained in “Best Practices and Considerations for Senior Border Inspectors”; 

however, as this training was not yet replicated, knowledge has not been expanded further to 

other border officers. 

                                                           
18 Access accessible here: https://publications.iom.int/books/rights-based-approach-programming 

https://publications.iom.int/books/rights-based-approach-programming
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This project was not successful in connecting the MIDAS and APIS, therefore information available 

on passengers for pre-security screening at the international airport is not available to the DINS 

prior flights arrive at the international airport. This output remains pending until final arrangement 

are made to make this module fully operational (expected by January 2019).  

The following are a set of recommendations that emerged from the analysis conducted in this 
evaluation: 
 

1. Develop Standard Operation Procedure on how to respond to INTERPOL watchlist alerts, 
providing instructions on the referral path from the border post to INTERPOL authorities.  
 

2. Elaborate a MIDAS operational manual to ensure that all border officers have a technical 
resource on how to use the upgraded version of the MIDAS  
 

3. Allocate funds for hardware and software maintenance to ensure that the MIDAS and all 
devices are fully operational. Devices such as passport and CBIC card scanners need to be 
regularly maintained and, if possible, back up devices should be available if needed. 
Internet connection should be secured to avoid the MIDAS temporary failures, as this 
situation prevents travelers from being registered in the system and checked against 
INTERPOL watchlists, affecting negatively the border management.  
 

4. Secure human resources with technical expertise. The IT technical team in DINS is crucial 
for the MIDAS to be fully operational and for the sustainability of the system; therefore, 
funds to secure sufficient staff with the MIDAS proficiency should be secured. This staff 
should also be available to assist with the system maintenance and when it temporarily 
crashes at border posts.  
 

5. Engage partners in the project development stage. For similar projects in the future, 
discussions with implementing partners about the software and hardware requirements 
should be organized at the project development stage to ensure that sufficient resources 
and time are allocated. In case of external institutions involve in the project 
implementation (such as the case of JRCC for this project), binding agreement that 
outlines roles and responsibility of partnering institutions could be developed, in order to 
ensure agreements on responsibilities and timelines.  
 

6. Encourage trained officials to replicate the training “Best Practices and Considerations 
for Senior Border Inspectors”. All trained officials have received a USB with all the 
materials to conduct the training themselves. DINS could coordinate the replication of the 
training in all border post to secure that border officers receive the capacity building 
training.  
 

7. Establish a permanent line at the WBBG for school children that hold CBIC (such as the 
case of the special line for the free zone workers at the Northern Border post), to secure 
that all school children are individually registered.  
 

8. Raise awareness targeting daily cross border travelers in border areas on the CBIC. 
Awareness campaigns on the importance of holding the CBIC should be implemented in 
both NBBM and WBBG to ensure that all potential beneficiaries are reached, and they 
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understand the benefits of holding the CBIC. This campaign should be targeted for 
illiteracy people as well. Additionally, in the NBBM, agreements with employees could be 
implemented to ensure that all workers have their CBIC instead of continuing to use the 
temporary permits. 
 

9. Guarantee inclusion of cross-cutting issues such as gender and accountability to affected 

populations by integrating gender mainstreaming and a rights-based approach in future 

projects development, in line with IOM guidelines on rights-based approach to 

programming and on gender mainstream into projects.   
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Annexes 
 
 

Annex 1 Terms of reference 
 

Terms of Reference 

For the ex-post internal evaluation of the project: 

“Enhancing Migration Management in Belize through an upgrade of the Migration Information 

Data Analysis System (MIDAS)” 

 

Evaluation Commissioning Office: IOM Belize 

1. Evaluation context 

The overall objective of the project was to strengthen migration management through an upgrade 

of the current Migration Information and Data Analysis System in Belize (MIDAS). This initiative 

aims at building and strengthening the capacity of Belize’s Department of Immigration and 

Nationality Services (DINS) and its staff to manage the border more efficiently through an upgrade 

of the recently installed PIRS/MIDAS computerized border information management system.  

In 2013, IOM piloted the Personal Identification and Registration Information System (PIRS), now 

MIDAS, at all Immigration Offices and Land, Sea, and Air Border Posts of Belize. The DINS 

experienced an entire transformation from manual to automated recording, remarkably 

facilitating the inward and outward migration processes. Indeed, in 2015, Belize received 

approximately 1.3 million tourist arrivals on 13 daily flights arriving at the International airport. 

Similarly, the cross-border population on the Western border with Mexico (Santa Elena) is 

approximately 45,000 on a monthly basis, while on the Northern Santa Elena border it is 

approximately 100,000 per month, inclusive of the Belizean daily workers exiting and entering to 

the Commercial Free Zone (CFZ). Among these large population flows there are labour migrants, 

visitors, transients, and trans-border migrants who the Government of Belize (GoB) is now 

mobilized to adequately identify and track. 

The Government of Belize is aware of the vulnerabilities to the current border management 

system, which are caused by the increased traffic flows at the international airport and at the 

northern and western land borders. For that reason, the Government wants to take proactive 

steps to protect the integrity of the MIDAS.  

Specifically, IOM proposes to implement four (4) main activities within the context of this 

proposed upgrade of the MIDAS:  

1. Interconnecting the MIDAS to the Advance Passenger Information System (APIS);  

2. Adding a resident permit and visa extension module to the MIDAS;  
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3. Upgrading from the current locally networked Mobile Interpol Network Database (MIND) to the 

wide area networked Fixed Interpol Network Database (FIND); and  

4. Pilot solution for the issuance and printing of Cross-Border Identification Cards for the Northern 

Border.   

Upon the completion of the 4 components, two training sessions with Immigrant officials, one 

with high level/supervisors and a second with frontline, to ensure that they have the knowledge 

and expertise to use the upgraded features in the MIDAS.  

It was expected that activities would result in improved information available to Immigration 

Officials on the identity of travellers going into Belize through the APIS: the MIDAS system would 

issue and register visas and extensions; the upgrade from MIND to FIND, together with APIS, 

would allow immigration authorities to be able to access the online criminal databases of FIND on 

wanted persons, stolen, and lost travel documents; and finally, MIDAS would allow for the 

issuance and printing of temporary cross-border daily card for commuters.  

2. Evaluation purpose 

The overall objective of this evaluation is to determine whether the project has achieved its 

intended objectives and expected results as described in the results framework. The evaluation 

will measure achievements according to the following sub-objectives: 

• Assess whether the project has met the intended objectives and outputs as set out in the 

project proposals; 

• Assess the relevance and efficiency of project interventions; 

• Assess the durability of the project’s results or the continuation of the project’s benefits; 

• Determine the extent to which the project coordinated with relevant actors; 

• Assess the constraints, if any, which have affected successful project implementation, and 

factors contributing to success; propose corrective actions for future planning and execution; 

• Assess the extent to which gender has been mainstreamed in the implementation of this 

project; and 

 

This ex-post project evaluation is being conducted for use for the senior management team in IOM 

Belize, the MIDAS team, the Immigration department, the Border Management Regional Thematic 

Specialist in RO San José, and IOM Development Fund (IDF).  

3. Evaluation scope  

The scope of the evaluation will cover the period from (1 November 2016 to 30 September 2017) 

of project implementation.  

Geographically, it will cover the main Northern Belize/Mexico borders, the Western Border 

Belize/Guatemala, the International Airport and Head Quarters in Belmopan.  
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4. Evaluation Criteria: 

The evaluation will assess the project’s results based on OECD/DAC criteria of relevance, 

efficiency, effectiveness, sustainability and impact. 

4.1 Evaluation questions 
 
The following questions will guide the evaluation inquiry:  
 
Relevance:  

I. To what extent were stakeholders consulted and involved in designing the project?  
II. Was the project in line with international and partner government policies and strategies 

on border management systems and practices?  
III. Do the expected outcomes and outputs remain valid and pertinent in terms of the 

beneficiary’s and stakeholders’ needs to which the project was designed to respond?  
 

Effectiveness:  

I. To what extent were the project outputs, outcomes, and objectives achieved and whether                      

the outputs contribute to outcomes and objectives.  

II. How much did the project build on interventions to ensure sustainable practices, and how 

effective were these mechanisms? 

Efficiency:  

I.  Are the project expenditures and use of resources in line with the agreed upon budget, 

and consistent with the strategy of the project? 

Sustainability:  

I. Are the benefits generated by the project likely to continue once the external support 
ceases? 

II. Do the project partners have the financial capacity and are they committed to maintaining 
the benefits of the project in the long term? 

III. Do the project partners have the necessary skill to maintain the system, learned from the 
training sessions? 

IV. How much did the project build on interventions to ensure sustainable practices, and how 
effective were these mechanisms? 

Impact: 

I. Which positive/negative and intended/unintended effects were produced by the project? 
II. What is the impact of the project in strengthening institutional capacity of the Belize´s 

Department of Immigration and Nationality Services (DINS) to manage the border more 
efficiently? 

 
Cross-cutting themes 

• Have practical gender needs, strategic gender interests and other gender‐related issues be
en adequately considered in the project design and implementation? 

• Does the project actively contribute to the promotion of rights of migrants and accountabil
ity to affected populations?  
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5. Evaluation methodology  

The evaluation methodology will be designed in alignment with IOM’s evaluation guidelines and 
principles to sufficiently address evaluation questions raised above. The data collection process 
will apply both quantitative and qualitative methods. The evaluation should be participatory in 
nature and should ensure the participation of all relevant stakeholders in providing inputs into the 
evaluation design, coordination of field level data collection and site visits, provision of data, 
validation of evaluation findings. The evaluation will draw on the following methods in gathering 
relevant data: 

- Desk review (Review of project reports and other existing secondary literature) 
- Primary data collection (Key informant interviews, surveys.) 

Data collection will be guided and follow IOM Data Protection Principles, UNEG norms and 
standards for evaluations, and relevant ethical guidelines. 

 

6. Evaluation Deliverables 

The evaluator will be expected to deliver the following outputs: 

- Evaluation matrix 

- Evaluation data collection tools 

- Evaluation draft report 

- 2-page evaluation brief to summarize key findings, conclusions, and recommendations  

- Final evaluation report 

 

The final evaluation report should have the following format: 

- Executive Summary 

- Introduction and Background 

- Context and Purpose of the Evaluation  

- Evaluation Framework and Methodology 

- Findings and Analysis 

- Relevance 

- Efficiency 

- Effectiveness 

- Sustainability 

- Impact 

- Conclusions and Recommendations 
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Annex 2 Methodology 
A) Document Review 

• Project proposal and donor report of “Capacity Building for Migration Management 
through an Interconnected Personal Identification & Registration System (PIRS) at all 
Immigration Offices, and Land, Sea and Air Border Posts of Belize”  

• FREE Zone agreement 

• Project proposal 

• Donor report interim 

• Final Report 

• Financial Report 
 

B) Survey 

The International Organization for Migration in Belize would like to hear from you regarding the training you 

attended on September 2017 on “Best Practices and Considerations for Senior Border Inspectors”. This short 

survey will take 10-15 minutes and will give us an indication of how you managed to apply the knowledge 

after the training in your daily work. Your responses will help guide improvements in future activities.  

Your participation in this study is completely voluntary. Your responses will be strictly anonymous. Should 

you have any questions, please do not hesitate to contact us by e-mail to this address vvaca@iom.int. IOM 

thanks you in advance for your time and feedback.  

1. Please indicate which option best describes your current role at your border post  

☐ Front line border official 

☐ Supervisor 

☐ Senior post commander 

☐ Other 
 
 

2. Please indicate at which immigration border post you are based:  

☐ Western land border Guatemala/Belize 

☐ Northern land border Mexico/Belize 

☐ Philip Goldson International Airport 

☐ Other (please specify):  
 

 
3. Please select the content of the training that you have found more useful. Mark all applicable. 

Passport Examination Procedure Manual – PEPM  

Passenger Evaluation   

Document Examination   

Threat Assessment  

Passport Issuance and Document Integrity  

Impostors (Good Practices in Identification, Practical Exercises)  

Genetic Markers  

Counter-trafficking, Counter-smuggling and best practices for identifying potential 
victims  

 

 
4. “I was able to apply the knowledge gained from the training to my job” (please select the option that 

is more suitable for you):  
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☐ Immediately 

☐ Within 1-3 months 

☐ After 3 months or more  

☐ So far, I have not been able to apply the knowledge gained from the training to my work 

☐ I do not expect to use the knowledge gained from the training in my work.  
 

4.1 If you have been able to apply the knowledge and/or skills gained, can you provide examples of the 
use of any knowledge gained from the training in your work? 
 
 

 
4.2 If you have not been able to apply the knowledge and/or skills from the training, can you provide 

details here on the reasons for this?  
 
 

 
 
5. Have you conducted a training of your colleagues based on the material from the training you 

attended? 

☐ Yes (go to question 5.1) 

☐ No (go to question 5.2) 
 
5.1 If you have been able to conduct a training, can you please provide any details on this? 
 
 

 

 
 
5.2 If you have not been able to conduct a training, can you please elaborate why? 
 
 

 

 
6. What was the content of the training that you remember the most? Why? 
 
 

 
 
7. Do you have any additional comments, questions, or concerns you would like to share? 
 
 

 
 
 
Many thanks for your participation! 
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C) Interview topic guide 

 
 

Topic Guide for Key Informant Interviews for IOM Staff 

Post evaluation 

Project Enhancing Migration Management in Belize through an upgrade of the Migration 

Information Data Analysis System (MIDAS) 

 

Informed consent 

 

Thank you for agreeing to do this interview. My name is ............................................. .. I come from 

the IOM Regional Office in Costa Rica. We are currently evaluating the IOM project implemented 

between 2016 and 2017 by our office in Belize “Enhancing Migration Management in Belize 

through an upgrade of the Migration Information Data Analysis System (MIDAS)” to support the 

government of Belize in their migrant management efforts. 

We are taking with government officials and other relevant stakeholder that were part of the 

project implementation to know about their experience with it.  

As part of this conversation I will ask a few questions but please be aware that aren’t right or 

wrong answers for the questions I will ask, I’m interested in knowing about the project 

implementation and results. The interview will last about 60 minutes. If there are any questions 

that you don’t feel comfortable answering, just tell me and I’ll move on to another topic area. Of, 

if you decide you want to stop the interview altogether, that’s fine, just let me know as your 

participation is voluntary. Our conversation today is completely confidential. With your 

permission, I’d like to record the interview with this device. This is so the interview can be 

transcribed. Are you happy to continue with the interview and for it to be digitally recorded? Is it 

fine if I use quotes to illustrate the report? If you agree with me taking quotes rest assure I won’t 

specify who said that as the report will be general and anonymous. Do you have any questions 

before we start? 

1. Could you describe your role in the project as part of the key project staff for the IOM 

upgrade MIDAS project and since when you were involved? 

2. To what extent were you involved in conceptualizing the project?  

3. Considering the situation before the project implementation, could you share what was 

the problem that the project was intended to address?  

4. To what extent where stakeholders consulted and involved in designing the project?  

5. To what extent were the project outputs, outcome and objective achieved and whether 

the outputs contribute to the outcome and objective?  
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6. One of the products is the connection between MIDAS and APIS, and towards the end it 

was reported that it was not available as files from JRCC were not available to carry out 

the interconnectivity between APIS and MIDAS. It is available now? If not, what is the 

reason why APIS is currently unavailable and what are the plans to make it functional?  

7. To what extent were appropriate human, financial, and technical resources allocated to 

the project?  

8. One of the outputs of the project was to purchase the appropriate equipment for creating 

the temporary cross-border identification cards. To what extent did the project make the 

best use of available resources? How were this purchase done to secure the best value for 

money? How were the equipment purchased identified?  

9. How were the training activities on MIDAS upgrade new modules designed?  

 

10. For PM and IBM RTS only:  

a. On the budged it is expected to conduct one training on Fraudulent Travel 

Documents and Passport Examination Procedures under a MIDAS colleague from 

HQ. The document review shows that the training was conducted by the 

Inmigration and Border Management Regional Thematic Specialist and an expert 

not from HQ. Can you elaborate further on this change?  

i. Why this chance? How were these expenses covered?  

ii. This training only targeted Senior Border inspector, can you elaborate 

why?  

iii. The training was conducted in Belize City, was only for Senior Border 

Inspectors based in Belize City or it targeted also inspector from other 

areas? If yes, how were the cost associated with their transportation were 

covered?   

iv. How was this training designed? 

 

11. What improvements you will propose that should necessarily be considered in the 

conceptualization, planning and implementation of similar projects?  

12.  What were the efforts made for the sustainability of the project?  

13. The project main objetive was to improve migration management in Belize by 

strengthening the response capacity of national authorities to manage the borders more 

efficiently through an upgrade of the MIDAS by adding the 4 modules, how was expected 

to be the impact of this? 

14. How is it now compared to the initial conceptualization you have described?  

15. What you would say would be the intended or unintended impact of the project? Please 

describe both  

16. How has gender been addressed in the project? Have there been any challenge to 

addressed them? If yes, how were this addressed  
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17. Have practical gender needs, strategies gender interest and other gender related issue 

been adequately considered in the project design and implementation?  

18. Does the project actively contributed to the promotion of rights of migrant and 

accountability to affected populations?  

19. Is there anything else you would like to tell me? Anything I have not asked but you think is 

relevant?  

 

[Thank participant for his/her cooperation] 
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Topic Guide for Key Informant Interviews (Government officials) 

Post evaluation 

Project Enhancing Migration Management in Belize through an upgrade of the Migration 

Information Data Analysis System (MIDAS) 

 

Informed consent 

 

Thank you for agreeing to do this interview. My name is ............................................. .. I come from 

the IOM Regional Office in Costa Rica. We are currently evaluating the IOM project implemented 

between 2016 and 2017 by our office in Belize “Enhancing Migration Management in Belize 

through an upgrade of the Migration Information Data Analysis System (MIDAS)” to support the 

government of Belize in their migrant management efforts. 

We are taking with government officials and other relevant stakeholder that were part of the 

project implementation to know about their experience with it.  

There aren’t right or wrong answers for the questions I will ask, I’m interested in knowing about 

the project implementation and results. The interview will last about 60 minutes. If there are any 

questions that you don’t feel comfortable answering, just tell me and I’ll move on to another topic 

area. Of, if you decide you want to stop the interview altogether, that’s fine, just let me know as 

your participation is voluntary. Our conversation today is completely confidential. With your 

permission, I’d like to record the interview with this device. This is so the interview can be 

transcribed. Are you happy to continue with the interview and for it to be digitally recorded? Is it 

fine if I use quotes to illustrate the report? If you agree with me taking quotes rest assure I won’t 

specify who said that as the report will be general and anonymous. Do you have any questions 

before we start? 

 

1. Could you describe what was your role in the IOM project upgrade MIDAS and since when 

you were involved? 

2. To what extent were you involved in conceptualizing the project?  

3. Considering the situation before the project implementation, could you share what was 

the problem that the project was intended to address?  

4. Can you tell me about how this project was aligned with Belize border management 

country needs?  

5. To what extend is MIDAS system and the developed modules under this project, in line 

with international and partner government policies and strategies on border management 

systems and practices? 
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6. Did the project take into consideration local border management systems and practices?  

7. Could you describe if something has changed since then? What? How? What was the 

project's contribution to the observed change?  

8. In your opinion, what has been the success of the project and what are the aspects of the 

project to which these results are attributable?  

9. Did MIDAS updated modules had any impact on working with the challenge that made this 

project necessary such as identification and documentation of the immigrant populations 

and other issues?  

10. The project has created a temporary ID card database that registers cards holders as they 

pass thought the border. In your opinion, what is the main achievement of this?  

11. For the creation of the temporary ID, the project had purchased of 3 card border printers, 

1 Server for database, Cards (5000) and 3 work station, are this item still working? What 

measures has been taken to secure they maintainace and use?  

12. One of the upgrade of MIDAS was to move from current locally networked Mobile Interpol 

Network Database (MIND) to the wide area networked Fixed Interpol Network Database 

(FIND). Is the government able to verify all registration in MIDAS against FIND?  

13. Do you think that upgrade module contributes to improve migration management in 

Belize by strengthening the response capacity of national authorities to manage the 

border more effective? If yes, could you tell me why (explore identification of fraudulent 

documents) 

 

12. A) FOR INTERPOL ONLY:  

A) Have cases been identified since the implementation of the MIDAS 

module? In your opinion, what is the impact of this upgrade? 

B) In your opinion, how effective were the trainings conducted in the different 

border areas that included a section on FIND module? Would you chance of 

them if you could do it again? If yes, what would you chance? 

 

13. Did the project accomplish effective and efficient processing of visa and Work Permit 

applications in order for the government to be able to register all residents permit and 

extend visas using MIDAS?  

 

14. Can the government maintain effective and efficient monitoring of visa and work permit 

durations?  

15. Goverment oficial were trained in the use of the 4 modules of MIDAS upgrade. To what 

extend immigration officers are capable of training other in the use of MIDAS?  

 

16. FOR SENIOR BORDER INSPECTORS ONLY:  

a. Senior goverment oficial were trained in Best Pratices and 

considerations on Border management. To what extend were you 

capable of using the knowleadge gain on the training?  
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b. Were you able to replicate it to other colleagues?  

c. Please state any examples of MIDAS update 4 new modules 

contributing to improved border security (e.g. the detection of 

suspects/criminals, stolen/lost travel documents, alert list hits). 

d. Which Government agencies have access to data recorded by MIDAS? 

How do they use the collected data? 

 

17. WEST BORDER ONLY:  

a. In your opinion, can you please describe the impact t of the ID card for 

MIDAS primary/secondary school students that travel to school daily 

in the neighboring communities and towns in Belize, migrant laborers 

and daily commuters travel in and out through this border point? 

(explore any case of VoT, migrant smuggling)  

 

b. Do you think that the implementation of the ID cards contributes to 

improve migration management in Belize by strengthening the 

response capacity of national authorities to manage the border more 

effective? If yes, could you tell me why  

c. Is the equipment currently in use in all the current station of the West 

border? If not, please explore why 

d. For the Uses of MIDAS update training was provided. Can you 

remember how that training helped to use MIDAS new modules? 

 

18. MEXICO BORDER ONLY:  

a. In your opinion, can you please describe the impact t of the ID card for 

MIDAS for Belizean employees, business owners/investors in the Free 

Zone and nationals and tourist that are exiting and entering this 

border point?  

b. Do you think that the implementation of the ID cards contributes to 

improve migration management in Belize by strengthening the 

response capacity of national authorities to manage the border more 

effective? If yes, could you tell me why  

c. Is the equipment currently in use in all the current station of the West 

border? If not, please explore why 

d. For the Uses of MIDAS update training was provided. Can you 

remember how that training helped to use MIDAS new modules? 

 

19. BELIZE Tourism Board Only:  

a. In your opinion, can you please describe how the project impact for 

Belizean tourist that are exiting and entering the border points? 

(effectiveness) 
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20. IT and Technician Only:  

a. Did you experience IT malfunctions since the introduction of the 4 

new modules included with the MIDAS update during this project? If 

yes, please elaborate.  

b. What features and functionalities would you like to add to MIDAS? 

c. Are the immigration officers using MIDAS new 4 modules 

comfortable? If not, please explain. 

d. Please state any major technical challenges experienced with MIDAS.  
 

21. What do you think about the sustainability of the project's outpus and outcomes?  

22. This project ended on September last year, were there sufficient financial means available 

to sustain MIDAS? Please provide further details?  

23. In your view, does the project actively contributed to the promotion of rights of migrant 
and accountability to affected populations?  

24. What would be your recommendation to IOM for the success of similar initiatives in the 

future? 

25. Is there anything else you would like to tell me? Anything I have not asked but you think is 

relevant?  

 

[Thank participant for his/her cooperation] 
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Annex 3 List of Interviewees 

N° Name Position Institution 

1 Mr. Gordon Wade Philip Goldson International 
Airport Port Commander 

DINS 

2 Ms. Ruby Rodriguez Philip Goldson International 
Airport Supervisor Supervisor 

DINS 

3 Ms. Teresita Cooch Belize Aiport Front Line Officer DINS 

4 Mr. Rodolfo Bo Information Technology 
Manager 

DINS 

5 Mr. Rodriguez Head of Unit INTERPOL INTERPOL 

6 Ms. Maria Marín Former Migration Director DINS 

7 Ms. Diana Lock Migration Director DINS DINS 

8 Ms. Vonetta Kerr Benque Belize/Guatemala 
Border Port Commander 

DINS 

9 Luis Romero Benque Belize/Guatemala 
Border Supervisor 

DINS 

10 Robert Gurnsey Benque Belize/Guatemala 
Border Front Line Officer 

DINS 

11 Mr. George Reynolds Immigration- North Belize 
Mexico Border Port 
Commander 

DINS 

12 Mr. Eldon Gillette Immigration- North Belize 
Mexico Border Supervisor 

DINS 

13 Mr. Sierra Immigration- North Belize 
Mexico Border Frontline 
Officer 

DINS 

14 Nikoloz Pepanashvili Identity and Border 
Management Officer 

IOM/MIDAS HQ 

15 Michael Arana Tourism Data Analyst Belize Tourism Board 

 Rene Chuc Head of Office IOM Belize / 
Project Manager 

IOM Belize 

16 Cy Winter Immigration and Border 
Management Specialist for the 
Americas 

IOM Regional Office 

18 Alessia Castelfranco IDF Donor IOM - IDF 

19 Antonio Meono MIDAS Expert  IOM Guatemala 

 
 

 
 


