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1. Executive Summary  

This report presents the results of the final evaluation of the project “Capacity Building for Sustainable 

Development in Tonga”. The project was funded by the IOM Development Fund (IDF) and had a total 

budget of USD 200,000 which was executed over a period of February 2018 to June 2021, inclusive of 

two no cost extensions (NCE). PALM was originally managed remotely by the Fiji country office of the 

International Organization for Migration (IOM) and implemented by the IOM Tonga country office. 

Due to internal turnover, the project was transferred for remote management from IOM Canberra 

country office with coordinating functions for the Pacific in 2020.  

The objective of this project is to contribute to well-managed migration as a sustainable development 

strategy in Tonga. This was planned to be achieved through the following outcome: the Government 

of Tonga (GoT) implements evidence-based migration and sustainable human development policy and 

programmes. The first output is: data relating to migration and sustainable development in Tonga is 

available.  The second output is: the GoT has increased capacity (tools, skills and knowledge) to 

implement evidence-based migration and sustainable development policy and programmes. 

Against six criteria of the Organisation for Economic Co-operation and Development’s Development 

Assistance Committee (OECD/DAC)1 of relevance, coherence, effectiveness, efficiency, impact and 

sustainability, the objective and purpose of the evaluation is to: 

• Assist the donor in decision-making on the use of funds, on project management and to fine-

tune interpretation and categorization of the funding criteria.  

• Assist IOM’s management in approaching and planning any future engagement with the 

Government of Tonga, particularly regarding migration management and sustainable 

development.  

• Assist the Government of Tonga decision-making and interventions regarding migration for 

sustainable development.  

In consultation with the IOM project team, it was agreed that it is premature to assess the project’s 

impact during this evaluation, due to the timing of the evaluation and the effects of the COVID-19 

pandemic. In addition, the impact of the project intervention cannot be assessed at this stage due to 

limited resources for data collection with communities in the target countries, and inadequate 

monitoring and evaluation (M&E) and baseline data at objective level. The main audience and users 

of the evaluation will be the IOM Development Fund, IOM Australia Country Office with Coordinating 

Functions for the Pacific, IOM Tonga Country Office and the GoT. 

Methods used for the data collection included document review, review of monitoring data, semi-

structured interviews and an online survey. Purposeful sampling was used, prioritizing a diverse range 

of stakeholders from IOM project staff, consultants, non-government and government stakeholders. 

The data analysis relied mainly on qualitative analysis (deductive analysis) of documents and 

information gathered from the key informant interviews (KIIs). A qualitative analysis of two cross-

cutting themes, human rights approach and gender mainstreaming, was done by applying the guiding 

questions for incorporating cross-cutting themes into the project development, management and 

evaluation of the IOM Project Handbook.2 A quantitative analysis was also conducted with information 

from the financial reports and the results matrix.  

 
1 https://www.oecd.org/dac/evaluation/daccriteriaforevaluatingdevelopmentassistance.htm  
2 IOM Project Handbook second edition, 2017 pg. 94,188, 344 and 480. 

https://www.oecd.org/dac/evaluation/daccriteriaforevaluatingdevelopmentassistance.htm
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The following are challenges and limitations encountered during the evaluation: 

a) The outbreak of the COVID-19 global pandemic which resulted in closing of borders, and long 

quarantine period in-country limited the possibility of travelling to Tonga and have in-person 

interviews as well as assess the impact with end beneficiaries in Tonga. 

b) Turnover of IOM staff and government stakeholders involved in the project since its 

implementation in 2018-2019. 

c) Limited availability of records and documentation from the activities conducted by the 

project, including missing records of participants lists, meeting minutes, monitoring tools, 

workshops and travel reports. 

To mitigate the impacts of these challenges, the evaluation was conducted remotely using video-call 

systems, ensuring flexibility through the interviews to re-schedule where cancelations and no-shows 

occurred. The timing of the evaluation three months following the end of the project limited the 

possibility to determine the medium and long-term effects of the project; however, an assessment of 

potential impacts and key changes brought by the project were identified during the KIIs. In addition, 

some of the IOM staff that worked in the project were contacted for an interview and in some cases, 

the successors were interviewed. The evaluation requested and recovered some of the missing 

documentation during the KIIs. Findings were triangulated through cross-analysis of data from the 

interviews and document review.  

1.1 Summary of key findings and conclusions  
 

Relevance The project was highly relevant in terms of addressing policy gaps in Tonga, and well 
aligned with regional and global strategies related to the nexus between migration, 
climate change and sustainable development. Although the project took a top-down 
approach, the evaluation found strong evidence of relevance to the needs of stakeholders 
and beneficiaries, providing a framework that mainstreams migration to address issues 
that impact the population of Tonga. The Project was well designed according to the IOM 
Project Handbook and aligned with IOM/IDF priorities and criteria. 

Coherence The project was coherent with interventions that had similar objectives and added value 
to initiatives in Tonga. The project fits well with ongoing and planned initiatives of the 
MDAs and activities were closely coordinated with key stakeholders, including 
government, CSOs and NGOs. However, there was room for improvement in the 
coordination with UN and other international partners. The project promoted migration 
as a cross-cutting and cross-government policy issue to avoid duplication of effort and 
built upon ongoing and planned initiatives. 

 
 
Effectiveness 

The two project outputs were achieved, and beneficiaries were satisfied with the process 
and very satisfied with IOM’s role in the implementation. The main success factors which 
contributed to the project results were strong government ownership and involvement – 
particularly the cross-government coordination through the TWG. The main challenge was 
the impact of COVID-19 as the GoT focused on its prevention and response and postponed 
new policy development.  Although it came at a high cost to its efficiency, the project took 
the necessary actions to adapt activities and ensure results. Given this evaluation was 
conducted six months after the official launch of the MSDP, there is limited evidence of 
results at the outcome level at this stage; however, there is strong commitment and 
interest from the beneficiaries to develop interventions that implement evidence-based 
MSD policy and related programmes.  

Efficiency The activities for output one (baseline research report) were implemented in a timely 
manner and in line with the project document; however, COVID-19 impacts in Tonga 
caused delays for output two (MSDP development). Therefore, two no-cost extensions 
were requested which almost doubled the implementation time from 24 to 41 months. 
These delays were described by most stakeholders as external factors and independent of 
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IOM’s control. The project lacked an adequate monitoring plan for activities, risks, results 
and for its products, conflicting with a results-based approach. The value for money of the 
project was good compared with similar projects implemented by IOM and funded by IDF 
as the project had similar costs to deliver comparable results. 

Impact The evaluation could not assess the long-term impacts, as it is premature at this stage 
given the launch of the policy occurred in April 2021. The evaluation also took into 
consideration the limitations on data collection, inaccessibility to reach community 
informants and inadequate monitoring and baseline data at objective level. Therefore, the 
project’s full impact on migration related interventions to support sustainable 
development is yet to be seen. The project did generate an important change in Tonga: A 
National Policy on Migration and Sustainable Development was developed and adopted; 
however, there is potential for longer-term impact if a follow up stage of the project is 
developed to support the implementation of the policy.  

Sustainability The evaluation found that there were early signs of sustainability, mainly due to the strong 
ownership and commitment of the GoT to implement the MSDP. Stakeholders reported 
the project strengthened their migration management capacity by improving their 
knowledge and tools to maximise migration as a sustainable development strategy, which 
will highly contribute to the sustainability of the project results. Although it is still at an 
early stage to assess the level of utilization of the project products, government 
beneficiaries have a high level of confidence to implement the MSDP and its roadmap; 
however, there are limited resources in the GoT to follow up the implementation.  

 

1.2 Lessons Learned  

The seven lessons gathered from informants during the interviews were: 

• The presence in-country of qualified IOM personnel to implement projects is necessary for a 

proper stakeholder engagement and to achieve results, particularly staff with understanding 

of the local context. Having a project officer based in-country was effective and valuable to 

engage stakeholders.  

• Having government buy-in cannot be substituted as it guarantees the success of a project, 

even with challenges and delays the project can be effective if government has ownership of 

the project.  

• Ensuring the participation of all relevant stakeholders and being transparent with the partners 

is essential to good coordination and avoid duplication of effort.  

• Consistency in communication is important, among government and non-government 

stakeholders but also having an awareness raising component to inform potential 

beneficiaries of policies that concern them.  

• If a project is implemented in a newly established IOM country office, admin-finance staff 

should also be considered as part of the project team. Remote financial management is not 

as efficient. Otherwise, the project manager can get overloaded with implementation and 

financial management.  

• A Technical Working Group composed of key government and non-government stakeholders 

is an excellent approach and should continue to be the coordination mechanism for the future 

implementation of projects in Tonga.  

• There is high value in having time and resources to develop a policy as it takes time to achieve 

commitment from all the stakeholders. Most policy projects rush to achieve a policy 

document that does not have buy-in and in the end, it is not beneficial.  
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1.3 Recommendations  

 

The twelve recommendations from the evaluation findings are: 

1.3.1 Follow up on project results:  

• In line with government priorities, support the implementation of the MSDP roadmap and 

continue to create synergies between migration, climate change and sustainable 

development initiatives, such as joint programmes and/or regular coordination meetings.  

• Conduct a needs-based assessment of existing capacity and required resources in the GoT to 

implement the MSDP. Include findings in resource mobilization to support the GoT in the 

implementation of MSDP interventions.  

• In coordination with the TWG, undertake a participatory review of short, medium and long-

term goals for the implementation of the MSDP with concrete definitions of expected results 

and indicators of achievements. 

• In collaboration with the TWG, develop a communication strategy to increase awareness and 

implement feedback mechanisms on policy interventions with the diaspora and communities 

of origin, including outer islands. To address challenges to reach communities, liaise with 

provincial government and CSOs.   

• Develop a risk management plan to identify measures to put in place to mitigate the impact 

of COVID-19 on any MSDP related-interventions. 

• Engage and promote the MSDP with national and international development partners to link 

ongoing and planned interventions with the MSDP and reflect its impact.  

1.3.2 For implementation of future IOM projects: 

• For future IOM projects related to policy, include a capacity building component to address 

any knowledge gaps in the thematic area covered. 

• Develop a monitoring plan to follow up on results, activities, risks and budget progress; for 

any mid-term and final evaluations, ensure to complete a management response in line with 

the IOM Project Handbook.  

• At the design stage, ensure that the project is well-resourced to cover IOM staff and office 

costs, either through complementary projects or designing activities that can be fully 

implemented with the project funds. Ensure an adequate level of in-country engagement 

during and after the project. 

• All project activities must be documented and saved in IOM knowledge management systems. 

Trainings, consultations and travel must be documented in the form of reports, including 

participants lists with disaggregated data. Monitoring tools and all project products must be 

systematically recorded.   

• In future projects, consider also including qualitative indicators along with quantitative in the 

results matrix.  Implement and monitor the project in line with results-based management 

principles. 

• In Iine with IOM project management guidelines, develop a detailed workplan at the inception 

stage to include project activities and operational activities in coordination with all key 

stakeholders, describe clear measures to mainstream cross-cutting themes, and include 

monitoring and data collection activities in preparation for the project reporting phase.   
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2. List of acronyms  

COVID-19 Coronavirus disease  
CSO Civil Society Organization 
EU-DEVCO European Union International Cooperation and Development  
GCM Global Compact for Safe, Orderly and Regular Migration 
GoT Government of Tonga 
IDF IOM Development Fund  
IOM 

 
International Organization for Migration 

KII Key informant interviews 
LM Labour Migration 
MDA Ministries, Department and Agencies  
MiGOF Migration Governance Framework 
M&E Monitoring and Evaluation 
MSDP Migration and Sustainable Development Policy 
NGO Non-governmental organization 
PIDC Pacific Immigration Development Community  
SDG Sustainable Development Goals 
TOC Theory of Change 
ToR Terms of Reference 
UN United Nations  
UNTFHS United Nations Trust Fund for Human Security  
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3. Introduction 

Project Identification: LM.0327 – Capacity Building for Migration and Sustainable Development in 

Tonga 

Executing agency: IOM Tonga Office 

Management site: IOM Australia Office 

Duration:  41 months - (01 February 2018 – 30 June 2021) 

Geographical 

coverage: 

Tonga 

Beneficiaries: Government of Tonga 

Total budget:  USD 200,000 

 

This report presents the results of the evaluation of the “Capacity Building for Migration and 

Sustainable Development in Tonga” project. The project was funded by the IOM Development Fund 

(IDF), an internal IOM funding mechanism whereby IOM member states are supported to strengthen 

migration management capacities. A final external evaluation was conducted by Elizabeth Wilkins, an 

Independent Consultant. The evaluator has not been previously involved in the design or 

implementation of the project.  

The project originally approved to be implemented from February 2018 to January 2020 (24 months) 

and had two no-cost extensions for a final ending in June 2021. The evaluation was conducted three 

months following the project end, from September to October 2021. The data to inform this report 

was collected from a desk review of project documents and key informant interviews. Due to travel 

restrictions related to the COVID-19 response in Tonga, the interviews were conducted remotely with 

key stakeholders.   

This evaluation report contains the following sections: context and purpose of the evaluation, 

evaluation framework and methodology, findings and conclusions, lessons learned and 

recommendations. The annexes of this report are the evaluation terms of reference, evaluation 

matrix, data collection tools, list of documents reviewed, and list of persons interviewed. 

4. Context and purpose of the evaluation 

This final evaluation will facilitate increased transparency and accountability, ensuring adherence to 

IDF evaluation requirements and demonstrating the results of the project to both beneficiaries and 

IOM Development fund. The evaluation will also document key lessons learned and recommendations 

for future programming. The following provides a summary of the context of the project, as 

formulated in the project document: 

Ensuring well-managed migration is a priority for Tonga, which is one of the most mobile and 

remittance-dependent countries in the world. Additionally, climate change impacts on domestic 

livelihoods and additional economic and social pressures mean that well-managed migration will 
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become even more important for sustainable human development and climate change adaptation in 

Tonga. However, data gaps in migration and development have limited the capacity of the GoT to 

develop evidence-based migration and sustainable development policy and programmes.  The 

objective of this project is to contribute to well-managed migration as a sustainable development 

strategy in Tonga. This will be achieved through the following outcome: the GoT implements evidence-

based migration and sustainable human development policy and programmes. The first Output is: 

data relating to migration and sustainable development in Tonga is available.   To achieve this, this 

project planned to facilitate data collection relating to migration and development in Tonga (including 

remittances, diaspora data, labour mobility, deportees, and migration, environment and climate 

change nexus). IOM recruited an expert consultant to undertake this data collection including 

qualitative and quantitative research to be shared with government stakeholders in a research report. 

The second output is: the GoT has increased capacity (tools, skills and knowledge) to implement 

evidence-based migration and sustainable development policy and programmes. IOM planned to 

assist the GoT to develop a MSDP informed by the data collected under the first output.  IOM planned 

to organise a national consultation hosted by the Ministry of Foreign Affairs in Nuku’alofa to bring 

together the key actors in-country to develop the policy. Additionally, IOM planned to deliver a 

training on the implementation of the policy and facilitate the development of a MSDP Roadmap to 

identify next steps for operationalizing the policy. This project intended to contribute to IOM’s Pacific 

Strategy Priority 1: “migrants and migration-affected communities’ benefit from migration as a 

sustainable development and climate change adaptation strategy” and strengthen Tonga’s capacity 

to deliver against the migration-related targets in the Sustainable Development Goals.  

The Theory of Change (ToC) of the project established that if data relating to migration and sustainable 

development is available to stakeholders and the GoT has increased capacity to implement an 

evidence-based MSDP and related programmes, then The Government of Tonga will implement 

evidence-based MSDP and related programmes, resulting in well-managed migration as a sustainable 

development and climate change adaptation strategy. The complete ToC is visually explained in figure 

1. The results matrix contains limited baseline data and indicators, and no data sources and data 

collection methods to assess the change derived from the project implementation and in line with 

IOM’s results-based approach.  Therefore, this evaluation focuses on the achievement of results based 

on the output indicators and at outcome level whether the project products have been used to inform 

migration and sustainable development interventions.  
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Figure 1. Theory of Change 

 

5. Evaluation Purpose  

This evaluation aims to address the following audiences and purposes:  

• IOM Development Fund: The evaluation will assist the Fund in its decision-making on the use 

of the Fund as seed funding, on project management and to fine-tune interpretation and 

categorization of the funding criteria and overall regional disbursement strategies.  

• IOM Australia Country Office with Coordinating Functions for the Pacific: The evaluation will 

assist IOM Australia’s management in approaching and planning any future engagement with 

the Government of Tonga, particularly regarding migration management and sustainable 

development.  

• Government of Tonga: The evaluation will assist the Government’s decision-making 

regarding migration for sustainable development and as a climate adaptation measure. 
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• To support transparency, the evaluation report will be shared with IOM Australia, the 

Government of Tonga, and will be published on the OIG webpage and evaluation repository.  

 

6. Evaluation Scope  

A final external evaluation was conducted in line with IOM evaluation guidelines and at the project 

completion. This evaluation covers the entire period of the project implementation (01 February 2018 

– 30 June 2021).  

The evaluation covers the target country of Tonga and has been comprehensive, including both desk 

work and remote semi-structured interviews and a survey using a participatory approach. The 

evaluation products include an evaluation report following standard IDF guidelines for project 

evaluations with lessons learned and recommendations, and an evaluation brief with key information 

for stakeholders.  

7. Evaluation Criteria  

The evaluation assessed six OECD/DAC main evaluation criteria: relevance, coherence, effectiveness, 

efficiency, impact and sustainability, with an assessment of cross-cutting issues on a human rights and 

gender equality approach. 

8. Evaluation Framework and Methodology  

8.1 Data sources and collection 

Based on the evaluation questions and proposed methodology in the Terms of Reference (ToR) (Annex 

1), the evaluator developed the approach through initial review of project documents. An evaluation 

matrix (Annex 2) was developed to plan for data collection and for each evaluation question in the 

ToR, sub-questions were established with key indicators, and related data sources and collection 

methods. An inception report was drafted and shared with the evaluation manager, which included 

the evaluation matrix, a list of documents gathered to date, and a list of stakeholders to prioritize for 

interviews. The data collection relied mainly on qualitative methods including: 

• Document review of the project documents, donor reports, performance monitoring report 

conducted by the donor as mid-term review. 

• Semi-structured key informant interviews (remote) with partners and stakeholders from 

government and non-government organizations,  

• An anonymous survey using for the Technical Working Group members (TWG). 

• A debrief and discussion with IOM staff including participatory identification of 

recommendations and lessons learned. 

The evaluator also analysed quantitative monitoring data reported in the donor reports, logframe, and 

financial reports. A survey was prepared on Qualtrics and distributed among the participants of the 

project’s TWG who did not participate in the KIIs. The response rate was adequate for the assessment 

of the use and satisfaction of the project products (response rate: 73%). 
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8.2 Data analysis  

The data analysis relied mainly on qualitative analysis of documentation and information collected 

from the KIIs. A qualitative analysis of two cross-cutting themes, human rights approach and gender 

mainstreaming, was done by applying the guiding questions for incorporating cross-cutting themes 

into the project development, management and evaluation of the IOM Project Handbook. A 

quantitative analysis was also conducted with information from the financial reports and the results 

matrix. The document review was carried out to inform the evaluation inception report, which guided 

further analysis. Findings were triangulated through cross-analysis of data from various sources. The 

assessments made for this evaluation report are objective and balanced, affirmations accurate and 

verifiable, and recommendations realistic to follow relevant ethical guidelines of the United Nations 

Evaluation Group (UNEG) norms and standards, the IOM Evaluation Guidelines, and IOM Data 

Protection Principles. 

8.3 Sampling  

Purposeful sampling was used, prioritizing a diverse sample of stakeholders. Given COVID-19 

limitations on travel, the evaluator did not interview community beneficiaries, as it is premature to 

discuss the benefits at community level at this stage. Table 1 illustrates the list of stakeholders and 

informants with details of gender disaggregation: 

Table 1. Stakeholders and informants 

Respondents 
Sampling 

Male Female Total 

Government representatives  3 3 6 

IOM Project staff 2 4 6 

CSO, NGO Consultants and representatives 
involved in the project consultation process 1 2 3 

Survey respondents* 4 7 11 

Totals  10 16 26 

 

*The survey was distributed to 11 members of the TWG – four male and seven female. The response 

sampling cannot be assessed given the survey was confidential. The interviews and survey had an 

adequate representation of male and female participants.  

9. Limitations and mitigation strategies  

Limitations and challenges were identified during the inception and development of this evaluation. 

The evaluator in consultation with the project team, responded to these as described in Table 3:  
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Table 3. Limitations and mitigation strategy 

No Limitations identified Mitigation strategy  

1 The outbreak of COVID-19 global pandemic 

which resulted in closing of borders and 

therefore limitations to conduct interviews 

in-country and assessment of the impact for 

end beneficiaries 

 

Conducted the KIIs remotely using video-call systems, 

ensuring flexibility through the interviews to re-schedule 

interviews were cancelations and no-shows occurred. 

The timing of the evaluation limited the possibility to 

determine the long-term effect of the project; however, 

an assessment of potential long-term impacts of the 

project were identified during the KIIs.  

2 Turnover of IOM staff involved in the 

project implementation in 2018-2019.  

Contacted the IOM staff and consultants that worked in 

the project to participate in the KIIs. In some cases the 

predecessors were available, otherwise the evaluator 

relied on document review.  

3 Limited availability of records and 

documentation from the activities 

conducted by the project, including missing 

records of participants lists, meeting 

minutes, monitoring tools, workshop and 

travel reports. 

Requested and recovered some documentation during 

KIIs, some information was recovered. Findings were 

triangulated through cross-analysis of data from the 

interviews and document review. 

 

10. Findings and conclusions  

This section is organized according to the evaluation criteria and the questions established in the 

evaluation ToR. The findings to each question are presented including a description of the evidence 

that led to each conclusion. The findings were analysed by criteria on a scale from 1 to 5 as detailed 

in Table 4.  

Table 4. Scaling methodology 

5 – Excellent (Always)  
There is evidence of strong contribution and/or contributions exceeding the 

level expected by the intervention 

4 – Very good 

(Almost always) 

There is evidence of good contribution but with some areas for 

improvement remaining 

3 – Good (Mostly, 

with some 

exceptions) 

There is evidence of satisfactory contribution but requirements for 

continued improvement 
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2 – Adequate 

(Sometimes, with 

many exceptions) 

There is evidence of some contribution, but significant improvement 

required 

1 – Poor (never or 

occasionally with 

clear weaknesses) 

There is low or no observable contribution 

 

10.1 Relevance (evaluation rating: 4 very good): This section aims to describe the extent to which 

the project’s intended results remain valid and pertinent to the context of Tonga. 

10.1.1 Alignment to government policies and global strategies  

Tonga is ranked as one of the most at-risk countries to natural hazards as well as one of the most 

mobile and remittance-dependent countries in the world3. As outlined in the Tonga Strategic 

Development Framework (TSDFII) 2015-2025, building greater resilience to existing extreme natural 

events and the threat of climate change is essential to ensure its sustainable progress.  Although well-

managed migration is considered in the TSDFII as an important factor for the progress of the nation, 

it does not include a clear policy or action plan to maximise migration as a sustainable development 

strategy.  Therefore, the project “Capacity Building for Sustainable Development in Tonga” is highly 

relevant as it was aligned to the TSDFII and provided a plan of action to maximise migration as a 

sustainable development strategy. The project specifically responded to this gap with the 

development of the MSDP, establishing a roadmap towards its implementation, and delivering 

capacity building on policy implementation to government stakeholders.  

The MSDP highlights that “migration and sustainable development are intrinsically linked across all 

sectors in Tonga influencing the country’s economic, social political and cultural fabric”.  This aligns 

with strategies and frameworks in the Pacific, such as the United Nations Pacific Strategy 2018-2022 

outcome 1 - people in the Pacific are more resilient to the impacts of climate change, and outcome 3 

- people in the Pacific benefit from inclusive and sustainable economic development. The project also 

supports commitments in the SAMOA Pathway, to take concrete measures to expeditiously advance 

the sustainable development of small island developing States as the Pacific recognizes that sea-level 

rise and other adverse impacts of climate change continue to pose a significant risk to small island 

developing States and their efforts to achieve sustainable development.  

The project’s objective “to contribute to well-managed migration as a sustainable development and 

climate change adaptation strategy”  aligns with key global frameworks such as the Migration 

Governance Framework (MiGOF) Principle 2, which requires member states to seek to understand 

migration trends and reflect them in policies, including links with environmental degradation, climate 

change and crises in an interrelated manner; and MiGOF Objective 1, which seeks to advance the 

socioeconomic well-being of migrants and society. It is also aligned with the Global Compact on 

Migration objective 5, to enhance availability and flexibility of pathways for regular migration, and to 

the Sustainable Development Goals (SDG) target 10 on reducing inequalities and target 13 to take 

 
3 World Bank, ILO, http://pubdocs.worldbank.org/en/555421468204932199/labour-mobility-pacific-possible.pdf 

http://pubdocs.worldbank.org/en/555421468204932199/labour-mobility-pacific-possible.pdf
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urgent action to combat climate change and its impacts. Finally, the project also was aligned with the 

United Nations Framework Convention on Climate Change (UNFCC) through the 2010 Cancun 

Adaptation Framework Planning, which invites nations to action on prioritizing and implementing 

climate change adaptation actions through economic diversification. 

10.1.2 Alignment to IOM and IDF guidelines and priorities   

The project was adequately designed according to the guidelines in the IOM Project Handbook. The 

project intended results are clearly stated, including what clear intended changes and availability of 

new products were expected as a result of the project activities. The outputs were clearly designed to 

contribute to an intended change in institutional performance and consequently contribute to a 

broader, long-term longer-term goal. The project document follows the IOM template active at the 

time of development. Outputs, outcomes and objective are formulated in a results-language and the 

vertical logic of the results matrix is clear. The project proposal does not describe clear measures to 

mainstream cross-cutting themes, and project reports address vaguely the themes. 

The project addressed the IDF strategy to tackle migration management challenges and strengthening 

migration management capacity of member states. A mid-term project performance review (PPR) 

conducted by the donor also confirmed that the project was in alignment with the Fund’s priorities 

and criteria. However, there was limited evidence found during the evaluation regarding some of the 

action recommended in the PPR on ensuring the IOM Development Fund visibility during the 

implementation, likely a result of lack of a visibility plan at design stage. The PRR did not have a 

management response, or it was not provided as part of the evaluation documents. Finally, the project 

was designed in alignment with the IOM Pacific Strategy 2017-2020 Priority 1: “migrants and 

migration-affected communities benefit from migration as a sustainable development and climate 

change adaptation strategy.” The project also met the criteria of being "seed funding" for new 

projects, for example, the multi-agency project on Climate Change and Adaptation funded by the UN 

Trust Fund for Human Security.  

10.1.3 Needs-based response  

The project was funded by the IDF and implemented by IOM at the request of the Government of 

Tonga to support the development of a national policy for well-managed migration and sustainable 

development. The main project beneficiaries were the Government of Tonga line ministries including 

the Ministry of Foreign Affairs (lead ministry), the Department of Statistics under the Ministry of 

Finance, the Ministry of Commerce, Consumer, Trade, Innovation and Labour, the Ministry of 

Education, the Ministry of Internal Affairs, and the Ministry of Meteorology, Energy, Information, 

Disaster Management, Environment, Climate Change and Communication. The Ministry of Foreign 

Affairs, specifically its Department of Immigration, was highly consulted during the project design; 

however, there was limited evidence found during the evaluation that other key line ministries as well 

as migrants and communities were consulted during project design. IOM reported this was mainly due 

to the lack of IOM presence in Tonga at the time and limited resources to reach migrant community 

beneficiaries – including outer island communities and the Tongan diaspora. Nevertheless, during the 

implementation, the project conducted a data collection process for the baseline report to inform the 

policy development and consultations with government, NGOs, CSOs and one outer island of Vava’u; 

feedback was duly incorporated in the design of the policy and the rest of the project activities.  

Difficulty in reaching outer islands community members was also frequently mentioned during the 

KIIs. Concerns were raised from some interviewees that the process did not fully capture the needs of 

the different communities in the outer islands, instead the project focused on main island needs which 



 

Page | 16 
 

often dominate interventions in Tonga. Although the project took a top-down approach, the 

evaluation found strong relevance in relation to the of needs of migrants and communities in Tonga. 

Evidence widely suggests that climate change has an impact on communities in terms of their 

economic sustainability, generating a need to better manage alternatives that lead to a sustainable 

development4. Overall, interviewees considered that the approach was sufficiently needs-oriented, 

but more can be done in terms of collecting feedback from outer-island communities as the policy is 

implemented. 

10. 2 Coherence (evaluation rating: 4 very good): This section describes the extent to which 

interventions made by the project supported, complemented, and added value to the past or 

current interventions in Tonga. 

10.2.1 Alignment and complementarity with other related initiatives 

The project fits well with other interventions in Tonga and activities were closely coordinated with key 

stakeholders, including government, CSOs and NGOs. The project promoted migration as a cross-

cutting and cross-government policy issue to avoid duplication of effort and built upon ongoing and 

planned initiatives. The project aligns with the Tonga Strategic Development Framework (TSDFII) 

2015-2025 and builds upon its linkages between migration and the national development plan, to 

provide specific plans and actions for each line ministry and key stakeholders. In addition, the project 

aligns with projects implemented by the Pacific Immigration Development Community (PIDC) and ACP 

EU Migration Action which have focused on working with the Government of Tonga to modernize 

Tonga’s immigration legislation and improve the functionality and accessibility of the Tongan visa 

system. The MSDP strategies incorporates the reform plan of the immigration legislation and provides 

support for the effective implementation of the reform.  

The project also complements other related activities; for example, the Department of Immigration is 

currently working on a new border management system aligned with the MSDP. In addition, the 

Department of Statistics has an upgrade project on registration of the population, and enhancements 

have been included taking into consideration how to better assist migration data collection in line with 

the MDSP. The project algo enhanced cross-government coordination by promoting the linkage 

between climate change, migration, and migration as a cross-cutting issue to be addressed in 

coordination with government Ministries, Departments and Agencies (MDAs). Most survey 

respondents reported an improved level of knowledge to maximise migration as a sustainable 

development strategy as a result of the project implementation (see graph 1). The TWG has also 

continued to coordinate meetings on migration cross-cutting areas, thus promoting synergies, and 

maximizing the impact of the project.  

 

 

 

 

 

 
4 Pacific Possible report – The World Bank 2017 
http://documents1.worldbank.org/curated/en/168951503668157320/pdf/ACS22308-PUBLIC-P154324-ADD-SERIES-
PPFullReportFINALscreen.pdf 

http://documents1.worldbank.org/curated/en/168951503668157320/pdf/ACS22308-PUBLIC-P154324-ADD-SERIES-PPFullReportFINALscreen.pdf
http://documents1.worldbank.org/curated/en/168951503668157320/pdf/ACS22308-PUBLIC-P154324-ADD-SERIES-PPFullReportFINALscreen.pdf
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Graph 1: Level of knowledge and tools delivered by the project 

 

The project was in line with external policy commitments such as the SDGs particularly the SGD target 

17.14 under Goal 17 which aims to “enhance policy coherence for sustainable development.” 

However, although the project is aligned with the UN Pacific Strategy 2018-2022, there is no evidence 

of coordination and engagement with UN and other international development partners for the 

implementation of the project, which could have improved the rating of the coherence component of 

the project. IOM confirmed some meetings were held with UN partners at the start of the project, 

where information was shared regarding the project; however, the coordination did not continue 

throughout the project as interagency meetings were paused due to other engagements and later 

COVID-19. The project had a good level of coordination and promotion of synergies established with 

other donor funded projects implemented by IOM in the area of migration, climate change and 

sustainable development. For example, the project the “Enhancing Protection and Empowerment of 

Migrants and Communities Affected by Climate Change and Disasters in the Pacific Region” funded by 

the UNTFHS and the project “Understanding and enhancing preparedness and response to risks of 

disaster displacement in the Pacific” funded by EU DEVCO.  

10.3 Effectiveness (Evaluation rating: 4 very good): This section describes the extent to which the 

project achieved its intended results. 

10.3.1 Achievement of project results according to the stated plans 

The project outputs and the target indicators were achieved as planned in the project document and 

results matrix; however, there is limited evidence of progress at the outcome level due to the timing 

of the evaluation only six months following the official launch of the MSDP. Government stakeholders 

reported to be satisfied with the project resources and tools, including the consultants’ inputs and 

level of expertise, and the MSDP and training sessions delivered by IOM. After reviewing the expected 

outputs and performance indicators along with the targets, the evaluation can confirm that the project 

contributed to the expected results, and in general was effective in terms of completing the activities 

and contributing to the goals outlined in the project document. Based on a comprehensive review of 

project documents, interim and final reports and stakeholders’ interviews, the achievement of the 

results of the project are detailed in Table 5. 
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Table 5. Results indicators, targets and achievements 

 

Planned result: 
 
Output 1.1: Data is available 
relating to migration and 
sustainable development in Tonga 

Indicator(s) and target(s): 
 

• One MSD research 
report finalized and 
printed   

 

Result achieved: Yes 
 
As planned, one baseline research 
report was finalized and 
distributed to stakeholders. The 
baseline assessment contains data 
collected from key stakeholders 
and informed the development of 
the MSDP. An international and 
national consultant were hired by 
the project to conduct the 
research and draft the report. 
Data collection was conducted 
with key stakeholders, including 
representatives from one outer 
island.  

Planned result: 
 
Output 1.2: GoT has increased 
capacity (tools, skills and 
knowledge) to implement 
evidence-based MSD policy and 
related programmes 

Indicator(s) and target(s): 
 

• One national 
consultation with 30 
participants 
(disaggregated by sex) 

• Report disseminated  

• MSDP endorsed and 
adopted by GoT 

• MSDP launch event with 
50 participants 
(disaggregated by sex) 

• MSDP Programmes 
Roadmap through 
roundtable exercise with 
30 participants 
(disaggregated by sex) 

• MSDP training with 15 
GoT participants 
(disaggregated by sex) 

 

Result achieved: Yes 
 

• One national 
consultation with 
government MDAs and 
CSOs was delivered (5 
men, 20 women) 

• Report disseminated to 
key government and CSO 
stakeholders 

• MSDP endorsed by the 
National Cabinet, 
approved by the Prime 
Minister  

• MSDP launch event with 
70 participants 
(disaggregated data not 
available) 

• MSDP Programmes 
Roadmap “Institutional 
Framework for Policy 
Implementation” was 
developed 

•  Two roadmap 
roundtable workshops 
were conducted with 25 
participants 
(disaggregated data not 
available) 

• MSDP training delivered 
to 39 participants (11 
male, 28 female) 
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Planned result: 
 
Outcome: The Government of 
Tonga implements evidence-
based MSD policy and related 
programmes  
 

Indicator(s) and target(s): 
 
Government of Tonga continues 
to roll out MSDP in alignment 
with MSD roadmap  
 
 
 
 

Results achieved: Yes  
 
Although it is still at early stages 
(launch of the MSDP took place in 
April 2021), the GoT has 
expressed commitment to roll out 
the MSDP in alignment to the 
roadmap. Key actions have taken 
place such as: 

• Incorporate the MSDP 
into the national budget 
plan.  

• Mainstream the policy 
into the national MDA’s 
frameworks. 

• Resource mobilization 
and promotion with 
donors in the Pacific.  

 

Stakeholders reported to be satisfied with the results achieved and the way they were reached. There 

is very high satisfaction with the quality of the MSDP, the baseline report, and capacity-building 

training delivered by the activities. As stated by the majority of the survey responses, the project was 

useful to improve understanding of the links between migration, climate change and sustainable 

development, and to enhance cross-government coordination for policy implementation. In addition, 

the majority of stakeholders considered the project provided useful tools such as the baseline report 

and the policy itself (see Graph 2).  

Graph 2: Stakeholder perception on project benefits 

 

 

10.3.2 Factors that influenced the achievement of results 

Some of the key factors that contributed to the success of the project were strong government 

ownership of the products and interest from MDAs and TWG members to have tools for better 

migration management strategy towards sustainable development. This resulted in high participation 

in meetings, trainings, and consultations as well as commitment to the project activities throughout 

the implementation. On the other hand, the main challenge faced by the project was the impact of 

COVID-19 following the endorsement of the MSDP and preventing the submission of the policy to 

National Cabinet for approval and launch. The Government of Tonga had to shift its attention to 



 

Page | 20 
 

prepare for the threat of COVID-19 and all interventions on new policies were paused. Restrictions on 

gatherings and in-person meetings deterred the implementation of the final activities related to the 

launch of the policy as it was planned as a public event with high visibility. IOM then requested two 

no-cost extensions to allow for the best time to submit the MSDP. As the threat of COVID-19 was 

minimum in Tonga and the GoT resumed regular activities, the policy was introduced and approved 

by Cabinet in double the time planned. These challenges in delays had an impact at outcome level, as 

the policy was launched later than expected and therefore limited results derived from the policy have 

been evidenced during the evaluation. Nevertheless, the evaluation found the government has a 

strong interest and commitment to implement the policy and the TWG is actively meeting and 

discussing interventions in line with the roadmap.   

“If after all the work we do not implement the MSDP we are doing an injustice to our nation. But we 

have plans to deliver programmes from it [the policy] and are committed to it. We are all for it and 

hope we have the necessary support to implement it. Then we can say our conscience is clear and we 

served the people of Tonga.” KII government stakeholder 

10.3.3 Adapting to change  

IOM identified a key gap in the project design and in response adapted the project activities to deliver 

awareness raising on the link between migration and climate change for sustainable development. 

This development slightly delayed the kickstart of the project, nevertheless it was necessary to ensure 

the project’s effectiveness – without this change, the planned results could have been jeopardised. As 

previously mentioned, IOM was responsive to the challenge of COVID-19 and maintained close 

coordination with government counterparts to continue the project activities when possible and 

maintain momentum on the MSDP.  

10.4 Efficiency (evaluation rating: 3 good): This section aims at assessing how well did the project 

used human and financial resources to undertake activities, and how well these resources were 

converted into results. 

10.4.1 Results delivered and factors that influenced the project’s efficiency 

The project was originally planned to be completed in 24 months; however, two no-cost extensions 

were requested and approved taking the total project implementation time to 41 months. The Tropical 

Cyclone Gita post disaster stage affected the project causing a slow start in the beginning of 

implementation due to emergency in the country, and a slight delay to kickstart meetings with 

government and recruitment of staff. The recruitment of the adequate consultant took slightly longer 

than planned, however it was achieved after extension date of applications and wider dissemination 

of the vacancy. The project had a high turnover of staff as the first national project officer resigned to 

take a different job, the first consultant delivered the components of output 1, however she also 

resigned due to other commitments and did not continue with components of output 2.  The Chief of 

Mission in Fiji had oversight of the project relocated to another IOM Country Office passing the 

management role to IOM Australia Country Office with coordinating functions for the Pacific. In 

response, IOM recruited a new Project Manager and International Consultant, and the handover was 

handled speedily avoiding delays to continue with the project activities.  

In addition, the approval process of the MSDP was slightly affected by the national election and 

consequently changes in government appointments; nevertheless, the major factor that influenced 

the project’s efficiency was the impact of COVID-19 and the pause on new policy development in 

Tonga. The project had delivered most of the activities in the fourth quarter; however, the final 
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activities were dependant on the government approval which was achieved after two no-cost 

extensions.  

The budget burn rate at the project end date (June 20, 2021) was 98% with three budget revisions to 

address redistribution of some budget lines that had savings, such as travel costs not utilized.  Funding 

lines were redistributed to cover additional costs of the launch of the policy. IOM stakeholders 

reported budget challenges with limited funds to cover staff and office costs, particularly considering 

the project had remote management from Fiji and high setup costs to establish presence in Tonga.  

10.4.2 Project documenting, monitoring and evaluation:  

Some project documents and products are missing and not documented in the IOM project 

management system (PRIMA IDF). Examples include lists of participants, disaggregated data, visibility 

documents, key correspondence, and travel and training reports. There was no evidence of a 

monitoring plan at project inception stage or regular records of monitoring and data collection. The 

donor conducted a PPR and the recommendations were included throughout the remaining of the 

implementation, with exception of recommendations on cross-cutting issues, including documenting 

lessons learned and visibility actions. The evaluation did not find evidence of a management response 

to the PPR recommendations.  

10.4.3. Cost Efficiency  

Although a comparison of the project’s budget with other similar projects does not reveal a complete 

picture on efficiency and value for money, it can provide information on how it differs when the 

budget is compared with the results achieved by the project. In addition, the monetary benefits to the 

community are not quantifiable as the evaluation process would require additional resources and 

measurements. The value for money of the project was good based on comparison to other similar 

projects implemented by IOM and achievement of outputs within the planned resources. The 

selection of comparison projects was done based on completed similar interventions, meaning policy 

development related interventions delivered by IOM, and with the priority of any projects funded by 

IDF. The comparison is mainly focused on the policy development component of the project (output 

2), considering that the research component of the project was not planned in the comparison 

projects. As seen in table 6, the total cost of the policy development component of the “Capacity 

Building for Sustainable Development in Tonga” was USD 57,227. In comparison, the policy 

component of P1 and P2 which was USD 60,709 and USD 55,275 respectively. Therefore, when 

compared to other IOM projects, the project had the similar costs to deliver comparable results. 
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Table 6. Value for money comparison 

 

Comparison P1 Comparison P2 Tonga MSDP Project 

LM.0288 “Developing a National 

Labour Migration Policy for 

Namibia.” 

IDF funding year: 2015 

Budget approved: USD 150,000 

 

CS.0837 “Development of a 

National Framework for Durable 

Solutions in Vanuatu.” 

IDF funding year: 2016 

Budget approved: USD 100,000 

 

 LM.0327 “Capacity Building for 

Sustainable Development in Tonga.” 
 

 

IDF funding year: 2017 

Budget approved: USD 200,000 

RESULTS DELIVERED 

 

Output 1 (Cost USD 53,446): Inter-

ministerial coordination 

mechanism for the policy, 

increased knowledge and skills, 

policy development.  

Output 2 (Cost USD 7,623): 

Roadmap on implementation. 

    

RESULTS DELIVERED 

 

 Output 1 (Cost USD 55, 275): The 

GoV has the capacity to manage 

displacement in the context of 

natural disasters and climate 

change – Vanuatu Climate Change 

and disaster-induced displacement 

policy  

 

  

RESULTS DELIVERED 

 

Output 1 (Cost USD 71, 678): Data is 

available relating to migration and 

sustainable development in Tonga. 

Output 2 (Cost USD 57,227): GoT has 

increased capacity (tools, skills and 

knowledge) to implement evidence-

based MSD policy and related 

programmes – Tonga Migration and 

Sustainable Development Policy  

Activities for policy draft: 

• Consultant to draft the 

policy 

• Establishment of a 

Technical Working Group 

• Consultations to draft 

policy 

• Validation of the policy  

• Development of a 

roadmap for policy 

implementation 

• Resource mobilization 

workshop with donors 

 

Activities for policy draft: 

• Consultant to draft the 

policy 

• Establishment of a Project 

Steering Committee 

• Baseline assessment 

(desktop review) 

• Consultations to draft 

policy 

• Launch of the policy 

Activities for policy draft: 

• Consultant to conduct 

research baseline, including 

travel for data collection 

• Consultant to draft the policy 

• Establishment of a Technical 

Working Group 

• Training on policy 

development 

• Consultations to draft policy 

• Launch of the policy 

• Development of a roadmap 

for policy implementation 

 

10.5 Impact  
The evaluation could not assess the long-term impacts, as it is premature at this stage. The evaluation also 

took consideration of limitations to determine the impact during the data collection process, such as 

unavailability to reach community informants and beneficiaries and inadequate monitoring and baseline 

data, particularly at objective level: 
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Objective: To contribute to well-managed migration as a sustainable development and climate change 

adaptation strategy 

Indicator: Migrants and community members in the target country report that they have benefitted from 

migration opportunities.   

Baseline: N/A 

Target: Yes 

Data source and collection methods: not determined. 

10.5.1 Changes brought by the intervention 

The evaluation could not assess the full impact of the project as it is premature at this stage given the 

policy was launched in April 2021. In addition, many plans around the implementation of the MSDP 

have been put on hold given the impact on movement due to COVID-19. Nevertheless, government 

stakeholders are strongly focused on the next steps of the implementation of the MSDP through the 

roadmap developed. Given these delays, the project’s full impact on migration related interventions 

to support sustainable development is yet to be seen; however, the project generated an important 

change in Tonga by developing the MSDP to support migration management through a whole of 

government approach. Not only the lead Ministry of Foreign Affairs but also other line ministries 

expressed interest and commitment to implement the policy; nevertheless, the GoT acknowledges 

human and financial resources are limited, and support is required to see the full benefits planned at 

longer term.  

An additional benefit brought by the project was a solid relationship between IOM and the GoT as a 

new member state when the project started. The project implementation also strengthened IOM’s 

footprint in the Pacific region. Following the project results, OIM is implementing new projects to 

support the GoT with border management and to counter trafficking – both areas covered by the 

MSDP.  

10.6 Sustainability (evaluation rating: 3 good): This section aims to assess the extent to which the 

project’s results will be maintained for a certain period of time after the current project phased out. 

10.6.1 Migration management capacity  

The evaluation found the migration management capacity of Government of Tonga was strengthened 

by the project. According to the survey, most stakeholders reported having improved knowledge and 

tools to maximise migration as a sustainable development strategy following the project activities (see 

graph 3.  The project’s TWG has also continued to meet regularly to discuss the MSDP and its roadmap 

as well as supported other related policy and interventions in Tonga through a cross-government 

approach. This is good evidence of the project results maintained even after the project has phased 

out.  
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Graph 3: Level of knowledge and tools delivered by the project 

 

Although the migration management capacity of the project beneficiaries has been strengthened to a 

high extent by the project, there are limitations with human and financial resources to continue to 

further the project benefits, including implementing the recommendations and programmes of the 

roadmap.  

10.6.2 Level of utilization of the project’s results  

There is a good perception of the benefits of the project products, but the utilization of the products 

is fragmented according to the survey responses from the TWG members. On the other hand, the 

responses were positive when asked if institutions are referring to the project products (see graphs 4 

and 5). The level of use of the project products could be related to the timing of the evaluation, 

considering there is a higher rate response when asked if institutions refer to the project documents. 

Graph 4: Level of use of the project products 
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Graph 5: Reference to the project products 

 

10.6.3 Resources in place to ensure continuation of benefits 

The lead Ministry of Foreign Affairs and its Department of Immigration has high confidence to 

implement the policy and stakeholders surveyed confirmed the likelihood of using the project 

products for future interventions (see graph 6); however, limited human and financial resources can 

pose a threat to the sustainability of the MSDP. In addition, the MSDP requires a clear monitoring plan 

with indicators and targets that can be followed up by the lead Ministry in coordination with the TWG.  

Graph 6: Likelihood of future usage of the project products 

 

 

11. Cross-cutting issues: Human rights and gender mainstreaming  

Although the project did not directly promote human rights of migrants, the project was designed and 

implemented with the objective to contribute to migrants and communities’ sustainable 

development. The project’s design and implementation was aligned with international human rights 

instruments for migrants and individuals.  The project products, namely the baseline report and the 

MSDP, are framed around the Global Compact for Safe, Orderly and Regular Migration, the Sendai 

Framework for Disaster Risk Reduction 2015-2030 and specific linkage of migration to the SDGs in 

Tonga, among other key international instruments. Gender was part of the project design and gender-

specific impacts of migration were considered during the development of the baseline report and the 
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development of the MSDP. The research baseline assessment incorporated special risks, 

vulnerabilities and resilience factors experienced by women and girls related to migration, including 

one outer Island focus group.  

 

The MSDP addresses specific needs of women, children, adolescents and youth and its guiding 

principles affirms the globally accepted humanitarian principles of humanity, impartiality, neutrality, 

and independence. A gender approach was used for all thematic areas covered by the MSDP, and its 

design was in line with the 2030 Agenda for Sustainable Development. Gaps and recommendations 

related to land ownership rights, which is a key issue in the context of Tonga is also well addressed in 

the project products. During the project implementation, the GoT was represented by both male and 

female stakeholders; however, gender was not sufficiently mainstreamed in the results matrix and 

where disaggregated data was planned, data was not always collected during the activities such as the 

launch event and the roundtable exercise. The following table responds to the guiding questions on 

incorporating cross-cutting themes into the project development phase included in the IOM Project 

Handbook.   

Table 7: Assessment of Cross-cutting Themes at Project Design 

 

Guiding questions for incorporating cross-cutting themes into the 
proposal development phase of the IOM project cycle (Rights-based 

approach and Gender mainstreaming)  
 

Aligned: 
 Yes/No/Partially 

Rights-based approach  

Is the appropriate terminology used in the project proposal? Yes – terminology is in 
line with the IOM 
Glossary on Migration 

Are the rights holders and duty bearers included? Partially – vaguely 
included  

Does the proposal identify any potential negative effects that the 
project may have on the ability of certain groups to realize their rights 
and mitigation strategies?  

No 

Was the project design and planning process participatory and non-
discriminatory? 

Partially – not included 
during the project design 
due to limited resources; 
however, the project 
document included a 
baseline assessment 
which meets these 
criteria.  

Is the objective explicitly rights-based? Are the objective, outcomes, 
outputs and activities in the Results Matrix specifically formulated to 
incorporate a rights-based approach to programming? 

No - however, it 
is linked to several human 
rights, namely the right to 
social security, workers’ 
rights, food and shelter, 
education 

Is the project using rights indicators? No 

Have potential beneficiaries been involved in project design?  
 

Partially – government 
beneficiaries were 
included but no migrants 
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and communities were 
involved  

Gender mainstreaming  

Are stakeholders as diverse and representative of the beneficiary 
population as possible (in terms of sex, age and other key 
characteristics)? 

Yes 

Have the findings from the gender analysis been used to define a 
project scope and activities that respond appropriately to the specific 
needs of men, women, boys and girls, incorporating the different 
impacts that the project’s activities may have on each group? 

No – there is no evidence 
of a gender analysis 

Does the proposal describe how gender roles, responsibilities and 
dynamics might play a role in achieving project outputs and outcomes, 
keeping in mind the beneficiaries’ different needs and the different 
potential impacts that the activities might have on them? 

Partially - not included 
during the project design 
due to limited resources; 
however, the project 
document included a 
baseline assessment 
which meets these 
criteria. 

Is the project linked to broader national, regional and/or global 
initiatives focusing on gender equality? 

Yes  

Has information relating to the situation and needs of different 
beneficiaries been incorporated throughout the document, particularly 
in the rationale and Results Matrix? 

Partially - not included in 
detail during the project 
design due to limited 
resources; however, the 
project document 
included a baseline 
assessment which meets 
these criteria. 

Does the project proposal avoid the use of token sentences such as 
“gender will be mainstreamed” and instead incorporate gender 
considerations? 

No  

Does the project proposal use gender-sensitive language? Yes 

Has an empowerment component been included in the project? No 

In the Results Matrix, are all relevant indicators gender sensitive in 
order to gather data on how men and women are benefiting from the 
project? 

No 
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12. Lessons Learned and Recommendations 

12.1 Lessons learned 

The seven lessons gathered from informants during the interviews were: 

• The presence in-country of qualified IOM personnel to implement projects is necessary for a 

proper stakeholder engagement and to achieve results, particularly staff with understanding 

of the local context. Having a project officer based in-country was effective and valuable to 

engage stakeholders.  

• Having government buy-in cannot be substituted as it guarantees the success of a project, 

even with challenges and delays the project can be effective if government has ownership of 

the project.  

• Ensuring the participation of all relevant stakeholders and being transparent with the partners 

is essential to good coordination and avoid duplication of effort.  

• Consistency in communication is important, among government and non-government 

stakeholders but also having an awareness raising component to inform potential 

beneficiaries of policies that concern them.  

• If a project is implemented in a newly established IOM country office, admin-finance staff 

should also be considered as part of the project team. Remote financial management is not 

as efficient. Otherwise, the project manager can get overloaded with implementation and 

financial management.  

• A Technical Working Group composed of key government and non-government stakeholders 

is an excellent approach and should continue to be the coordination mechanism for the future 

implementation of projects in Tonga.  

• There is high value in having time and resources to develop a policy as it takes time to achieve 

commitment from all the stakeholders. Most policy projects rush to achieve a policy 

document that does not have buy-in and in the end, it is not beneficial.  

12.2 Recommendations 

The twelve recommendations from the evaluation findings are: 

12.2.1 Follow up on project results:  

• In line with government priorities, support the implementation of the MSDP roadmap and 

continue to create synergies between migration, climate change and sustainable 

development initiatives, such as joint programmes and/or regular coordination meetings.  

• Conduct a needs-based assessment of existing capacity and required resources in the GoT to 

implement the MSDP. Include findings in resource mobilization to support the GoT in the 

implementation of MSDP interventions.  

• In coordination with the TWG, undertake a participatory review of short, medium and long-

term goals for the implementation of the MSDP with concrete definitions of expected results 

and indicators of achievements. 

• In collaboration with the TWG, develop a communication strategy to increase awareness and 

implement feedback mechanisms on policy interventions with the diaspora and communities 

of origin, including outer islands. To address challenges to reach communities, liaise with 

provincial government and CSOs.   
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• Develop a risk management plan to identify measures to put in place to mitigate the impact 

of COVID-19 on any MSDP related-interventions. 

• Engage and promote the MSDP with national and international development partners to link 

ongoing and planned interventions with the MSDP and reflect its impact.  

12.2.2 For implementation of future IOM projects: 

• For future IOM projects related to policy, include a capacity building component to address 

any knowledge gaps in the thematic area covered. 

• Develop a monitoring plan to follow up on results, activities, risks and budget progress; for 

any mid-term and final evaluations, ensure to complete a management response in line with 

the IOM Project Handbook.  

• At the design stage, ensure that the project is well-resourced to cover IOM staff and office 

costs, either through complementary projects or designing activities that can be fully 

implemented with the project funds. Ensure an adequate level of in-country engagement 

during and after the project. 

• All project activities must be documented and saved in IOM knowledge management systems. 

Trainings, consultations and travel must be documented in the form of reports, including 

participants lists with disaggregated data. Monitoring tools and all project products must be 

systematically recorded.   

• In future projects, consider also including qualitative indicators along with quantitative in the 

results matrix.  Implement and monitor the project in line with results-based management 

principles. 

• In Iine with IOM project management guidelines, develop a detailed workplan at the inception 

stage to include project activities and operational activities in coordination with all key 

stakeholders, describe clear measures to mainstream cross-cutting themes, and include 

monitoring and data collection activities in preparation for the project reporting phase.  
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Annexes 

Annex 1 – Terms of Reference 

Terms of Reference 

EXTERNAL EX-POST EVALUATION OF 

Capacity-building for Migration and Sustainable Development in Tonga 

Commissioned by: Country Office with Coordinating Functions for the Pacific, per requirement of IOM 

Development Fund 

Managed by: Emmanuel Murwisi, PSU Unit, IOM Australia Country Office with Coordinating Functions for the 

Pacific 

Project Identification: LM.0327 - Capacity-building for Migration and Sustainable Development in 
Tonga 

Project type: LM – Labour Mobility   

Executing agency: IOM  

Management site: IOM Fiji 

Duration:  01-02-2018 to 30-06-2021 

Geographical coverage: Tonga 

Beneficiaries: Government of Tonga 

Partner(s): Government of Tonga, specifically Ministry of Foreign Affairs, Department 

of Immigration, Women’s Department, Department of Statistics, Ministry of 

Internal Affairs, National Reserve Bank, Prime Minister’s Office, Ministry of 

Labour, Ministry of Finance and National Planning, Tourism, Ministry of 

Customs and Revenue, Ministry of Education, Ministry of Health, Lands and 

Natural Resources, Crown Law, Ministry of Justice, Ministry of Police, 

MORDI 

Estimated budget:  USD 200,000 

 

1. Evaluation context 

 

The Capacity Building for Migration and Sustainable Development in Tonga Project aimed to ensure that well-
managed migration is a development strategy for Tonga, as it is a cross-cutting theme towards resilience and 
sustainable livelihood, landscape and national economic development.  It aimed to do this via development and 
adoption of a Migration and Sustainable Development Policy (MSDP). 

 

Thus, IOM implemented this project with the following objective, outcome and outputs: 

 

Objective: To contribute to well managed migration as a sustainable development and climate change 
adaptation strategy 

 

Outcome 1: The Government of Tonga implements evidence-based MSD policy and related programmes 
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Output 1.1: Data is available relating to migration and sustainable development in Tonga 

Output 1.2: Government of Tonga (GoT) has increased capacity (tools, skills, and knowledge) to implement 

evidence-based MSD policy and related programmes 

 

2. Evaluation purpose  

This external ex-post evaluation will facilitate increased transparency and accountability, ensuring adherence to 
IOM Development Fund evaluation requirements and demonstrating the results of the project to both 
beneficiaries and IOM Development fund. The evaluation will also document key lessons learned and 
recommendations for future programming. 

 

The main audience and users of the evaluation will be the IOM Development Fund, IOM Australia Country Office 
with Coordinating Functions for the Pacific, and the Government of Tonga. 

 

IOM Development Fund: The evaluation will assist the IOM Development Fund in its decision-making on the 

use of the Fund as seed funding, on project management and to fine-tune interpretation and categorization of 

the funding criteria and overall regional disbursement strategies.  

IOM Australia Country Office with Coordinating Functions for the Pacific: The evaluation will assist IOM 
Australia’s management in approaching and planning any future engagement with the Government of Tonga, 
particularly regarding labour mobility.  

 

Government of Tonga: The evaluation will assist the Government to  

 

To support transparency, the evaluation report will be shared with IOM Australia, the Government of Nauru, 
and will be published on the OIG webpage and evaluation repository.  

 
3. Evaluation Scope 

 

The external ex-post evaluation will cover the project implementation period of 01 February 2018 – 30 June 
2021. The geographical coverage of the evaluation will align with the implementation of the project, which took 
place only in Tonga.  

The scope of this evaluation will encompass the outcome and objective level of the results and cover the whole 

project implementation until the time of the evaluation. Outputs will be assessed as a means towards the 

achievement of the project’s outcomes and objectives to identify the project impact. The evaluation will also 

provide concrete recommendations for future / similar programming. The evaluation will also assess the extent 

to which gender has been incorporated as a cross-cutting issue. 

 

 
 
4. Evaluation Criteria 
 

In response to the evaluation purpose as stated above, the evaluation will look into the five OECD/DAC main 

evaluation criteria (relevance, coherence, effectiveness, efficiency, impacts/outcomes and sustainability), in 

addition to the cross-cutting themes of human rights and gender equality. 

 
5. Evaluation questions 



 

Page | 32 
 

 

The evaluation criteria will be shaped by the following evaluation questions.5 Evaluation questions have 

purposefully been limited to ensure each can be answered in sufficient depth.  

Evaluation Criteria Evaluation Question 

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

a) Do the project’s expected outcomes and outputs remain 
valid, pertinent and appropriate either as originally planned 
or as subsequently modified? 

b) To what extent were the needs of stakeholders and 
beneficiaries taken into account during project design? 

c)  Is the project aligned with national priorities and strategies, 
government policies and global commitments? 

d) Was the project well designed according to IOM project 
development guidelines? And relevant to those needs and 
priorities? How adequately were human rights and gender 
equality taken into consideration during the project design?  

e) Is the project in line with the IOM/IOM Development Fund 
priorities and criteria? 

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

a) To what extent did the intervention achieve its 
objective/outcome/outputs? 

b) What were the major factors that influenced the achievement 
of the project’s expected outcomes? 

c) To what extent did the project adapt to changing external 
conditions to ensure project outcomes?  

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

a) Was the project implemented in the most efficient way 
compared to alternative means of implementation?  

b) What were the major factors that influenced efficiency and 
timeliness of delivery?  

c) To what extent were the project activities undertaken, and 
outputs delivered on time?  

4. Coherence: assessing the extent to 
which other internal and external 
interventions support or undermine 
the interventions made by the project.  
 

a) To what extent did the intervention compliment or contradict 
other priorities and policies of the Government of Tonga?  

b) To what extent did the intervention compliment other 
initiatives on migration management in Tonga? 

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

a) To what extent was the migration management capacity of 
government stakeholders strengthened? 

b) Are structures, resources and processes in place to ensure 
that benefits generated by the project continue? 

6. Impact: positive and negative, 
primary and secondary long-term 
effects produced by the project, 

a)  What change(s) did the intervention bring (whether positive 
or negative, unintended or intended) in the 

 
5 The evaluation questions are proposed for the evaluator, but they will be reviewed and revised as relevant in accordance 

with further discussion with the evaluator during the inception phase. 
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directly or indirectly, intended or 
unintended. 

social/economic/political /environmental circumstances of 
Tonga? 

7. Cross-cutting Issue: Gender and 
Human Rights 

a) How adequately were human rights and gender equality 
taken into consideration during the project design To what 
extent will Tongan people be differently impacted by the 
initiative depending on their gender, age, and disability? 
 

 

6. Evaluation methodology 

The methodology/approach should be proposed by the evaluator as part of the Inception Report. The evaluator 

should discuss this with the evaluation manager during the first two weeks after commencement. The 

methodology will be aligned with the IOM Development Fund Evaluation guidelines and include an Evaluation 

Matrix. 

Data Collection Methods: 

Due to COVID-19 travel restrictions in the Pacific, the evaluation will be conducted remotely as follows: 

• Desk review of relevant project documents, project reports, and other materials identified. 

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

quantitative information; and  

• Online survey of stakeholders for more descriptive and qualitative information should be considered, 

however recommendation of the evaluator and discussion on this point is welcome.  

Data analysis: 

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

information, in both description and infographics, as necessary. 

 

7. Ethics, norms and standards for evaluation  

During the whole process of the evaluation, IOM Data Protection Principles, UNEG Norms and Standards for 

Evaluations, and relevant ethical guidelines will be fully followed. Discussion of how ethics will be managed is 

required in the Inception Report.  

   

8. Evaluation deliverables  

Deliverables Schedule of delivery 

1. Inception Report, including evaluation methodology, ethical considerations, and 
workplan for data collection, analysis, and write-up 

Three weeks after 
commencement date 

2. Draft Final Evaluation Report (maximum 15 pages) Five weeks after 
Inception Report 

3. Draft Evaluation Brief (maximum 2-3 pages, focused on lessons learned) Five weeks after 
Inception Report 

4. Initial draft management response matrix Five weeks after 
Inception Report 

5. Final Evaluation Report (maximum 15 pages) Nine weeks after 
Inception Report 

6. Final Evaluation Brief (maximum 2-3 pages, focused on lessons learned) Nine weeks after 
Inception Report 

7. Final draft management response matrix Nine weeks after 
Inception Report 
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Reports should follow IOM templates. Approval may be withheld, or further edits requested, if deliverables are 
not delivered according to the above-specified timeline, and/or do not meet Item 6: Ethics, norms and 
standards for evaluation.  Feedback must be provided by IOM within two weeks of receipt of deliverables.  

 

9.Specifications of roles  

The Lead Evaluator is responsible for carrying out data collection and analysis, timely delivery of quality 

deliverables as according to the timeline above, and ethical conduct at all stages of the evaluation process.  

The IOM Evaluation Manager appointed for this evaluation is responsible for timely review of deliverables, and 

any necessary internal coordination to facilitate the evaluation. Deliverables should be reviewed within two 

weeks of receipt. 

10. Evaluation workplan 

The evaluation will be conducted for up to three months. All deliverables must be submitted no later than the 
date specified in the deliverables table. Primary data collection should occur between inception report and 
draft final report. A detailed workplan should be presented as part of the inception report.   
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Annex 2 – Evaluation Matrix  
 

Criteria Question Indicators Data Sources Methods 

Evaluation Question 1:  Do the project’s expected outcomes and outputs remain valid, pertinent and 
appropriate either as originally planned or as subsequently modified? 

 
 
 
 
 
 
 
 
 
 
 

Relevance 

1.1 Is the project aligned 
with national priorities 
and strategies, 
government policies and 
global commitments? 

Degree of alignment 
between the project and 
national development 
policies and priorities of 
Tonga 
 

National 
policies, 
strategies and 
plans 

Document 
review, KIIs 
with key 
stakeholders 

1.2 To what extent were 
the needs of 
stakeholders and 
beneficiaries taken into 
account during project 
design? 

Level of consultation and 
participation of 
stakeholders in the 
project design and 
implementation 
 
 

Project 
documents, 
meeting 
minutes, 
reports from 
project team 

Document 
review, KIIs 
with key 
stakeholders 

1.3 Was the project well 
designed according to 
IOM project 
development 
guidelines? And relevant 
to those needs and 
priorities? How 
adequately were human 
rights and gender 
equality taken into 
consideration during the 
project design? 

Degree of alignment 
between the project and 
IOM project development 
guidelines  
 
Extent to which human-
rights based approach and 
gender mainstreaming 
was included in the 
project design 
 
 

Project 
documents, 
products and 
reports; IOM 
Project 
Handbook, 
reports from 
stakeholders 

Document 
review, KII 
with 
stakeholders  

1.4 Is the project in line 
with the IOM/IOM 
Development Fund 
priorities and criteria? 

Degree of alignment 
between the project and 
the IOM Development 
Fund priorities and criteria 

Project 
documents, 
products and 
reports; IOM 
Development 
Fund 
guidelines, 
reports from 
stakeholders 

Document 
review, KII 
with project 
team and 
donor 

Evaluation Question 2:  To what extent did the intervention achieve its objective/outcome/outputs? 

 
 
 
 

Effectiveness 

2.1 Have the project 
outputs and outcomes 
been achieved in 
accordance with the 
stated plans? 

Number of target 
indicators achieved as 
planned in the results 
matrix 
 
Level of satisfaction with 
the project resources and 
tools (Consultant, policy, 
training sessions) 
 

Project reports 
(results 
matrix), 
reports from 
stakeholders, 
project 
product, 
meeting 
minutes 

Document 
review, KII 
with key 
stakeholders, 
online survey  

2.2 What were the major 
factors that influenced 
the achievement of the 
project’s expected 
outcomes? 

Perceived factors 
(negative, positive) 
influencing the 
achievement of results 
 

Reports from 
project team 
and key 
stakeholders 
(IOM, 

KII, online 
survey 
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government 
beneficiaries) 

2.3 To what extent did 
the project adapt to 
changing external 
conditions to ensure 
project outcomes? 

Extent in which IOM was 
responsive to external 
changes (e.g. COVID-19) 
and ensured project 
results  

Reports from 
project team 
and key 
stakeholders 

Document 
review, KII 
with key 
stakeholders, 

Evaluation Question 3: How well did the project use human, physical and financial resources to undertake 
activities, and how well these resources were converted into outputs in a timely manner? 

 
 
 
 
 
 
 

Efficiency 

3.1 To what extent were 
the project activities 
undertaken, and outputs 
delivered on time? 

Extent to which the 
workplan was delivered as 
planned 
 
Extent to which the results 
were delivered on time  

Project 
reports, 
reports from 
project team, 
workplan  

Review of 
project 
documents, KII 
with resource 
management 
unit and 
project 
manager 

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

Overall level of cost 
effectiveness in 
comparison to related 
interventions.  
 
Level of cost effectiveness 
of the development of 
policy compared to 
alternative options 

IOM related 
interventions 

Document 
review 

3.3. What were the 
major factors that 
influenced efficiency and 
timeliness of delivery? 

Perceived factors 
(negative, positive) 
influencing the efficiency  
 

Project 
reports, 
reports from 
project team, 

Review of 
project 
documents, KII 
with IOM and 
project 
stakeholders  

Evaluation Question 4: To what extent did other internal and external interventions support or 
undermine the interventions made by the project? 

 
 
 
 
 
 

Coherence 

4.1 To what extent did 
the intervention 
compliment or 
contradict other 
priorities and policies of 
the Government of 
Tonga and other 
initiatives on migration 
management in Tonga? 

Number of interventions 
that the project 
supported, and/or 
complemented and/or 
added value in Tonga 
 
Perception of 
contribution/contradiction 
of the intervention in 
comparison to other 
initiatives 

Reports from 
KIIs 

Document 
review, KII 
with 
stakeholders 

Evaluation Question 5: To what extent the project’s results will be maintained for a certain period of time 
after the current project phased out? 

 
 
 

5.1 To what extent was 
the migration 
management capacity of 

Number of policies and/or 
initiatives planned and/or 
implemented that address 

Reports from 
government 
stakeholders, 

Document 
review, KIIs, 
online survey  
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Sustainability:  

government 
stakeholders 
strengthened? 

migration and sustainable 
development strategy as a 
result of the project 
implementation (i.e. 
Roadmap 
implementation) 
 
Increased knowledge on 
the subject matter of the 
project stakeholders 

project 
reports, 
training 
reports and 
pre/post test 
results 
 
 

5.2 What is the level of 
utilization of the 
project’s results among 
government and other 
stakeholders? 

Extent to which the 
governments use the 
Migration and Sustainable 
Development Policy to 
develop related initiatives 
and programmes 
 
Perception on benefits of 
the policy 
 
 

Reports from 
stakeholders 

Document 
review, KIIs, 
online survey 

5.3 Are structures, 
resources and processes 
in place to ensure that 
benefits generated by 
the project continue? 

Number of government 
owned mechanisms 
established to support the 
implementation of the 
policy  
 
Level of confidence of 
government officials to 
implement and monitor 
the policy  
 
Availability of government 
resources (prior technical 
expertise) to utilise the 
policy and follow up 
interventions  
 
Level of involvement of 
stakeholders in planning, 
decision making and 
implementation of the 
project products  

Reports from 
government 
stakeholders, 
project 
reports, 
follow-up 
projects 

Document 
review, KIIs 

Evaluation Question 6: What are the positive and negative, primary and secondary long-term effects 
produced by the project, directly or indirectly, intended or unintended? 

 
 
 
 
Impact  

6.1 What change(s) did 
the intervention bring 
(whether positive or 
negative, unintended or 
intended) in the 
social/economic/political 
/environmental 
circumstances of Tonga? 

Level of impact linked to 
the intervention in line 
with the planned objective 
 
Extent to which the 
project team respond to 
unplanned negative 
impacts  

Reports from 
stakeholders, 
Project reports  

Document 
review, KIIs 

Evaluation Question 7: Cross-cutting Issues on Gender and Human Right  

 7.1 How adequately 
were human rights 

Extent to which human-
rights based approach and 

Reports from 
stakeholders, 

Document 
review, KIIs 
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Cross-cutting 
Issues 

and gender equality 
taken into 
consideration 
during the project 
design 

gender mainstreaming 
was included in the 
project implementation 

Project reports 
and 
documents, 
project 
products  

7.2 To what extent will 
Tongan people be 
differently impacted by 
the initiative depending 
on their gender, age, 
and disability? 

Inclusion of needs of 
people all ages, gender 
and disability in the 
project products and 
during implementation  
 
Availability of services and 
products as result of the 
project implementation  
 

Reports from 
stakeholders, 
Project reports 
and 
documents, 
project 
products 

Document 
review, KIIs 
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Annex 3 – Data Collection Instruments  

KII Questionnaire  

Criteria Question IOM  
 

Government  Related 
Interventions  

(Private 
sector, CSOs, 
NGOs, Other 

UN) 

Donor  
 

Evaluation Question 1: Do the project’s expected outcomes and outputs remain valid, pertinent and 
appropriate either as originally planned or as subsequently modified? 

Relevance Please explain what was your 
involvement in this project 

X X X X 

What are the project strengths and 
weaknesses at a) design stage and b) 
implementation stage? 

X X X X 

Is the project well aligned with the 
needs and priorities of Tonga? 
 
Follow-up Q: Which 
policies/initiatives does this project 
align with and how does it align?  
 

X X   

Were all key stakeholders involved 
in the project design and 
implementation? 

• Which stakeholders were 
consulted at design stage?  

• Which stakeholders 
participated in the project 
implementation? 

X    

What key issues of migrants and 
development are covered by this 
project?  
 

X X X  

Please explain how does this project 
align with your organization’s 
priorities/strategies?  

X X X X 

Was IOM responsive to the changing 
needs of Tonga? If so, how? 

X    

 Where there any modifications 
and/or changes in the project design 
to the project’s implementation 
stage? 
 
Follow-up Q: How was the need for 
change detected? 

X    

Evaluation Question 2: To what extent did the project achieved its intended results?  

Effectiveness Did the project fill in knowledge and 
tools gaps in government? Which 
ones and how? 

X X   

To what extent have the project 
targets been achieved or likely to be 
met? 

X X   
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(The evaluator will read the set 
results at output, outcome and 
objective level) 

What are the key project 
achievements? 

 

X X   

How was the project 
implementation monitored? 

X    

Were there any over or under-
achievements? What were the 
contributing factors?  
Follow-up Q: Identify lessons 
learned and best practices 

X    

Were there any key challenges to 
implement the project and achieve 
results? How were the challenges 
addressed?  
Follow-up Q: Identify lessons 
learned and best practices 

X X   

How useful/effective are the project 
products? Please provide examples. 

• Research report: migration 
and development in Tonga 

• Migration and Sustainable 
Development Policy (MSDP) 

• Training on policy 
implementation  

• Roadmap to operationalize 
the policy  

 
Follow-up Q: How satisfied are you 
with the products?  

X X X  

What new knowledge have you 
gained from this project? (if not 
mentioned, prompt a response on 
level of increased knowledge of 
migration management for 
sustainable development) 

X X X  

Evaluation Question 3: How well did the project use human, physical and financial resources to undertake 
activities, and how well these resources were converted into outputs in a timely manner? 

Efficiency  Where there any challenges related 
to resources (finance, human etc)? 

X X   

Where the project activities 
delivered on time? Were there any 
implementation slippages?  

X    

Were resources allocated and spent 
in the best way possible? What 
would you have done differently? 
 
Follow up Q2: Cost vs expertise of 
the Consultant? 

X X   

Have other similar interventions 
been delivered more/less 
efficiently? Any lessons learned and 
best practices? 

X X   
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Evaluation Question 4: To what extent did other internal and external interventions support or undermine 
the interventions made by the project? 

Coherence Did the project support, completed 
and or added value to past or 
current interventions in your 
country and/or organization? If so, 
which ones and how? 

X X X X 

Evaluation Question 5: To what extent the project’s results will be maintained for a certain period of time 
after the current project phased out? 

Sustainability In your opinion, how will the project 
products contribute to develop 
policies and programmes that will 
lead to migrants and communities in 
Tonga to benefit from migration as a 
sustainable development strategy? 

X X X X 

In your opinion, how will the 
knowledge gained from the project 
contribute to develop programmes 
that will lead to migrants and 
communities in the Tonga to benefit 
from migration as a sustainable 
development strategy? 

X X X X 

Has the Migration and Sustainable 
Development Policy continued to be 
an effective tool (how?) following 
the end of the project? 

X X   

 How confident is the responsible 
government department to 
manage/implement the policy? 

X X   

 Will you continue to use the project 
products in the future? And what do 
you think can be done in the future 
to continue the project benefits?  

X X X X 

Evaluation Question 6: What are the positive and negative, primary and secondary long-term effects 
produced by the project, directly or indirectly, intended or unintended? 

Impact Are there any actions taken by the 
government/regional institutions or 
ministry departments on the 
recommendations of a) the research 
reports and b) the roadmap to 
implement the MSDP 

X X   

Has the policy been used by your 
government/department/organizati
on to inform actions and 
programmes? If so, which ones? 

X X X X 

Have the project products been 
used by your 
government/department/organizati
on? If so, how? 
 

• Research report: migration 
and development in Tonga 

• Migration and Sustainable 
Development Policy (MSDP) 

• Training on policy 
implementation  

X X X X 



 

Page | 42 
 

• Roadmap to operationalize 
the policy  

 

In your opinion, what significant 
changes regarding labour migration 
at governmental or individual level 
did the project bring? 

X X X X 

Where there any unplanned 
negative impacts during the project 
implementation? If so, what actions 
were taken to mitigate the impacts? 

X    

 

Online Survey Form 

Introduction 

The International Organization for Migration (IOM) in partnership with the Government of Tonga, implemented 

the project “Capacity-building for Migration and Sustainable Development in Tonga” from 01 February 2018 – 

30 June 2021. The project sought to support the target governments to manage migration as a sustainable 

development strategy. To this end, the project produced the following deliverables:  

1. Research report: migration and development in Tonga 
2. Migration and Sustainable Development Policy (MSDP) 
3. Training on policy implementation  

4. Roadmap to operationalize the policy  

Your response to this survey will contribute to evaluate how much the project achieved the planned results and 

what are the lessons learned from this project regarding its relevance, effectiveness, efficiency, coherence, 

impact and sustainability.  

This online survey contains seven (7) questions and may take a maximum of 15-20 minutes of your time. Please 

be assured that all information provided in the survey is anonymous and confidential. Thank you for your 

cooperation.  

1 Which sector did you represent during the project 
implementation? 

▪ Government 
▪ Private Sector 
▪ CSO 
▪ Academia 
▪ Donor 
▪ Other ______________ 

2 Have you used any of the project products? ▪ Research report: migration and 
development in Tonga 

 
               YES                              NO 
 

▪ Migration and Sustainable Development 
Policy (MSDP) 

 
               YES                              NO 
 

▪ Training on policy implementation  
 
                YES                              NO 
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▪ Roadmap to operationalize the policy  
 
                YES                              NO 
 

3 What is your opinion about the following? 
a. The Project provided 

mechanisms to maximise 
migration as a human 
development strategy. 

b. The Project generated new 
knowledge to maximise 
migration as a human 
development strategy. 

c. The research report produced 
by the project is useful in 
helping the government to have 
policy response to strengthen 
safe migration. 

▪ Strongly disagree 
▪ Disagree 
▪ Not Sure 
▪ Agree 
▪ Strongly agree 

4 Does your institution refer to any of the project 
documents to develop policies/strategies and/or 
programmes?  

▪ Research report: migration and 
development in Tonga 

 
               YES                              NO 
 

▪ Migration and Sustainable Development 
Policy (MSDP) 

 
               YES                              NO 
 

▪ Training on policy implementation  
 
                YES                              NO 
 

▪ Roadmap to operationalize the policy  
 
                YES                              NO 
 

5 Please provide the name of any programmes 
developed by your institution which refer to the 
Migration and Sustainable Development Policy 

 

6 How likely are you to use the project products in 
the future for your organization’s 
policies/strategies and/or programmes?  
 

• Research report: migration and 
development in Tonga 

• Migration and Sustainable Development 
Policy (MSDP) 

• Training on policy implementation  

• Roadmap to operationalize the policy  
 

▪ Most likely 
▪ Likely 
▪ Not Sure 
▪ Not likely 
▪ Most likely not 

7 Please indicate your current level of knowledge 
and tools to maximise migration as a sustainable 
development strategy as a result of the project 
implementation 

▪ Knowledge  
▪ Tools available  

▪ Much improved 
▪ Somewhat improved 
▪ Improved 
▪ Not Sure 
▪ Not improved 
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Annex 4 – List of Documents Reviewed and Consulted  

No Documents  
1 Project document: Capacity Building for Sustainable Development in Tonga 
2 Interim narrative and financial reports 1 – 6 and attachments 
3 Final narrative report 
4 Final financial report 
5 Project Performance Review  
6 Project product: Migration and Sustainable Development in Tonga: An overview of the 

current landscape.  
7 Project product: Migration and Sustainable Development Policy  
8 Project products: MSDP Roadmap 
9 IOM Migration Governance Framework (MiGOF) 
10 Sustainable Development Goals 
11 IOM Project Handbook 
12 Tonga Strategic Development Framework (TSDFII) 2015-2025 
13 IOM Pacific Strategy 2018-2020 
14 IOM Development Fund guidelines (website) 
15 Global Compact for Migration  
16 UN Framework Convention for Climate Change 
17 IOM Environmental Migration Portal  
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Annex 5 – List of Persons Interviewed 

No Interviewee  Organization  Job Title 

1 Emmanuel Murwisi  IOM Project Development 
Officer – Australia  

2 Karishma Devi IOM Admin-finance 
Assistant – Fiji  

3 Mahym 
Orazmuhamedova 

IOM Former CoM IOM Fiji 

4 Sione Fifita IOM Project Officer - 
Tonga 

5 Lynette Sifa IOM Project Assistant - 
Tonga 

6 Mian Shen  IOM Admin Assistant – 
Australia  

7 Gregory Mills Consultant Consultant 

8 Daniela Villacres Consultant Consultant 

9 Ponapate Tausinga Tonga Ministry of 
Education 

Deputy CEO 
 

10 Keasi Pongi Tonga Civil Society Councillor 
 

11 Tangini Topa Tu’ifua 
 

Secretary for Labour 
Division 

Senior Assistant 

12 Kolotia Fotu  
 

Ministry of Trade and 
Economic Development 

Deputy CEO for 
Labour Division 
 

13 Telesia Kaitapu 
 

Ministry of Foreign 
Affairs - Tonga 

Director for 
Immigration 
Department 
 

14 Seniloli ‘Inoke 
 

Ministry of Justice and 
Prisons 

Deputy CEO (Registrar 
General Office) 
 

15 Sione Lolohea 
 

Statistics Department Government Assistant 
Statistician 
 

 


