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EXECUTIVE SUMMARY 

The IOM missions in Egypt, Jordan and Morocco implemented this regional MIRAC funded 
project “Safeguarding the Workers on the Move in the MENA Region” from January 2019 – 31 
October 2020). The actual implementation however started only in July 2019. 

The main objective of the project was to contribute to the protection of workers on the move. 
The project sought to achieve its objective through two outcomes, namely: 1. Key stakeholders 
in each target country engage in evidence-based dialogue to promote ethical recruitment 
practices; 2. Government and private sector actors take measures to address exploitative 
practices in their supply chains.  

Given the objective of the project contributing to the protection of workers on the move as 
well as the fact that the action addressed more than one country the ex-post evaluation 
focused on the project’s efficiency and effectiveness in meeting this objective i.e. if the project 
contributed to the systematic improvement of migrant workers protection in Egypt, Jordan and 
Morocco. 

Moreover, the relevance and coherence of project design, effectiveness and performance of the 
project, efficiency of project management and implementation, impact, sustainability, as well 
as attention to cross-cutting issues (gender and human rights) had been assessed during the 
evaluation exercise. Given the fact the project was concluded during the COVID-19 pandemic, 
which hit the MENA region in March 2020, and that the missions in Morocco and Jordan re-
programmed a part of the funding for direct humanitarian assistance to migrant workers 
impacted by the pandemic, the evaluation assessed these additional activities using the 
COVID-19 Result Monitoring Framework for MENA region, which was developed specifically 
for this purpose during COVID-19.  

According to the ToRs for the internal final evaluation commissioned,  the evaluation looked at 
the immediate results (outputs) of the project activities, specifically the capacity building 
activities. However, given the fact that at the time of the evaluation project activities were still 
ongoing, at least in Egypt, it was decided that it would make more sense to assess the quality of 
outputs instead. Based on the feedback received from the interviewed stakeholders on the 
various project activities including research, consultative actions, training activities, etc. the 
evaluation was to find out if the deliverables were useful to the respective governments and 
stakeholders.  The evaluation methods consisted of a desk review of the project documents and 
interviews with project key stakeholders who participated in project activities in each country to 
assess the project performance towards the realization of the set short, medium, and long-term 
desired results and to assess the sustainability of the benefits and labour migration management 
processes it started. Below summarized are the findings as per the OECD/DAC evaluation 
criteria: 

Relevance  

Across all three countries there was agreement among all key stakeholders interviewed that the 
topic of ethical recruitment was relevant. However, the topic was completely new to the three 
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governments, the private sector and trade unions and hence the actual outcomes of the 
project, which could (not?) be achieved given the circumstances, differ substantially from the 
originally envisaged outcomes. Not only was it a new topic for the targeted governments, the 
project was also not discussed and designed in all countries with the inputs from the 
governments. And even where the government provided formal approval for the project in the 
beginning, the government counterparts and their policy priorities changed in the period 
between project approval and start of project implementation.   

Based on the analysis of the interviews one can say that there was general agreement that the 
project was in line both with national government policies and strategies and IOM national, 
regional and/or global strategies and the Migration Governance Framework.  

The project was perceived to have added value in all three countries  because it introduced a 
new topic and new tools to the government and private sector stakeholders and in all three 
countries the project effectively brought together the various stakeholders targeted by the 
project – in many cases it was the first time that government and private sector  interacted 
directly on the  topic of recruitment, it was the first time that research interacted with private 
sector and migrants, it was the first time that private sector and trade unions were sensitized 
on the topic of ethical recruitment.   

Effectiveness: 

Since a number of outcomes could not be achieved and were changed during project 
implementation due to lack of stakeholder buy -in/change in position due to rotation of key 
personnel at key governmental  entities, a number of related outputs and results were also not 
achieved or were replaced with new different results. A detailed analysis of the quality and 
quantity of the outputs and how these led or did not lead to the desired outcomes is provided 
under point 4.2.2 

Participants were in general satisfied with the activities they were involved in – none of the 
interviewees however was knowledgeable about the project as a whole – various stakeholders 
were only able to talk about the one activity in which they were directly involved.   

Given the fact that the project was only able to introduce the topic, participants in general 
expressed the need for more follow up activities – both for government and private sector - 
which would go beyond sensitization and allow for consistent and concrete promotion of 
ethical recruitment. 

Since none of the stakeholders knew the project as a whole, everyone considered the activity in 
which he/she was involved as the main achievement of the project. Only the Project Managers 
(PMs) were in a position to point out what was the main achievement in their opinion looking 
at the whole project. A more thorough analysis of the outcomes and outputs achieved under 
the project follows under point 4. Analysis of Evaluation findings.  
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In all three countries stakeholders were able to point out how the project has in fact been able 
to enhance the work and functioning of the state authorities and the private sector by 
introducing ethical recruitment as a new topic. Government stakeholders, private sector and 
trade unions benefitted from sensitization and awareness raising activities, even though all 
wanted to see more follow up activities of this kind. Governments in Egypt and Morocco 
benefitted from research on which they can build future policies and strategies for 
employment.  

The main challenge of the project was described in all three countries as the work with 
governments on this new topic. Introducing such a sensitive topic requires time to build 
understanding and trust to get the full buy in from government counterparts and private sector  
for all the outputs and ambitious outcomes of the project. In general it was felt that the project 
did not last long enough to achieve this level of buy in and trust. The outbreak of the pandemic 
COVID-19 further prevented the follow up and implementation all activities.   

In Jordan the implementation of the project was also hampered by a lack of communication  
between the PM and the government counterpart, who was not responsive to numerous efforts 
of IOM to communicate and coordinate on activities with Ministry of Labor (MoL). This lack of 
communication was only overcome when the main government counterpart was changed.  

The main external factor which impacted the implementation of the project in 2020 was of 
course COVID-19, which broke out in March 2020 in MENA region and did not allow for the 
implementation of some the key planned activities including the regional event. This event  
was supposed to bring together the representatives of the three governments and private 
sector to exchange on their experiences with the topic of ethical recruitment – an activity 
which was missed by all interviewed stakeholders in all three countries as it was considered to 
have helped the understanding of  the stakeholders involved. On the other hand, the outbreak 
of the pandemic allowed for two project extensions, which allowed on the one hand to 
complete a number of activities in Jordan and Egypt and for the reallocation of unused project 
funds for direct assistance to migrant workers in Jordan and Morocco.  

Efficiency:  

Funds and expertise would have been adequate to implement the planned activities, but in all 
three countries the main constraint was time because the project implementation effectively 
only started in summer 2019 and by March 2020 the pandemic caused by COVID-19 put a hold 
on many activities, especially in Egypt.  

In Jordan, in addition to COVID-19, there was a communication problem between the PM and 
the MoL which could only be overcome when the PM decided to replace the MoL government 
counterpart with the CT Unit.  

For these reasons and despite a budget revision in October 2019, where some of the project 
activities were already changed taking into account the impossibility to implement some of the 
activities, also the new planned project activities were not undertaken as scheduled and 



 

5 
 

outputs were not delivered on time or at all – this time this was however due to external 
factors, namely the outbreak of COVID-19 pandemic in March 2020. 

The outbreak of the pandemic impacted the implementation of the rest of activities under the 
project, as it interrupted or delayed activities. Yet given the project extensions granted (first 
until April 2019 then until October 2020) all planned activities in Egypt could be completed - 
and the total budget could be spent – even though not on the planned activities. Morocco and 
Jordan reprogrammed the remaining funds for direct assistance to migrant workers in both 
countries, which is not only in line with the original logic of the project to contribute to the 
protection of workers on the move, but also responded to an obvious need at that time as 
migrant workers were among those worst affected by COVID-19.   

The budget revision and the reprogramming during COVID-19 of the remaining funds brought 
up the percentage of variation of expenditures against forecast to 78% in the case of Jordan, 
24% in Morocco.  

Given the circumstances in which the project was implemented, and looking at the produced 
results (e.g. outputs) in relation to the inputs in form of funding, staff time/salary, stakeholder 
time and other indirect cost including transportation, ICT, admin and transport….) one can say 
that the budget was spent in the best way possible. The budget distribution per intervention 
component however is less than optimal because in the end funds were simply spent on 
humanitarian assistance because this was the only way how the funds could be spent completely- 
this is particularly the case in Jordan as can be seen from the high percentage of variation of 
expenditures. On the other hand - because of that re-allocation of funding to humanitarian 
assistance - the mission in Jordan was able to trigger more humanitarian funding.  

Impact:  

Overall there was agreement among all interviewed stakeholders, including the PMs, that the 
project has not been able to achieve any lasting impact with regard to the stated objective of 
the project to  contribute to the protection of workers on the move,  primarily because there 
was not enough time for the activities and outputs to mature into outcomes and impacts. In 
Morocco and Egypt, however, where the project prepared the ground for a larger scale regional 
project on Labor Migration Governance, and some of the CB activities will be continued, the 
impact of the project activities can only increase with time.  
 
The project managed to raise the awareness of stakeholders on the new topic and managed to 
provide the government with new pieces of research, but there was not enough time to follow 
up on these initial steps – not least because of the outbreak of the pandemic.  
In Morocco the trade union pointed out that due to the project the trade union actually was 
incentivized to create new regional structures to follow up on the initial awareness raising in 
the various regions of Morocco.  
 
Only in a few cases interviewed stakeholders were able to provide examples of stakeholders 
taking action to address exploitative practices within their/the labour supply chains and to 
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promote ethical recruitment like the PS representative in Jordan who gave the example of a 
private sector company who reported a recruitment agency to the Counter Trafficking Unit of 
the government making use of the newly established connection between private sector and 
CTU thanks to the project. Or the PS representative in Egypt who gave a positive example of a 
multinational company who pushed the government to introduce changes to the labor law and 
trade union law to be compliant with international standards.  
Only in Jordan however this follow up by the PS with the CTU was a direct consequence of the 
project bringing these stakeholders together during the awareness raising event.   

When asked what would be useful to enable the long-term protection of migrant workers in 
Egypt/Jordan/Morocco the unisono reply was more practical follow up and the need to 
continue to work with the stakeholders, which again confirms that the project duration was 
too short to address the needs of the stakeholders given that the project introduced a 
completely new topic.   

Sustainability:  

Only Morocco and Egypt were able to point to project results that remain until today, both 
countries have undertaken research on which they will have the possibility to follow up with 
their respective government in another regional follow on project on Labor Migration 
Governance, which is currently ongoing. In Morocco, the IOM mission will work with the 
government on the  new national strategy for employment based on the study conducted under 
LM.0340. In Egypt, the mission, will  make use of the three researches to build their CB activities 
under the THAMM project for government officials and private sector on them.  In Egypt, the 
workshops with GTUBWW (trade union) which took place in November 2019 and October 2020, 
reinforced IOM’s working relationship with the Union and joint workplans are being considered 
for 2021 under THAMM. A supply chain training (Arabic version of CREST training) is being 
planned. These activities are indicative of a continuing working relationship between IOM and 
the GTUBWW after the project ended. 

In Jordan, the project could not complete all of its initially planned activities but already 
identified topics for future projects (Placement of Jordanians abroad).   

In Jordan, in particular, human resources have been identified as one of the main factors 
affecting sustainability, especially the lack of or high turnover of human resources in the 
government which results in a low number of counterparts who understand the issue and can 
promote it consistently. In all three countries the lack of financial resources to continuously 
work with the private sector was highlighted.  

One of the biggest obstacles to sustainability of this project however is the fact that none of the 
interviewed stakeholders except of course IOM staff in no country were involved in the project 
design. This is also the case because the government counterparts in Jordan, who did provide 
an approval for the project activities in the beginning of the project, were no longer involved in 
the project implementation due to staff turnover in the Ministry of Labor. All interviewees 
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confirmed that they were only involved in the implementation of the project. This of course 
does not bode well for buy in by the government stakeholders and ownership of the project. 

Gender and Human rights: 

In the implementation of the training events female participation was encouraged to the extent 
possible, but the research was not gender sensitive. The awareness raising campaign in Jordan 
targeted the garment and construction sector, and in the opinion of the PM team the messages 
of the campaign (“Work permit is your protection”) were formulated to target equally female 
and male migrants in these two sectors. The branded items produced could also fit both female 
and male beneficiaries. The messages of the campaign were in two main languages Arabic and 
English and given the simple content of the messages it was assumed that it would be understood 
by most beneficiaries. In the opinion of the private sector representative, however,  the 
awareness raising campaign did not consider the special needs of female migrant workers in the 
garment sector, nor the need to address migrant workers in several languages. Overall, none of 
the interviewees (non-IOM staff) could confirm that gender issues were taken specifically into 
account in the design of the project. 

Despite the fact that there were only a few activities which were actually targeting migrants 
directly (awareness raising campaign in Jordan, direct assistance to migrant workers as a 
consequence of COVID-19), all interviewees were in agreement that the project contributed to 
the overall protection of human rights of migrant workers because of its capacity building and 
research activities which raised the awareness of the policy makers and the private sector.  

In order to come closer to reaching the target of the objective of the project that stakeholders 
would actually use the knowledge and skills obtained to follow up with activities on their own 
in support of protection of migrant workers, the stakeholders interviewed during this evaluation 
provided a number of recommendations which should be taken into consideration together with 
the recommendations of the evaluator : 

Relevance/Coherence: 

1. Given that the protection of migrant workers is a medium to long term undertaking, 
interviewed stakeholders in all three countries pointed out that such an objective 
requires the strong  and firm committment and buy in of the government. In order to 
increase relevance of a project and ensure government buy-in from the onset, project 
developers have to pro-actively reach out to government and other stakeholders when 
designing the project. Only in consultation with the stakeholders, IOM could have 
learned about the priorities of the stakeholders, assess their level of understanding on a 
new topic like ethical recruitment and have determined which results could have been 
achieved realistically within the timeframe and defined activities which would have met 
the expectations of the stakeholders. 
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2. In addition to the recommendation above it is recommended to establish a good open 
communication channel with the government counterparts throughout the project to 
be able to react to changing government priorities. 

3. In order to protect not only migrant workers in North Africa but also the outgoing labor 
force from North Africa and Middle East, IOM would need to allow for sufficient time in 
a future project to bring abut a paradigm shift among these governments to ensure 
protection of these migrant workers as the focus of the government seems to be very 
much on the migrants and refugees on their territories.  

Effectiveness: 

4. In order to see actions taken by government, private sector or trade unions there would 
be a need for consistent and more follow up activities in form of trainings, meetings,  
provision of tools and follow up on such training activities with the participants. 
Therefore, when developing a project one should allow for enough time for follow up 
activities to deepen the understanding – especially if a new topic is being introduced, to 
allow for better knowledge retention and utilization, to produce more longer term 
changes  - even if that means that a project maybe has less outcomes and outputs.  

5. It can be considered good practice to keep in mind past and future project interventions 
when investing project funds in research so that research product can ideally serve not 
only one project  and can build on and complement previous research. 

Efficiency: 

6. The recommendation to the PM is to update the results matrix and workplan for 
monitoring and evaluation purposes if and when activities are being replaced or deleted 
all together. 

7. It is recommended to stick to M&E instructions and actually implement the necessary 
tests in order to be able to measure whether the set targets have been achieved.  

8. It is recommended that in line with established COVID-19 indicators, any humanitarian 
assistance delivered during the pandemic is being assessed and evaluated accordingly. 

Impact: 

9. Given the fact that in all three countries a large number of migrant workers work in the 
informal sector, it is important to seek the cooperation of trade unions as they are in a 
position to assist migrant workers in the formalization of their work in absence of other 
regularization efforts from the side of the government. Trade unions are also 
instrumental in promoting recruitment of migrant workers with the private sector.  

10. Another important partner to achieve more impact with future ethical recruitment 
programminng would be the private sector who is in a position to push for 
government‘s efforts in protecting migrant workers by presenting the business case 
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that legalization of migrant workers will benefit the economy and can even help to 
bring down the high unemployment.  
Private sector, such as federation of industries or association of employers , is also 
ideally placed to promote ethical recruitment among their constituency.  

11. Private sector and trade unions recommend to establish working relationship with 
private sector in sectors which employ most migrant workers, carry out more research 
(only one sector was covered in Egypt) 

12. To increase the impact of a project like this among migrant workers, there would be a 
need for activities to work directly with migrant workers, which was only a minor 
component in this project (only Jordan implemented an awareness raising campaign 
among migrant workers)  

Sustainability: 

13. IOM LHD and other programmes should intentionally think about sustainability and 
exit strategies in the design, implementation, and closure of its future projects.  

14. Future design should be participatory to ensure consensus and ownership of set targets 
and intervention approaches. Private sector would like to be part of the design of future 
projects, labour unions as well should be included as they are representing migrant 
workers. 

15. IOM to ensure that in ongoing and future LM projects  materials on ethical recruitment 
are readily available, even translated into French and Arabic, and that ethical recruitment 
becomes a topic featuring in publications and social media messaging of private sector 
and trade unions.  

Gender:  

16. Future LM projects in MENA region should aim for a gender marker of at least 2 a, taking 
into account the specifc needs and issues migrant workers are facing in the region 
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1. INTRODUCTION 

To many, “Migration” means “opportunity” including an opportunity to escape debt or poverty. 
However, migrants face multiple vulnerabilities, as they attempt to benefit from such 
opportunities. For example, many migrants in the Middle East and North Africa (MENA) region 
do not have adequate skills and resources to cope with the inherent challenges that relate to 
such a major undertaking. Frequently, they end up in exploitative situations marked by excessive 
working hours, hazardous working conditions, non-payment of wages, passport confiscation, 
physical and mental abuse and other malpractices by recruitment agents, employers and other 
stakeholders in the recruitment industry. The precarious situation of migrants in the MENA 
region is compounded by their poor understanding of their rights as workers and as migrants. 

The project sought to bring together corporate and government efforts to protect and assist 
victims of exploitation linked to the first – “Migration” and third – “A strong and sustainable 
economy that offers protection” priorities of the Netherlands4. It intended to contribute to the 
systematic and comprehensive protection of victims of exploitation identified in business 
operations and supply chains. At the same time, IOM recognized the need to work in parallel 
with businesses and State and non-State protection actors to build their capacity to identify 
victims adversely impacted by business operations, and to strengthen local support services.   

It is against this background that IOM implemented this project entitled “Safeguarding migrant 
workers on the move” in Egypt, Jordan and Morocco, which aimed at contributing to the 
protection of migrant workers on the move in the MENA region.  To this end, the project 
foresaw two interrelated outcomes. The first looked into the recruitment practices in a number 
of key destination and transit countries in the MENA region and used the findings of such 
research/consultative forums (trainings) to promote ethical recruitment, while the second tried 
to mobilize the government and/or private sector to provide remedy to exploited migrants. 
Outcome 1 was implemented by IOM Morocco and IOM Egypt, while outcome 2 was 
implemented by IOM Jordan and IOM Egypt.  

In Morocco, the abovementioned project was implemented in continuation of another project: 
“Initiative for Ethical Recruitment in Morocco (IREM)”, carried out at national level by 
IOM Morocco during March 2018 – May 2019. Furthermore, the project served as preparation 
for a regional project “Towards Holistic Approach to Labour Migration Governance and 
Labour Mobility in North Africa (THAMM)” implemented in Morocco, Egypt and Tunisia 
during 2020-2022, for its component on Ethical Recruitment. All these initiatives are following 
the same direction of enhancing fair and ethical recruitment in Morocco and Egypt and 
addressing the same stakeholders including the Ministry of Labour and public institutions, 
private sector, social partners and civil society. The THAMM project with its specific 
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component on fair and ethical recruitment will benefit in particular from the regional project 
as it requires some baseline information, and in the case of Morocco even from solid 
recommendations for the national policy on employment of migrants in Morocco and 
placement of Moroccans abroad. 

The project was funded by the Migration Resource Allocation Committee (MIRAC) Fund with 
an amount of USD 350,000, generously donated by the Dutch government. Established in 2017, 
MIRAC is IOM’s entry point for flexible funding (unearmarked and softly earmarked). The value 
of flexible funding for IOM is that it allows to implement strategic/institutional initiatives, such 
as this project which responded to geographical and thematic priorities set by the donors.  

 

2. EVALUATION BACKGROUND  
2.1. Evaluation purpose 

This internal final evaluation was commissioned by IOM Jordan as the managing mission of this 
regional project in coordination with the other two implementing missions.  

It assessed performance of the project against the OECD/DAC evaluation criteria, revised in 
December 2019 namely relevance, effectiveness, efficiency, impact, sustainability and 
coherence. Given the fact  the project was concluded during the COVID-19 pandemic, which 
hit the MENA region in March 2020, and that the missions in Morocco and Jordan re-
programmed a part of the funding for direct humanitarian assistance to migrant workers 
impacted by the pandemic, the evaluation assessed these additional activities using the 
COVID-19 Result Monitoring Framework for MENA region, which was specifically developed 
to assess the efficiency and effectiveness of measures taken in response to COVID-19.  

Specifically, the implementing missions wanted the evaluation to assess the project 
achievements against the set targets in all the three IOM missions involved. The aim of the 
evaluation was originally to look at the immediate impact of the project activities, specifically 
the capacity building activities. However, given the fact that at the time of the evaluation project 
activities were still ongoing, at least in Egypt, it was decided that it would make more sense to 
assess the quality of outputs instead. Based on the feedback received from the interviewed 
stakeholders on the various project activities including research, consultative actions, training 
activities, etc. the evaluation was to find out if the deliverables were useful to the respective 
governments and stakeholders.   

In addition the implementing missions were interested to make use of the evaluation findings 
and recommendations as well as lessons learnt to influence the design and implementation 
strategies of future projects. Specifically Morocco and Egypt were interested in the findings of 
the evaluation to feed into the baseline for the ongoing regional project “Towards Holistic 
Approach to Labour Migration Governance and Labour Mobility in North Africa (THAMM)” on 
its fair and ethical recruitment component. 
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The target audience for the evaluation include primarily IOM Egypt, Jordan and Morocco, the 
management teams and the MIRAC secretariat who are interested to know how the funds have 
been used, the project sustainability footprint and lessons learnt. 

2.2 Evaluation criteria 

To meet the expectations, the evaluation assessed the overall project performance against the 
OECD-DAC evaluation criteria of relevance, effectiveness, efficiency, impact, sustainability and 
coherence as well as cross-cutting issues of gender and human rights. The evaluation responded 
to the below aggregate questions outlined in the evaluation ToRs: 

Criteria Set of questions 
Relevance 
and 
Coherence 

1. Is the project aligned with and supportive of IOM national, regional 
and/or global strategies and the Migration Governance Framework? 

2. Do the intended results align with and support government policies and 
national strategies? 

3. Do you think this project accurately responds to the needs of the 
governments and private sector and migrant workers of 
Egypt/Jordan/Morocco by enhance the conditions for migrant workers 
in the country?  

4. In the landscape of migrant workers protection projects in the 
country, do you think this project was relevant? Why? What is the 
added value, if any, of this project compared to those other efforts? 

Effectiveness 5. Have the project outputs and outcomes been achieved in accordance 
with the stated plans, or are they on track to being achieved? If no, why 
not? 

6. Were the activities sufficiently well implemented to reach intended 
results? Would other activities have been more effective in reaching the 
results? 

7. Were the project beneficiaries satisfied with the proposed activities? 
What were their suggestions for improvement? 

8. Are there any identifiable ways that the approach should be revised in 
future, or is it evident that additional or complementary activities or 
projects will need to be implemented? 

9. To what extent has the project and its outputs met stakeholder 
expectations, both government and private sector?  

10. To what extent has the project and its outputs enhanced the work and 
functioning of the state authorities and the private sector? 

11. What were the major external factors influencing the achievement of 
the project’s expected outputs and outcomes, including both contextual 
factors and other related interventions? 

12. To what extent has the project adapted to changing external conditions 
in order to ensure project outcomes are achieved? 

13. What would you identify as the main achievements of this project?  
14. What would you identify as the main challenges faced by the project? 

Do you think these challenges were properly mitigated? 



 

16 
 

Efficiency 15. To what extent were resources (time, funds, expertise) adequate to 
implement the activities and achieve the outputs? 

16. Were the project activities undertaken as scheduled and were outputs 
delivered on time? If not, what was the reason for possible delays? 

17. How well were the resources (funds, expertise, and time) converted into 
results? 

18. What measures have been taken to ensure that resources are efficiently 
used? 

Impact 
 

19. To what extent can long-term changes be observed (whether intended 
or unintended, positive or negative), particularly in relation to 
building capacities of relevant State and non-state actors?  

20. What contribution did this project make towards any observed long-
term changes, considering also other relevant external factors?  

21. To what extent has the project contributed to the protection of workers 
on the move and to the improvement in the ethical recruitment   

22. Did the project contribute to stakeholders taking action to address 
exploitative practices within their/the labour supply chains and to 
promote ethical recruitment? 

Sustainability 
 

23. What would be necessary for the project and its results to be 
supported by national institutions and embedded in institutional 
structures that are surviving beyond the life of the project? 

24. What activities would you suggest would be useful to enable the long-
term protection of migrant workers in Egypt/Jordan/Morocco? 

25. To what extent have target groups and possibly other relevant 
stakeholders been involved in project planning and implementation? 

26. Has the project served to design or inform follow-up projects? In 
particular, to what extent has this project’s outputs or outcomes shaped 
or fed into other ongoing actions? 

27. What are the major factors affecting sustainability, including any 
identified challenges faced by the implementing organization, partner 
organizations, beneficiaries 

Gender 28. To what extent were gender mainstreaming issues taken into account 
in design and implementation? 

29. Were any barriers to equal gender participation identified in design or 
implementation, and was anything done to address these barriers? 

Human rights 30. Was the planning and design process for the project participatory and 
non-discriminatory? 

31. To what extent has the project helped to ensure respect of relevant 
human rights of migrants? 

 

Given the fact  the project was concluded during the COVID-19 pandemic, which hit the 
MENA region in March 2020, and that the missions in Morocco and Jordan re-programmed a 
part of the funding for direct humanitarian assistance to migrant workers impacted by the 
pandemic, the evaluation assessed these additional activities using the COVID-19 Result 
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Monitoring Framework for MENA region, which was specifically developed to assess the 
efficiency and effectiveness of measures taken in response to COVID-19. 

2.3 Evaluation methodology 

The evaluation followed qualitative evaluation methodology. The data collection methods 
included a combination of desk review and qualitative interviews with relevant project 
stakeholders to gather and triangulate project data in order to respond to the evaluation 
questions. Specifically, the following methods were used:  

•Reviewed project documents, including reports, plans, pre- and post- events’ 
questionnaires and feedback forms filled out by the participants during the training and 
capacity building sessions as well as other project activities and other relevant 
documentation (home-based, desk study).   

•Interviews with the relevant IOM Egypt, Morocco and Jordan project management team 
members, partners, beneficiaries, key stakeholders and experts from all participating 
countries to assess the implementation of the project and its effects through in-depth 
interviews. In Morocco, the evaluator provided results of the evaluation of the project 
to the evaluator of the related project “Initiative for Ethical Recruitment in Morocco 
(IREM)” to assess the combined contribution in addressing target priorities in 
Morocco.  

Sampling: the evaluation participants were purposefully selected from key project stakeholders 
in coordination with PMs all the three implementing missions. Including the PM teams in each 
country, the evaluator interviewed in total 17 stakeholders – see below table: 

Country Total 
number 

Research Govern
ment 

Private 
sector 

Trade 
union 

UN 
organisa
tions 

Project 
staff 

Egypt 5 1  1 1  2 
Jordan 4  1 1   2 
Morocco 8 1 1 1 2 1 2 
Total  17 2 2 3 3 1 6 

The monitoring data to be provided to the evaluator was supposed to include: all key project 
documents including information products such as progress reports, workplan, financial 
reports as well as key monitoring reports. Information on baselines and progress against 
indicators in the results matrix, feedback from the parties involved in project implementation 
on the extent to which the project met expectations and enhanced their work was to be made 
available for the evaluation 

Data analysis: The data analysis method consisted primarily of a content analysis of the Key 
Informant Interview (KII) protocols, whereby the evaluator compared statements from the 
stakeholder to the questions related to the evaluation criteria, looking for commonalities 
and/or outstanding statements.  Based on the information provided by the interviewees, the 
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evaluator developed integrated messaging from the stakeholders on the key evaluation criteria, 
adding her own conclusions.  

The evaluator followed the IOM Data Protection Principles, UNEG norms and standards for 
evaluation, and relevant ethical guidelines.  

Evaluation limitations: the evaluator experienced some limitations in the process: due to covid-
19 it was not possible for the evaluator to do any field visits or to conduct any in person 
interviews, in some cases the evaluator had to work with an interpreter because of language 
barriers – in such circumstances a certain distortion of the messages cannot be excluded. 
However the evaluator tried to eliminate such errors to the extent possible by triangulating the 
statements obtained in KIIs with the different sources of information on the project 
implementation available.  

 

3. PROJECT BACKGROUND 
3.1. Project description 

With USD 350,000 funding from the MIRAC Fund (Dutch contribution), IOM Egypt, Jordan and 
Morocco developed and implemented the project entitled “Safeguarding workers on the Move in 
the MENA region” between July 2019 to October 2020. The project’s overall aspiration was to 
contribute to the protection of workers on the move – an objective formulated in such a broad 
manner that of course in the widest sense the project did contribute to the protection of human 
rights of migrant workers and if only because the project activities managed to raise the 
awareness about the situation of migrant workers in the three countries and what ethical 
recruitment can mean in this context.  

The two main outcomes and delivery strategies, which had to be revised several times during 
the project, are described below: 

The first outcome sought to increase data and information available to the respective 
government and stakeholders to enable them to engage constructively based on actionable 
information. This was mainly achieved through research in Egypt and Morocco, trainings on 
ethical recruitment and sensitization sessions in all three countries. The research and trainings 
focused on the specific contexts of the countries where the project is being implemented, which 
by itself was however not sufficient to ensure more sustainable interventions, because these 
trainings and sensitization events were not followed up due to time constraints and COVID-19. 
In particular, a regional round table, which was supposed to bring together the policy makers 
and private sector actors from the 3 countries, was dearly missed by all interviewed stakeholders 
because they wanted to really exchange on their experiences on this topic of ethical recruitment 
and how each one of them decided to go about it.  The regional round table could not take place, 
first because the Jordanian government counterpart delayed the response on the topic and the 
venue for the event until it became impossible to organize the event because the pandemic broke 
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out. So eventually it was decided to re-programme the project funds allocated to their regional 
event to humanitarian assistance instead.  

A TOT on Corporate Responsibility in Eliminating Slavery and Trafficking (CREST) was 
organized by the RO Cairo as an additional activity savings which were made under the training 
activities under Outcome 1. This training brough together IOM staff from the MENA region  to 
train them on IOM tools such as the IRIS standards and the CREST materials so that they could 
become trainers themselves for trainings which would have to be organized in future in MENA 
region on ethical recruitment – IOM staff already used their newly acquired skills to deliver 
trainings on IRIS in both Jordan and in Egypt under the project, and also  now under the THAMM 
project.  

The second outcome was to build on the findings of the research and incorporate other activities, 
as per the specific context of the country in subject, to ensure that action would be taken by 
respective governments and stakeholders in the promotion of ethical recruitment.  

In Egypt the project was supposed to establish a national coordination mechanism for the 
upscaling of experience of Pioneering Employers , which could not be realized because a) there 
was not enough time between the initial trainings of private sector on ethical recruitment and 
the outbreak of the pandemic to follow up with private sector actors to establish such a 
mechanism because identifying partners for such a national coordination mechanism would 
have required much more time and b) a series of meetings and clearances by the government 
would have needed to take place. This is why the second outcome was essentially given up in the 
budget revision of October 2019. 

In Jordan the project wanted to help to develop a MoU for migrant workers coming to Jordan. 
Due to changing policy priorities, the MoL eventually approached IOM to ask for assistance to 
work on a MoU for Jordanians going abroad for work instead. The work on this MoU however 
could also not be completed because the MoL counterpart, who worked with IOM on this MoU 
was replaced after just one month. In addition, a training of trainers on IRIS and CREST and a 
follow up training on IRIS by the newly trained trainers was supposed to be implemented under 
the project – in the end, after CT Unit has replaced MoL as the counterpart for the project, 
introductory trainings on IRIS and CREST and one  in depth training on IRIS could be organized. 
The project also planned to provide infrastructure support to the MoL to upgrade their e-
inspection system and conduct a ToT on the new e-inspection system. However, the component 
related to e-inspection system was not implemented due to delays with the system development 
(an activity to be led by ILO outside of this project). Hence the only activities which did take 
place in Jordan were the trainings on IRIS and CREST – the other activities were not possible to 
implement because the government counterpart, the MoL did not support the project 
implementation, to the extent that they were not even willing to accept the tablets which were 
supposed to upgrade their e- inspection system, so that the tablets had to be eventually donated 
to the MoH to support them during the pandemic – not to waste the tablets which had already 
been procured.    

The only activity which was directly targeting migrant workers and was planned to take place 
within the project was an awareness raising campaign in one of the industrial zones to raise 
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awareness among employers and migrant workers on protection of migrant workers. For that 
purpose IOM produced as foreseen gadgets with a key messages printed on hats and vests for 
migrant workers.  

The fact that there was little commonality in the project implementation, with some outcomes 
being implemented in some countries but not in others and the fact that the project 
implementation strategy had to be revised several times (including replacement of government 
counterparts) suggests that two things:  

1) the project was not designed with the aim to develop a coherent and consistent project 
strategy. When the funding for this project was confirmed in January 2019 the three missions 
started to work on the proposal and came up with ideas, what they saw as opportune activities 
fitting in the overall priorities of their respective governments. The one thing which held the 
project together was a common overall objective which was formulated in such a way that it 
could encompass all outcomes and outputs in this multi country project. 

2) not in all implementing countries there was a consultation with government counterparts 
and private sector in the crucial phase of project design to understand where exactly the 
stakeholders stand on ethical recruitment. It is however in such consultations with the main 
stakeholders that realistic goals and targets and activities to achieve them can be discussed and 
agreed upon, which is preferable to changing outputs and activities during project 
implementation, as it becomes more clear what can be realistically achieved with the relevant 
stakeholders. 

In addition to the “home made” challenges described above, the project also experienced 
external challenges, beyond the control of the PM, such as high turn -over of government 
counterparts and a change in policy priorities in Jordan.  

Lessons learned from this project design and recommendations on how to avoid such “ home 
made challenges” and to cope with the external challenges are described in chapters 4 and 5. 

 

4. ANALYSIS OF THE EVALUATION FINDINGS 
4.1. Project stakeholders’ understanding and adherence to the project interventions 

Due to the lack of a coherent project strategy and depending on the orientation of the project 
per country and the involvement of interviewed stakeholders in the project, participants in the 
KIIs understood the project very differently.  

In Morocco interviewed stakeholders understood the project to be about providing the 
government with tools for ethical recruitment or about introducing the topic of recruitment of 
migrants and refugees and protecting their rights in doing so to private sector and trade 
unions. Some thought that the project was primarily about working holistically with the 
government on international labor mobility, while others thought that the project was about 
introducing diversity in the workforce to Moroccan employers, integrating migrants and 
refugees in the local labor market while again others perceived the project to be about 
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preparing businesses for globalization. Fact is that the project allowed to make the bridge 
between all these different types of interventions. 

In Jordan, both IOM and the government agree that the intention of the project which was to 
work with the Ministry of Labour on ethical recruitment, which was supposed to further 
facilitate cooperation with other stakeholders like recruitment agencies and employers, was 
not achieved. Instead the project was in the end all about protection of migrant workers. This 
was also supported by the Private Sector representative who understood the whole project to 
be about migrant workers protection. 

In Egypt the interviewed stakeholders, again depending on who was asked, saw the project as 
an opportunity to see with who to engage on Ethical Recruitment and CREST, to introduce the 
topic to the private sector and start a cooperation with private sector on ethical recruitment, 
which would lead to the Private Sector taking on ownership over this topic, to advocate for fair 
treatment of migrants, and decent job opportunities for them based on the evidence produced 
in the research.  

The understanding and adherence to the project interventions by various target participants and 
beneficiaries are key indicators for quality outputs that are likely to produce outcomes. In this 
project however, the understanding of the project was highly fragmented and varied a lot 
because none of the interviewed stakeholders was neither involved in the design of the project 
as a whole nor were they informed about the project as a whole. All interviewees only knew 
about the project activity in which they were directly involved. The only ones who had a 
complete understanding of what this project was supposed to achieve were the Project managers 
in the three countries. Hence there was no evidence of high participation and drive as well as 
commitment to the interventions across all the project components. In Jordan the MoL was  
informed about project as a whole, however due to constant changes of the focal points at MoL 
there was no institutional awareness and understanding of the project. 

The next section presents the finding under each of the OECD-DAC evaluation criteria. 

 

4.2.    Evaluation findings in line with OECD evaluation criteria 
4.2.1. Relevance  

There was consensus among all stakeholders interviewed, including the Project managers, in all 
three countries that the topic of ethical recruitment is highly relevant for the countries in North 
Africa and the Middle East. All three countries are concerned by the topic both as Countries of 
Origin as well as Countries of Destination.  

Despite the relatively high relevance of the topic however, the project was not able to achieve 
all of its set outcomes and outputs which necessitates the question of whether the project has 
been aligned sufficiently with key stakeholder priorities during the crucial phase of project 
design. Normally it is in such consultations with the main stakeholders that realistic goals and 
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targets and activities to achieve them are discussed and agreed upon, but in this project the 
PM only learned during the implementation where exactly the stakeholders stood on ethical 
recruitment, about the different priorities between ministries, and had to deal with changing 
policy priorities during project implementation. The evaluation findings indicate that the 
design of the project was based on assumptions rather than actual consultations with relevant 
stakeholders. Both in Morocco and in Egypt the project activities were designed by the PM to 
follow on previous project activities and prepare the ground for future project activities, only in 
Jordan the PM actually obtained approval from the government on the proposed activities. 
However this approval was rendered meaningless, when the government changed its policy 
priorities and replaced the counterpart who was supposed to work with IOM on the project 
during implementation.  

This explains why none of the interviewees (except of course IOM staff) was involved in the 
project design phase. Needless to say that the involvement of government stakeholders and 
private sector  in the crucial phase of project design would  have helped a lot to understand 
where exactly the governments stand on ethical recruitment and to set realistic goals and targets 
and activities to achieve them. Therefore all three project managers described the project as an 
exploratory project, which served primarily to map out and get to know the stakeholders, with 
who IOM could be working further on this topic in the future, and to create initial awareness 
among government and/or private sector stakeholders on a topic which was introduced for the 
first time by IOM in all three countries. 

Even in Morocco, where the project formed part of a programmatic approach which IOM 
developed on Labor Mobility, the actual topic of ethical recruitment was only introduced to 
the government with the research on recruitment processes and practices of migrant workers 
(Moroccans leaving for work abroad and foreign nationals coming to Morocco).  The 
programmatic approach  started with an “Initiative for Ethical Recruitment in Morocco 
(IREM)” from March 2018 – May 2019, continued with the project on “Safeguarding migrant 
workers on the move in MENA” and now is implemented with the THAMM project. The focus 
of the awareness raising and sensitization activities among private sector and trade unions 
under the IREM and the Safeguarding projects was not so much on ethical recruitment but 
more on diversity of workforce and integration of migrant workers in the labor market in 
Morocco. 

The project was broadly in line with national strategies and policies on migration and asylum 
(Morocco) and human rights protection of migrant workers (Jordan), and employment policies 
and laws (Jordan labour charter, Egyptian law on employment and constitution). The project 
was clearly also in line with IOM’s Migration Governance Framework (principle 1 and objective 
3)  and the Global Compact on Migration with its objectives 6, 18, 22 and 23.  

Still on relevance, it is worth highlighting the way the project management and the donor 
managed to react swiftly and flexibly to the outbreak of the COVID-19 pandemic in early 2020, 
which allowed the project to actually improve its relevance among migrant workers, who 
benefitted both in Morocco and Jordan from direct assistance (food and non food items). This 
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was made possible thanks to a NCE of the project granted by the donor until April 2020, which 
was then further extended by the donor until October 2020 because of COVID-19 to allow for 
enough time to complete project activities where still possible and  reprogramming of project 
funds which could anyway not be spent on originally foreseen project activities due to COVID-
19 lockdown and other restrictions of movements and gatherings in Morocco and Jordan.  

The added value of the project was described slightly differently in each of the participating 
countries by the stakeholders interviewed for this evaluation. In Morocco the project was 
appreciated by stakeholders because it allowed for continuity in the work with private sector 
and trade unions to promote recruitment of migrants and refugees, and protection of migrant 
workers rights, and preparing the government to work on assessing ethical recruitment of 
Moroccans going abroad to better protect their rights. Stakeholders appreciated the approach of 
the project of bringing together the government with federations of employers and trade unions, 
and the UN partners, focusing on the relationship between employers with the employees. 

In Jordan the added value of the project was the introduction of new tools (IRIS and CREST) 
which were used in the trainings of the government stakeholders, the awareness raising 
campaign among migrant workers which was seen as complementing the government efforts 
to promote legalization, and the provision of direct assistance to vulnerable migrant workers 
during the COVID-19 pandemic, complementing the government efforts to extend social 
protection to the most vulnerable populations. Also here the approach of bringing together 
government with private sector was appreciated by both sides and seen as an important and 
relevant effect of the project.  

In Egypt the project’ added value was that it was the first and only project which brought up 
the topic of ethical recruitment and that it provided the stakeholders (government, IOM and 
private sector) with new evidence based on which policies, laws and new best practice and 
partnerships can be built, such as the cooperation with the GTUBWW union in promoting 
migrant workers rights.  

The research provided information on the legal framework for employment of migrants in 
Egypt, the main sectors where migrant workers are employed in Egypt and which should 
therefore be addressed with priority, and new information on supply chains and where there 
are risks that migrant workers can be exploited. In Egypt it is worth noting that the research 
did not only consist of desk research, but it was actually possible to also conduct KII with 
employers and migrants or their representatives (embassies), which was definitely also 
considered an added value. 

4.2.2. Effectiveness 

Under effectiveness evaluation looks at operational and program effectiveness: Operational 
effectiveness is about the design of the project - whether the activities were the right ones to 
address the issues/priorities identified. Given the fact that the project was not able to achieve 
all of its set outcomes and outputs necessitates the question of whether the project has been 
aligned sufficiently with key stakeholder priorities during the crucial phase of project design. 
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Evaluation findings show that none of the interviewees (except of course IOM staff) was 
involved in the project design phase. Needless to say that the involvement of government 
stakeholders and private sector  in the crucial phase of project design would  have helped a lot 
to understand where exactly the governments stand on ethical recruitment and to set realistic 
goals and targets and activities to achieve them. 

Program effectiveness on the other hand looks at the extent at which activities did what they 
were supposed to do and to what extent quality outputs were delivered. On the question 
whether interviewed stakeholders were satisfied with the project’s activities or whether 
they would have any suggestion to improve them in the future the reply was very often across 
all three countries that they would have wished for more concrete follow up activities for the 
stakeholders going beyond sensitization and the initial trainings on IRIS and CREST, to enable 
them to work independently with the new tools introduced to them in the trainings.  

Especially all the interviewed government stakeholders  expressed regret that the one regional 
dialogue meeting, which was foreseen to bring together the stakeholders from the three 
countries to exchange experiences with ethical recruitment between themselves, could not 
take place due to COVID-19.  

In terms of improving activities in the future, interviewed stakeholders in Morocco suggested 
to develop more practical tools, concrete projects to involve all stakeholders, more meetings 
with Private Sector and Trade Unions, to organize job fairs for refugees and migrants, to invest 
more in capacity building for institutions to give them competences to predict needs of the 
Moroccan labor market but also readiness of Moroccans willing to move abroad for work. 

In Jordan the government was hoping for more activities to raise awareness about ethical 
recruitment within government and private sector, while the private sector remarked that 
there were no activities on labor inspections. Private sector actors also highlighted the need to 
include recruitment agencies in trainings on ethical and responsible recruitment as well as the 
migrant workers who come to Jordan and those who go abroad. These trainings would have to 
take place every 6 months for the simple reason that every year about 1/3 of the total workforce 
in the apparel sector, for instance, changes due to work contracts which are limited in time  

The project management in Egypt admitted that while the activities related to research were all 
essential and doable, the activities related to profiling of stakeholders and setting up a national 
consultation mechanism  on ethical recruitment were overambitious given the fact that in 
Egypt it is not as easy and straightforward to bring government and private sector together – 
this is a process which requires a lot more time for trust-building  which was not available 
during the project timeframe.    

Due to COVID-19, it was not possible to implement the research in Egypt in 3 sectors, which 
mostly employ migrant workers, but only in one sector. While the target of producing one 
research on the key sectors which employ most of the migrant workers was achieved, the 
research would have been more effective if it would have been possible to cover also the 
remaining 2 sectors and to organize the field study as originally foreseen. This research (now 
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limited to only one sector) was conducted with the intention to reinforce the advocacy with 
the government to legalize the work of migrant worker in Egypt from a security point of view 
and also support the private sector in their efforts to lobby with the government to allow 
employers to employ migrant workers more easily and legally, pointing to the economic 
impact of ethical recruitment, while the research would also help trade unions and migrants to 
advocate for their rights.  

Similar like in the other countries private sector in Egypt would have wished for more concrete 
follow up activities after the initial trainings to actively promote ethical recruitment  among 
private sector with workshops, apps, maybe an award for ethical recruitment to highlight the 
champions on ethical recruitment among businesses, B-2-B events for private sector to meet 
with other private sector actors  from other countries (which would have been also the purpose 
of the regional event foreseen in the project, which did not take place).  

Given that interviewed stakeholders only had a very limited understanding of what the project 
as a whole was about, their perception of what was the main achievement of the project was 
of course also very much related to the activities in which they were directly involved. So for 
the researchers the main outcome of the project was the research which they produced, while 
for the government it was the training activities and for trade unions and private sector it was 
the awareness raising activities, which managed to raise awareness among migrant workers 
about their rights and the existence of government bodies which they can turn to in case 
assistance is needed (Jordan). 

What was perceived positively across all three countries was the multi-stakeholder approach of 
the project which brought together all stakeholders around the topic of ethical recruitment: 
governments, private sector, trade unions, UN partners.  

The project allowed to identify new partners (trade union in Egypt) and new topics to be 
worked on in the future (e.g.: employment of Jordanians abroad). 

What was perceived as an added value, introducing a new topic to the governments and 
private sector, was at the same time also the main challenge of the project in the eyes of 
many. Introducing a new topic to the government requires time, time which the project did 
not anticipate in its design and which was cut even shorter due to the delayed start of the 
implementation in July 2019  and then the outbreak of the pandemic in early 2020. 

In Morocco where the project focused on recruitment of migrants more than on protection of 
migrant workers the challenge was that in view of high unemployment rates of nationals, the 
private sector did not consider hiring of migrants and refugees a priority.  

In Jordan, both IOM and the government point out coordination/communication issues as the 
main challenge. These challenges could only be overcome eventually by changing the 
government counterpart – instead of working with the Ministry of Labour, IOM implemented 
the project in cooperation with the Counter Trafficking Unit of the government. In Jordan, the  
only country where the project targeted migrant workers directly with an information 
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campaign in one of the industrial zones of Jordan, the private sector actors pointed out that the  
key messages and information materials should have been translated in more languages. 

In Egypt, another challenge apart from the time constraints was the cooperation with the 
private sector, where a very large and influential private sector partner wanted to cooperate 
exclusively with IOM making use of the resources available under the project, while the project 
management wanted to pursue also other topics with other partners like the trade unions.  

COVID-19 was of course mentioned by all as the main external factor which negatively 
impacted the implementation of the project. It did slow down project activities, especially 
those who could not take place physically anymore because of lockdown or other movement 
restrictions, like the regional dialogue meeting. On the other hand, the project was extended 
twice by the donor which allowed the project management teams in all countries to complete 
their activities (Egypt) and re-program project funds which could not be spent on project 
activities anymore (Morocco and Jordan), using them instead for the response to COVID-19 by 
providing vulnerable migrant workers with immediate humanitarian assistance.  

In terms of operational effectiveness it also has to be noted that the only available documents 
were the project document and budget as well as the budget revision from 2019.  There was no 
evidence of systematic monitoring of the project based on the workplan because the workplan 
was never adapted to the changes in activities, targets, outputs or outcomes. Since training 
activities were not implemented as foreseen, there were no systematic pre and post training 
evaluations done, rather satisfaction surveys among participants on the workshops as such, so 
there was not empirical evidence to measure or document whether CB targets have been 
achieved - nor have the interviews with stakeholders produced any evidence of skills retention 
or usage. 

The PM was supposed to use sex- and age-disaggregated data (SADD) in its reporting on 
participants in training activities, yet since there was no gender and age analysis done at proposal 
stage (analysis of different gender and age groups in terms of their roles and control over 
resources) the PM could not really influence the number of female participants in the trainings, 
which was at 68% in a workshop with private sector, but only 12,5 and 21% in workshops with 
the trade unions in Egypt. In Morocco female participation in sensitization workshops with trade 
unions was at 29%, in Jordan at 17 and 26 % respectively in the two sets of trainings. In Morocco 
and Egypt there were no government representatives because the trainings were decided to be 
done with trade unions and private sector, so the original target of 30% government 
representation was ignored. In Jordan the government representation was at 93% in the two sets 
of workshops. 

With remaining funds under the training budget under output 1.1. the Regional Office decided 
to implement a regional training for LHD focal points in the MENA region on CREST as an 
additional activity, which was not included in original logframe and also not added to a revised 
workplan. Resources spent on this internal training were spent well because a) even though it 
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was also a one time training it did provide a good basis on which IOM colleagues could further 
build their knowledge and experience with CREST as IOM offers continuous updates and 
trainings for colleagues on CREST and IRIS through webinars and other learning events (the 
post training test result showed a 93% knowledge retention among IOM staff),  b) In fact at 
least 2 of the colleagues who attended the training are now acting as IRIS and CREST trainers in 
the MENA region, which is very much  supporting IOM capacity building  activities on ethical 
recruitment and promoting protection of migrant workers.  

The next sections looks at program effectiveness and explores project achievements in more 
details under each of the two interrelated outcomes. The first outcome was supposed to look 
into the recruitment practices in Morocco and Egypt and used the findings of such 
research/consultative forums (trainings) to promote ethical recruitment, while the second 
outcome-level desired change was to mobilize the government and/or private sector to provide 
remedy to exploited migrants, both victims of trafficking, and modern-day slavery. Outcome 1 
was implemented by IOM Morocco and IOM Egypt, while outcome 2 was implemented by IOM 
Jordan and IOM Egypt.  

Due to the challenges described before the interventions could not be implemented as planned 
in particular outcome 2 was only partially implemented: two workshops with the Union 
(GTUBWW) in Egypt, the CREST/IRIS workshop and IRIS training and awareness raising 
campaign for migrant workers and businesses in Jordan, with an online training on CREST and 
supply chain still to be rolled out in Egypt with the trade union. Neither in Egypt (establishment 
of a national coordination mechanism) nor in Jordan (development of a template memorandum 
of understanding (MOU) in the area of labour, support the MoL in assessing and developing an 
E-Inspection system) was it possible to implement the project activities which were targeting 
the governments under outcome 2. When this became apparent 4 months after project 
implementation started, the PM in Egypt gave up on the original project activities foreseen under 
outcome 2 with the budget revision in October 2019 and refocused project activities instead on 
private sector and trade unions. 

Compared to the original logframe, the project did not realize most of the outputs necessary 
towards the realization of the overall goal as described in detail below in the results analysis sub-
section, which discusses the extent to which the project interventions and their delivery 
strategies translated into planned outputs, outcomes, and objectives.  
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Indicator Achievements Analysis of Effectiveness:         Recommendations    

Objective 
indicator 

# of stakeholders 
(per country of 
implementation), 
who report using the 
knowledge and skill 
provided in trainings 
to promote Ethical 
Recruitment (ER) 

 

 

 

The project targeted at least 
65% of the stakeholders 
would report using 
knowledge and skills 
provided through trainings to 
promote ER.  

The project did not achieve 
this target in any of the 
countries. 

 

As explained in previous sections, 
both government and private 
sector actors indicated 

 that one training or sensitization 
event is not sufficient to enable 
training participants to work 
independently with the new tools 
which they got to know during the 
trainings. Interviewed 
Stakeholders expressed the need 
for more follow up activities 
(meetings, peer exchange also 
across borders) which would have 
enabled them to put their 
knowledge into practice and 
develop concrete activities to 
promote ER.  

When developing a project 
one should allow for enough 
time for follow up activities to 
deepen the understanding – 
especially if a new topic is 
being introduced, to allow for 
better knowledge retention 
and utilization, to produce 
more longer term changes  - 
even if that means that a 
project maybe has less 
outcomes and outputs.  

Outcome 1 indicator 

#  of consultative 
forums held as a 
result of the 
evidence based 
document/ research 
document prepared.  

 

 

 

The project targeted at least 
one consultative forum per 
country of implementation.  

 

 

Both in Egypt and in Morocco one 
validation workshop was 
organized to discuss the findings 
of the study which was produced 
in each country in Morocco the 
study on ethical recruitment was 
presented to the government, in 
Egypt the study on the legal and 
institutional framework on ethical 
recruitment. The research work 
was supposed to be the ground 
basis for a framework for 
cooperation between all relevant 
parties under outcome 2 – 
however this sort of consultation 
among all stakeholders did not 
happen. 

The regional workshop which was 
supposed to take place towards 
the end of the project in Jordan, 

The recommendation 
therefore is that when a new 
and sensitive topic like ethical 
recruitment shall be 
introduced through a project 
it is of utmost importance that 
the project is discussed with 
the stakeholders who shall be 
engaged in the project 
implementation.  This should 
help to avoid setting too many 
and too ambitious goals, 
which cannot be achieved in 
the end.   
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did not take place. It was 
supposed to highlight the key 
project outputs per country within 
the project. The activity should 
have allowed the three countries 
to explore and provide 
recommendations for the next 
steps to be taken within the 
project focus areas and other 
areas in the LHD field both at 
country and regional level.  

One of the reasons why the 
regional workshop could not take 
place was the same reason why it 
was not possible to bring together 
government and private sector in 
Egypt for a national coordination 
mechanism.  

The topic of ethical recruitment 
was too new and is too sensitive 
for government and private sector 
to discuss openly about it with 
each other.  

Output 1.1 

Key stakeholders in 
each target country 
have access to 
improved data and 
information on 
recruitment practices 
and trends.  

 

    

 

 

 

 

Egypt 

EGYPT 

Information is made 
available on existing national 
legal and institutional 
frameworks supporting 
ethical recruitment 
practices. The project 
targeted at least one 
research document. This 
target was exceeded as IOM 
Egypt produced 1 study on 
legal framework regulating 
employment of migrant 
workers in Egypt  and 2 
assessments – one to 
identify the key sectors 
which employ migrant 
workers in Egypt and one on 
supply chains. 

 

 

The funding which was invested in 
the pieces of research was well 
invested because it provides the 
basis for future programming and 
capacity building (legal framework 
study feeds into CB activities 
under THAMM project) as well as 
for cooperation with new partners 
(assessment of priority sectors 
and supply chain assessment 
provides evidence  for new 
programming and cooperation 
with trade union and private 
sector. 

 

 

 

It can be considered good 
practice to keep in mind past 
and future project 
interventions when investing 
project funds in research so 
that research product can 
ideally serve not only one 
project  and can build on and 
complement previous 
research. 
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One awareness raising event 
was held with some private 
sector representatives  to 
sensitize relevant groups on 
practices of ethical 
recruitment. The evet was co 
-organized with the 
Federation of Egyptian 
Industries. 

 

 

 

 

 

 

 

 

 

The consultative forum 
between Government and 
stakeholders was not 
organized and no framework 
for cooperation document 
was developed.   

 

 

 

 

 

 

 

In contrast this one awareness 
raising event did not produce any 
effect because there was no 
follow up with participants. 

 

 

 

 

 

 

 

 

 

 

 

 

This was one of the activities 
which could not be achieved 
because when the PM started to 
interact with government and 
private sector actors it became 
evident that neither side was 
ready to openly discuss and 
cooperate on ethical recruitment 
with the other side.  

 

 

 

 

 

 

The feedback of those who 
participated in the awareness 
and sensitization events 
organized in this project (all 
one time events) was unison 
that they would have wished 
for more follow up activities 
where participants could have 
practiced and deepened their 
understanding on the topic. 

The recommendation 
therefore is to reduce the 
number of overall activities in 
a project and instead build 
knowledge on a given topic – 
especially if it is  a new topic 
for the government – in a 
series of training events and 
follow up activities so that 
participants can be expected 
to actually work with this new 
knowledge and develop and 
take action on it. 

 

The recommendation here is 
to stick to the proven good 
practice and the PD Handbook 
of IOM and engage with all 
stakeholders in the 
conceptualization phase of 
the project and in discussions 
and consultations with all 
stakeholders understand their 
position on a given topic and 
define which activities will be 
feasible to enhance their 
understanding and build trust 
to work on a new topic with 
other actors involved. 
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Percentage of participants 
who record an increase in 
score in the training 
sessions. This target was 
only partially implemented: 
there was one workshop on 
ethical recruitment with 
private sector and two 
workshops on with the 
GTUBWW union.  

All workshops were more of 
an introduction to ethical 
recruitment and the IOM 
tools on IRIS and CREST, not 
actual trainings on these 
tools. Therefore no pre and 
post training knowledge test 
was done, so it cannot be 
established whether the 
target of 65% of the trainees 
record an increase in 
knowledge. 

Also the workshops were 
attended by private sector 
and trade union officials 
only, so the 30% 
participation rate of 
government officials could 
not be confirmed.   

The project achieved a 68% 
female participation rate in 
the workshop with private 
sector but only 12,5 and 21% 
in workshops with the trade 
unions in Egypt 

MOROCCO  

A research publication was 
produced in coordination 
with the Government of 
Morocco highlighting the 
issues faced by the 
Moroccan worker on the 
move  

Similarly to the awareness raising 
event these trainings did not 
produce any lasting effect 
because there was no follow up 
with participants. 

Since there was no knowledge 
retention test done after the 
trainings it is also questionable 
whether the participants retained 
any knowledge from the training. 
At least neither the stakeholders 
interviewed nor the PM could 
think of any example of the 
training participants having taken 
any action from their side to 
promote ethical recruitment on 
their own following the training. 

 

 

 

 

 

 

 

 

 

 

 

 

As in Egypt the funding invested in 
the research was well invested as 
this research will serve as the 
basis from which to build  a 
roadmap with the GoM to 
develop a strategy and law on 
employment of foreigners in 

The recommendation 
therefore is to maybe reduce 
the number of overall 
activities in a project and 
instead build knowledge on a 
given topic – especially if it is  
a new topic for the 
government – in a series of 
training events and follow up 
activities so that participants 
can be expected to actually 
work with this new knowledge 
and develop and take action 
on it. 

In addition it is recommended 
to stick to M&E instructions 
and actually implement the 
necessary tests in order to be 
able to measure whether the 
set targets have been 
achieved.  

Another recommendation to 
the PM is to update the 
results matrix and workplan 
for monitoring and evaluation 
purposes if and when 
activities are being added, 
replaced or deleted all 
together. 

 

 

 

 

 

 

See recommendation under 
Egypt on research 
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IOM Morocco decided not to 
train government officials 
but instead organized two 
sensitization events with 
trade union and private 
sector on recruitment of 
migrants and refugees in 
Morocco in continuation of 
the previous IREM project.    

 

Since this were sensitization 
events rather than training 
events, there was no pre and 
post training knowledge test 
done and the target of 65 % 
cannot be confirmed. Also 
the target of 30% 
government officials 
participation rate could not 
be fulfilled as these two 
events were targeting trade 
union and private sector.  

 

One roundtable/awareness 
raising event was held to 
present the findings of the 
study.    

 

 

 

 

 

 Joint regional activity  

This regional event did not 
take place, first because IOM 

Morocco but also on placement of 
Moroccans going abroad for work 
under the THAMM project. 

 

 

As in Egypt, these awareness 
raising events did not produce any  
follow up actions among 
participants  

 

 

 

 

 

This event was useful to get the 
approval of the government to 
further work with them on the 
recommendations from that study 
under the THAMM project. 

 

 

 

 

 

 

 

 

The effectiveness of this 
alternative use of project funds 
can not be evaluated because 
there was no post assistance 
evaluation 

 

 

 

 

 

 

The recommendation here 
too is to maybe reduce the 
number of overall activities in 
a project and instead build 
knowledge on a given topic in 
a series of training events and 
follow up activities so that 
participants can be expected 
to actually work with this new 
knowledge and develop and 
take action on it. 

The recommendation to the 
PM is to update the results 
matrix and workplan for 
monitoring and evaluation 
purposes if and when 
activities are being replaced 
or deleted all together. 

In addition it is recommended 
to stick to M&E instructions 
and actually implement the 
necessary tests in order to be 
able to measure whether the 
set targets have been 
achieved.  

 

The recommendation to the 
PM is to update the results 
matrix and workplan for 
monitoring and evaluation 
purposes if and when 
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Jordan could not get the MoL 
in Jordan to cooperate with 
them on organizing this 
event, then because COVID-
19 outbreak in early 2020 
which did not allow anymore 
for physical travelling and 
gatherings of persons. 

This activity was replaced 
with humanitarian assistance 
for vulnerable migrant 
workers both in Morocco 
and Jordan. In Morocco  265 
migrants (including 125 
women) from 19 African 
countries were supported in 
Tangier area. In Jordan 412 
migrants of various 
nationalities (Sri Lanka, 
Philippines, Egypt, Syria) 
were assisted with food 
packages. 

 

 

activities are being replaced 
or deleted all together. 

In addition it is recommended 
that in line with established 
COVID-19 indicators, any 
humanitarian assistance 
delivered during the 
pandemic is being assessed 
and evaluated accordingly 

 

 

Outcome 2 

# of actions/ 
initiatives proposed 
or put in place by the 
respective 
Governments/stakeh
olders.  

 

The target of at least one 
action document/plan 
prepared and/or adopted for 
implementation per country 
highlighting key government 
priorities in promoting ER 
was not achieved neither in 
Egypt nor in Jordan.  

This was another one of the 
activities which could not be 
achieved because when the PMs 
started to interact with 
government and private sector 
actors it became evident that 
neither side was ready to openly 
discuss and cooperate on ethical 
recruitment with the other side.  

The recommendation here is 
to stick to the proven good 
practice and the PD Handbook 
of IOM and engage with all 
stakeholders in the 
conceptualization phase of 
the project and in discussions 
and consultations with all 
stakeholders understand their 
position on a given topic and 
define which activities will be 
feasible to enhance their 
understanding and build trust 
to work on a new topic with 
other actors involved. 

Output 2.1. 

Key stakeholders/ 
Frontline actors in 
each target country 
have capacity to 
detect and act on 
cases of exploitation 
of workers.  

  

Egypt  

Establishment of a 
monitoring tool/mechanism 
for gauging the value of 
including ER practices to 
businesses.  

 

 

See above 

In addition to the comment above 
this experience is clearly a 
consequence of not having 
consulted with the stakeholders 

 

 

 

The recommendation to the 
PM is to update the results 
matrix and workplan for 
monitoring and evaluation 
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Establishment/revision of a 
national coordination 
mechanism   

The set targets of the project 
were not achieved because 
the activity was not 
implemented. It was also not 
replaced by any other 
activity.  

Jordan  

A draft MoU document is 
produced and available to 
stakeholders. The set target 
of the project was not 
achieved.  

 

 

 

 

 

 

 

Number of training sessions 
on ethical recruitment, 
supply chain management, 
CREST/IRIS are held. The set 
target for the project was to 
organize three training 
sessions and one ToT. 
Instead one introductory 
workshop on IRIS and CREST 
was held in October 2019 
and one more in depth 
training on IRIS was held in 
December 2019.  

The training evaluation was 
not done in a form of a 

sufficiently during the 
conceptualization phase of the 
project and a lack of 
communication between IOM and 
the government counterparts. 

 

 

 

 

First it was not possible with the 
MoL to engage on the topic of 
ethical recruitment of foreigners 
in Jordan, then a new counterpart 
showed interest to work with IOM 
on a MoU for Jordanians going 
abroad.  IOM provided revisions 
and comments to the draft MoU 
between Jordan and Germany at 
the request of MoL. However this 
counterpart was replaced after 
just one month and so the process 
could not be brought to an end. 
No MoU document was 
developed. 

 

Similarly to the awareness raising 
event these trainings did not 
produce any lasting effect 
because there was no follow up 
with participants. 

Since there was no knowledge 
retention test done after the 
trainings it is also questionable 
whether the participants retained 
any knowledge from the training. 
At least neither the stakeholders 
interviewed nor the PM could 
think of any example of the 
training participants having taken 
any action from their side to 

purposes if and when 
activities are being replaced 
or deleted all together. 

 

 

 

 

 

In addition to the 
recommendation above it is 
recommended to establish a 
good open communication 
channel with the government 
counterparts throughout the 
project to be able to react to 
changing government 
priorities. 

 

 

 

 

 

The feedback of those who 
participated in the awareness 
and sensitization events 
organized in this project (all 
one time events) was unison 
that they would have wished 
for more follow up activities 
where participants could have 
practiced and deepened their 
understanding on the topic. 

The recommendation 
therefore is to maybe reduce 
the number of overall 
activities in a project and 
instead build knowledge on a 
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knowledge test hence it 
cannot be established 
whether the set target was 
reached or not.   

The project achieved the 
30% target of government 
representation in the 
workshops (93%), but only 
17 and 26% female 
representation in the two 
sets of workshops. 

 

An inspection system ToT is 
held for MoL staff. Also this 
target set by the project was 
not implemented and 
achieved. There was no 
Inspection ToT.  

MoL Inspection system is 
established/maintained/upgr
aded as per the assessment 
report prepared. The MOL 
Inspection system was not 
worked on.  

Instead it was decided in 
consultation with ILO, which 
is in charge of supporting the 
E-Inspection system 
development, and further 
consultations with IOM ICT 
and MoL IT departments, to 
procure 115 tablets to be 
used for the E-Inspection 
system.  

However when it came to 
deliver these tablets to the 
MoL during COVID-19, it was 
not possible for the MoL to 
find a department who 
would take over the 
donation. The Ministry of 
Health (MoH) on the other 
hand contacted IOM during 
the lockdown, requesting 

promote ethical recruitment on 
their own following the training. 

 

 

 

 

 

 

 

This was another one of the 
activities which could not be 
achieved because the MoL did not 
respond and cooperate (possibly 
due to the internal changes in the 
structure and staff as well as lack 
of clarity on which division is in 
charge of what)  which made it 
impossible to understand the real 
priorities and needs regarding 
both the in-kind assistance 
(equipment) and capacity 
building.  The whole development 
and implementation of the E-
inspection system led by MoL and 
ILO was delayed for these 
reasons. 

 

 

 

 

 

 

 

 

given topic – especially if it is  
a new topic for the 
government – in a series of 
training events and follow up 
activities so that participants 
can be expected to actually 
work with this new knowledge 
and develop and take action 
on it. 

 

 

 

 

The recommendation to the 
PM is to update the results 
matrix and workplan for 
monitoring and evaluation 
purposes if and when 
activities are being replaced 
or deleted all together. 

In addition it is recommended 
to stick to M&E instructions 
and actually implement the 
necessary tests in order to be 
able to measure whether the 
set targets have been 
achieved.  

 

 

 

The recommendation to the 
PM is to update the results 
matrix and workplan for 
monitoring and evaluation 
purposes if and when 
activities are being replaced 
or deleted all together. 
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support with IT equipment 
that would enable tracking 
COVID-19 cases with newly 
developed software. 
Considering that the MoL 
could not receive the tablets 
in the foreseeable future and 
losing the time on their 
warranty, 115 tablets were 
donated to the MoH and 
were immediately put to use 
during the pandemic. 

 

Number of people reached 
through the awareness 
raising material/mediums i.e. 
print, electronic and social 
media.The target set for this 
output was at least 200 
individuals reached through 
the awareness raising 
material/media. This target 
was over exceeded with 230 
people reached during a 
campaign which was 
organized in cooperation 
with the CTU  and in support 
of the government 
legalisation campaign.  

1 key message was 
developed in English and 
Arabic. Caps and vests were 
branded with the key 
message and distributed 
among migrant workers 
during the campaign in one 
of the industrial zones of 
Jordan.  

 

 

 

 

 

 

 

 

 

 

The effectiveness of this 
information campaign cannot be 
assessed because there was no 
satisfaction survey conducted 
among those migrant worker who 
received the items.   

The private sector representative 
who participated during the 
campaign suggested that the 
information and key message 
should have been delivered in 
more languages to cater towards 
the different nationalities present 
in the industrial zone.    

 

 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

In addition it is recommended 
to stick to M&E instructions 
and actually implement the 
necessary tests in order to be 
able to measure whether the 
set targets have been 
achieved.  
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None of the PMs could confirm that the overall objective of the project has been achieved 
either – in no country the target (of 65% of the stakeholders using the knowledge and skills 
obtained in the workshops to promote ethical recruitment and in that sense effectively 
contributing to the protection of migrant workers on the move) for this overall objective could 
be reached. All of the PM confirmed that the main reason for not achieving the target for the 
overall objective was that the objective was set too high for the time frame of this project, 
which was shortened both by the late start up and the break out of the pandemic, and given 
the fact that in all three countries the topic of ethical recruitment was introduced for the first 
time.  

 

4.2.3 Efficiency 

Efficiency refers, amongst other things, to cost-effectiveness analysis (CEA), which is a technique 
of demonstrating value for money by comparing the relative intervention cost to the results or 
benefits it produces (outcomes). The findings indicate that the funding invested in research 
products in Morocco and Egypt proved to be cost-effective, the funding invested in the trainings 
and sensitization campaign less so, because there was no follow up to these training and 
awareness raising activities, which was also bemoaned by the interviewees.  

Only in Egypt it was possible to enter into a strategic partnership with the CTUBWW union and 
the joint Occupational Safety and Awareness campaign Post COVID-19 was part of a  long-
term collaboration and not just a one off event. This strategic cooperation with the CTUBWW 
union started with an expert meeting, where the trade union invited IOM and UNHCR and 
NGOs to learn more about migration in Egypt. IOM helped TU to identify the issues they could 
be working on and also provided substantial funding for most activities related to protection of 
migrant workers.  

Because of these investments and the experience which TU gained by working with IOM on 
these topics, the Egyptian trade union is now leading the development of a new regional program 
for trade unions in Lebanon, Jordan and Tunisia on migrant worker protection. This is elaborated 
further in the sustainability section in this report. 

For the research products, these products will be feeding into and be used in the THAMM project 
(2019 – 2022), where IOM will have 2 more years to work with the governments in Morocco and 
Egypt on their employment policies and strategies and build capacities of government, private 
sector and trade unions on ethical recruitment. Also this investment is elaborated further in the 
sustainability section in this report. 

One can only assume that the funding which was re-programmed to assist vulnerable migrants 
during the COVID-19 crisis (78% of operational budget in Jordan were re -allocated to COVID-
19 response, 24% in Morocco) was well spent, because there has been no post distribution 
evaluation of this humanitarian assistance. In Morocco 265 migrants (including 125 women) 
from 19 African countries, economically affected by the COVID 19 in Tangier area received food 
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assistance.  In Jordan 412 migrants of various nationalities (Sri Lanka, Philippines, Egypt, Syria) 
were assisted with food packages, 1 partner authority (General Intelligence Directorate) 
assisted with PPEs (1100 items). These goods were obviously fully consumed.  

2 partner Ministries were assisted with IT equipment (115 tablets for MoH; 7 laptops for MoL). 
At least the 115 tablets for the Ministry of health one can assume were indeed used to enable 
tracking COVID-19 cases with newly developed software – thus the re- allocated funding spent 
on these tablets effectively helped in the response to the COVID-19 pandemic. 

In terms of operational efficiency, IOM Jordan managed to galvanize the funding from MIRAC 
to attract additional funding for the COVID-19 response. The fact that IOM was able to 
immediately respond to the COVID-19 outbreak by reprogramming swiftly the available 
MIRAC funds, these funds acted as catalytic funding  and produced additional funding from a 
different donor, who appreciated the swift and professional humanitarian response to COVID-
19 by IOM in Jordan. This donor invested an additional USD 641 985 to help communities to 
transition and recover from COVID-19 socioeconomic impact.  
 
The fact that IOM Jordan re-programmed 78% of their operational budget to the COVID-19 
response, because they could not spent the funds on originally planned project activities, is 
made better by the fact that the re-programmed funds effectively assisted vulnerable migrants 
directly and helped the Ministry to contain the spread of the virus. In this way, the same 
available resources were used to address new additional and immediate needs.   
 

4.2.4. Impact  

Already when doing the desk research for the evaluation it became clear that the project could 
not have produced much impact or long-term change given the fact that there was insufficient 
time to allow interventions and outputs to mature into impact. This conclusion was further 
confirmed through the interviews with the various stakeholders of the project who could not 
identify or think of any long-term change that the project activities would have motivated.  

Most of them were of the opinion that the initial trainings and sensitization sessions can only be 
considered to have been the first step in raising the awareness on ethical recruitment and that 
for long term changes more practical follow up would have been necessary.  

The trade unions in Morocco and in Egypt were the only ones who were able to detect early signs 
of potential intended and unintended impact. Both unions admitted that before the project they 
have not been much concerned with migrant workers and their problems, but that the project 
has inspired them to take action. In Morocco, the trade union decided to create secretariats at 
the regional level to be able to reach out to migrant workers also outside the capital. In Egypt, 
the trade union through the cooperation with IOM has gained access to migrant communities 
which helped them to organize follow up activities with the Syrian refugee community in Cairo 
to start with.  
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Creation of new partnerships as a step to impact creation 

While the project did not trigger any immediate or medium term follow up action on the side of 
the interviewed stakeholders who have been trained on ethical recruitment, the project helped 
in Jordan and Egypt to create new contacts and networking between private sector and 
government. In both countries private sector used the new contacts made during the trainings 
to report cases of abuse by recruitment agencies to the relevant government unit who then 
followed up on these complaints.   

Specifically the trade union in Egypt, sees clear potential in building the partnership with 
government and private sector  in better protecting migrant workers, especially those in the 
informal sector, as they can play a key role in upskilling and helping them to formalize their 
working relationship.  

The above described are examples of partnerships that the project set in motion with the 
potential to expedite the process to impact few years down the line if the momentum created by 
the project is kept. 

Change in the political commitment to ethical recruitment 

Government stakeholders were not asked to make explicit political commitments to ethical 
recruitment during the project, but in Morocco and Egypt the government counterparts fully 
endorsed the findings and recommendations of the research produced under the project with 
the full understanding that this research will be further guiding the work on ethical recruitment 
under the THAMM project which started in 2019. And the national planning workshops and 
launch events in Morocco and Egypt of the THAMM project heard clear commitments to ethical 
recruitment, which can be for sure partly credited to the preparatory work which was done under 
LM.0340 and can hence be taken also as an important sign of impact of LM.0340. 

 
4.2.5. Sustainability 
Evidence has proven that the participation of beneficiaries and partners in the identification and 
prioritization of the problems to be addressed and co-creation of the solutions, creates a sense 
of ownership and shared understanding of the added value among the stakeholders from the 
onset, thereby increasing changes for sustainability.  

Yet, none of the interviewed stakeholders was directly engaged in the design of the project.  The 
project was exclusively discussed and designed between the 3 IOM country teams and the 
Regional Office in Cairo. Only IOM Jordan obtained government approval for the proposed 
project activities – however this approval was not sustained when the government changed its 
policy and the government counterpart a few months later, including in key positions such as 
the Secretary General of the Ministry. As a result of this change in government policy, the new 
main government counterpart in Jordan did not cooperate at all and had to be eventually 
replaced and that the main outputs under outcome 2 could not be achieved.   
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Having said that, the project did create off-spring initiatives, both intended and unintended. In 
Jordan, for example, one could take the interest of the government to work with IOM on a MOU 
for Jordanians going abroad as an unintended positive effect of the project, which could translate 
into a topic for future cooperation.  

The research products, such as the study on ethical recruitment in Morocco, were always 
intended to provide the baseline and its recommendations the foundation for a roadmap to work 
with the government on the elaboration of a new employment strategy for Morocco – this is now 
taking place under the THAMM project.  Likewise the 3 pieces research conducted in Egypt,  on 
the legal framework for employment of foreigners, the priority sectors which employ mostly 
migrant workers and the study on supply chains, all are feeding  into the policy work and 
capacity building activities under the THAMM project (2019 – 2022) especially on ethical 
recruitment. Thanks to the THAMM project the life span of these research products will go way 
beyond the project duration. The research on the legal framework will serve the Country Office 
in their programming more broadly, while the profiling assessment can be useful in particular 
for programming on community cohesion and Migrant Protection Assistance's work.  
 
Unintended off shoring initiatives were created for example by the trade union in Egypt, who 
not only is taking the lead now in developing a regional program on migrant worker protection 
making use of the know how and the tools and information materials (videos) which have been 
produced by IOM under this project, but also developed a follow up activity for Syrian migrant 
workers in Egypt.  

Thanks to the contacts to the migrant community which were facilitated by IOM, the trade 
union did an assessment among the Syrian community to find out how they can best assist them 
in formalizing their work in Egypt. The Syrian community identified training and formal 
recognition of their skills as one of the main requirements to be able to enter the formal 
economy. Now the trade union, which thanks to the project discovered a clear role and mandate 
for themselves in protecting migrant workers, is offering this type of training to the Syrian 
community with the aim not only to provide them with a certificate but also to make the 
members of the trade union and thus provide them with a work permit. The trade union in Egypt 
also feels that they are now equipped to roll out the training on ethical recruitment to other 
sectors with high informality such as agriculture, tourism, domestic workers where most migrant 
are active.   

Another key sustainability features for any project is whether the project implementors actually 
had worked out an exit strategy in consultation with key stakeholders to ensure the continuation 
of the project’s activities and benefits. The evaluation found no evidence of intentional exit 
strategy - there was no evidence showing mechanism for sustaining and/or keeping the good 
momentum going. The exception again is the research which was conceptualized from the 
beginning to feed into the THAMM project and thus remain relevant and useful beyond the 
project life. In addition, in Egypt IOM offered to deliver introductory IRIS trainings to 
representatives from companies- since these trainings can be delivered using in-house capacity 
there is a chance to sustain the project outcomes, even without dedicated funding. 
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In order to improve sustainability, almost all the stakeholders interviewed during the evaluation 
were pointing to the need for more follow up activities to sustain the training and awareness 
raising efforts of the project:  

 the private sector in Jordan was of the opinion that awareness raising campaigns should 
not only target migrant workers but increasingly also business owners, and recruitment 
agencies  

 the trade unions in Morocco were asking for more meetings with all trade unions to 
mobilize them in all sectors to work with employers and workers and worker associations 
on ethical recruitment and pathways for their regularization by promoting membership 
in the unions  

 the employer association in Morocco was asking for more follow up activities with job 
placement agencies, VET institutions, and companies to convince them of the benefits 
of recruiting migrants and inform them how to go about it 

 the employer association in Morocco also called for a formal partnership between 
private sector and government and trade unions: an agreement, signed by all where 
they commit and define goals to be reached, which would then be periodically assessed, 
and  regular meetings to discuss progress made and decide on next steps 

At the end of the project the implementing partners understood that the most important 
precondition to sustain the work on ethical recruitment would have been to ensure the  
political will and buy in from government counterparts to engage on this topic from the very 
beginning – only then the necessary policy and institutional reforms could have been put in 
place and efforts of training and capacity building of stakeholders could have been sustained, 
even in this limited amount of time for implementation. 

4.2.6. Gender 

Despite the fact that the project design integrated SADD indicators in the result matrix, there 
was no gender and age analysis done at proposal stage (analysis of different gender and age 
groups in terms of their roles and control over resources) so the PM could not really influence 
the number of female participants in the trainings, which was at 68% in a workshop with private 
sector, but only 12,5 and 21% in workshops with the trade unions in Egypt. In Morocco female 
participation in sensitization workshops with trade unions was at 29%, in Jordan at 17 and 26 % 
respectively in the two sets of trainings.  

The videos, which were produced in Morocco for awareness raising purposes, were done in a 
gender sensitive manner. The awareness raising campaign in Jordan targeted the garment 
(employing mostly female migrant workers) and construction sector (mostly male migrant 
workers), and in the opinion of the PM team the messages of the campaign (“Work permit is 
your protection”) were formulated to target equally female and male migrants in these two 
sectors. The branded items produced could also fit both female and male beneficiaries. The 
messages of the campaign were in two main languages Arabic and English and given the simple 
content of the messages it was assumed that it would be understood by most beneficiaries. In 
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the opinion of the private sector representative, however, the awareness raising campaign did 
not consider the special needs of female migrant workers in the garment sector, nor the need to 
address migrant workers in several languages.  

The finding that gender related issues were not prioritized when implementing this project is 
proven by the fact that all of the interviewees negated the question whether this project was 
gender sensitive. The only example that some of them could think of were the training and 
sensitization events where the attendance and participation of females was encouraged.   

4.2.7. Human rights 

Overall all interviewees confirmed that the project did maybe not provide protection to migrant 
workers specifically – which was the overall objective of the project - but it definitely contributed 
to protect Human Rights in general: with all activities, the research, the training and 
sensitization activities, the awareness raising campaign in Jordan and definitely with the 
humanitarian assistance delivered to vulnerable migrants during COVID-19 pandemic. 

Given the fact that only IOM Jordan actually foresaw from the beginning an activity which was 
directly targeting migrant workers (the awareness raising campaign), and that the CB activities 
with stakeholders did not lead to them taking action in promoting migrant workers rights on 
their own as a follow up to the project makes it more understandable why and how the 
interviewees would arrive at the conclusion above.  

It is unfortunate that the only activities which were targeting migrant workers directly in this 
project, the awareness raising campaign and the food and non-food items, which were 
distributed to migrant workers in need during COVID-19, were not evaluated to assess their 
immediate effectiveness.  

5.  CONCLUSIONS 

The implementing missions wanted the evaluation specifically to assess the project 
achievements against the set targets in all the three IOM missions involved. The aim of the 
evaluation was originally to look at the immediate impact of the project activities, specifically 
the capacity building activities. However, given the fact that at the time of the evaluation project 
activities were still ongoing, at least in Egypt, it was decided that it would make more sense to 
assess the quality of outputs instead. Based on the feedback received from the stakeholders on 
the various project activities including research, consultative actions, training activities, etc. the 
evaluation was to find out if the deliverables were useful to the respective governments and 
stakeholders.   

As has been described in detail in the findings in chapter 4, for a number of issues related to 
project design, a number of targets could not be achieved or measured. The quality of outputs 
was highly satisfactory for the research products, but the CB activities were considered too few  
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by the stakeholders. They would have liked to have more follow up trainings in the tools 
introduced to them. 

The recommendations below will provide suggestions on how to influence the design and 
implementation strategies of future projects. And indeed, in the design of the next regional 
project on LM, the THAMM project a number of recommendations were already taken up, 
starting from the participatory and inclusive consultations with government stakeholders during 
the project design phase to the regular monitoring and updating of the workplans which all 
follow the same project strategy. The request of stakeholders for more substantial and in depth 
training on ethical recruitment has also been taken up in the project design of the THAMM 
project, the research produced in Morocco and in Egypt will serve as the foundation for the work 
with the governments on their employment strategies.  

The findings in chapter 4 (especially last column in the results analysis sub section table) and 
recommendations are providing suggestions how to deal with identified challenges in project 
design and implementation and provide ideas for follow-up actions with newly identified 
partners and identification of new topics for related interventions: 

IOM Egypt and Morocco can make good use of the  study on ethical recruitment in Morocco to 
build a national strategy on employment and placement of Moroccans abroad while the study 
on the legal framework for employment of migrants in Egypt will serve IOM Egypt in their work 
with the government to reform policy and institutional frameworks for Labor migration 
governance. 

 All three missions were able to build new partnerships with private sector and trade unions  
which can prove useful  for future work and programming on ethical recruitment in the 
framework of the Global Policy Network on ethical recruitment and the Montreal 
recommendations.   

IOM Jordan identified placements of Jordanians abroad as a new potential topic on which the 
mission could be working in the future with the government, should the MoL decide to continue 
to work on this as a priority.  

 

The section below identifies recommendations in line with the main findings. Recommendations 
are organized according to evaluation criteria not by order of priority. 
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RECOMMENDATIONS 
 
Relevance: 

2. In order to strengthen relevance of a project and ensure government buy-in from the 
onset, project developers have to pro-actively reach out to government and other 
interested/affected and influential stakeholders  when designing the project. Only in 
consultation with the stakeholders, IOM could have learned about the priorities of the 
stakeholders, assess their level of understanding on a new topic like ethical recruitment 
and have determined which results could have been achieved realistically within the 
timeframe and defined activities which would have met the expectations of the 
stakeholders. 

3. When designing a multi country project, the implementation approach has to be 
standardized to ensure integrated approach while remaining relatively agile to 
accommodates country specific socio-political contexts and priorities. The project needs 
a solid strategy and joint design which is followed by all participating countries and which 
allows for fairly comparable results. Otherwise, it is preferable to have country-specific 
projects.  

4. In addition to the recommendation above it is recommended to establish a good open 
communication channel with the government counterparts, providing them with the 
necessary updates and seeking their feedback on whether the project is responding to 
their pressing needs. This will allow every opportunity to work together to ensure 
successful implementation. 

 
Effectiveness: 

5. When developing a project it is a good practice to reserve   enough time to consult 
stakeholders and for follow up activities to deepen the understanding – especially if a 
new topic is being introduced, to allow for better knowledge retention and utilization, 
to produce more longer term changes  - even if that means that a project maybe has 
less outcomes and outputs.  

6. It can be considered good practice to keep in mind past and future project interventions 
when investing project funds in research so that research product can ideally serve not 
only one project  and can build on and complement previous research. 
 

Efficiency: 
7. The recommendation to the PM is to update the project documentation (narrative 

proposal, results matrix and workplan, budget) for regular and systematic monitoring 
purposes, if and when activities are being added, replaced or deleted all together. 

8. It is recommended to stick to M&E instructions and actually implement the necessary 
tests, assessments in order to be able to measure whether the set targets have been 
achieved. In case of project is revised to respond to emerging priorities and changing 
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contexts,, the project document should be revised to reflect the new performance 
targets in consultation with the donor. 

9. It is recommended that in line with established COVID-19 indicators, any humanitarian 
assistance delivered during the pandemic is being assessed and evaluated accordingly. 
 

Impact: 
10. Given the fact that in all three countries a large number of migrant worlers work in the 

informal sector, it is important to seek the cooperation of trade unions as they are in a 
position to assist migrant workers in the formalization of their work in absence of other 
regularization efforts from the side of the government. Trade unions are also 
instrumental in promoting recruitment of migrant workers with the private sector.  

11. Another important partner to achieve more impact with future ethical recruitment 
programming would be the private sector who is in a position to push for government‘s 
efforts in protecting migrant workers by presenting the business case that legalization 
of migrant workers will benefit the economy and can even help to bring down the high 
unemployment.  
Private sector, such as federation of industries or association of employers , is also 
ideally placed to promote ethical recruitment among their constituency.  
 

Sustainability: 
12. IOM LHD and other programmes should intentionally think about sustainability and 

exit strategies in the design, implementation, and closure of its future projects.  
13. In order to ensure government buy-in from the onset, project developers have to pro-

actively reach out to government and other stakeholders when designing the project. It 
is recommended to keep written track of consultations (NFF), even of informal meetings. 

14. In Jordan the training of labor inspectors which did not take place was mentioned as an 
important activity which would have been necessary to embed the project results in 
institutional structures.  

15. In Morocco it was felt that a partnership on ethical recruitment between private sector, 
trade unions and government should be formalized through a partnership agreement 
signed by all where they commit and define goals to be reached, and conduct periodic 
assessment to see what has been achieved, and what would be the next steps 

16. In Egypt the researcher pointed to the need to work with the government on the 
recognition of the economic contribution of migrant workers, even those in the informal 
sector to allow for their regularization while the private sector on the one hand 
emphasized the need to convince businesses with the positive economic impact of ethical 
recruitment and on the other hand saw the need for multinationals to pressurize the 
government to introduce ethical recruitment standards to remain competitive.   

 
Gender:  

1. Future LM projects in MENA region should aim for a gender marker of at least 2 a, taking 
into account the specifc needs and issues migrant workers are facing in the region 
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ANNEXES  
 

a. Evaluation Terms of Reference 
  

Terms of reference  
 

Final internal evaluation For the project “Safeguarding the 
Workers on the Move in the MENA Region” 

 

Commissioned by International Organization for Migration (IOM) Country Offices in Egypt, 
Jordan, Morocco 

EVALUATION CONTEXT  

Established in 1951, IOM is a Related Organization of the United Nations, and as the leading 
UN agency in the field of migration, works closely with governmental, intergovernmental and 
non-governmental partners. IOM is dedicated to promoting humane and orderly migration for 
the benefit of all. It does so by providing services and advice to governments and migrants. 
Working in all parts of the world IOM also has a great presence in Middle East & North Africa 
(MENA) region with the following Main Functions carried out:  

- Provides support to IOM offices in the MENA region through technical advice and the 
formulation of strategies, processes and programmes; 

- Promotes and facilitates international dialogue, partnerships and coordinated 
migration policy development and programming between States, international 
organizations, non-governmental organizations (NGOs) and civil society, such as the 
League of Arab States, the United Nations Economic and Social Commission for 
Western Asia and the Arab Labour Organization; 

- Leads and supports regional inter-State and inter-agency dialogue processes, such as 
the Abu Dhabi Dialogue and the Arab Regional Consultative Process on Migration, and 
the inter-agency regional working group on international migration in the Arab region 
and the North Africa Mixed Migration Task Force; 

- Shapes a common platform of response and preparedness for migration crises in the 
region, with a focus both on vulnerable mobile populations and affected communities; 

- Promotes and undertakes data collection, information-sharing and research to help 
national, regional and international development partners carry out evidence-based 
advocacy, policy development and programming and undertakes regional public 
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information activities to contribute to IOM's visibility and to promote its activities vis-
à-vis counterparts and donors at the regional and global levels. 

Among numerous initiatives implemented by IOM Missions in the region are those in the field 
of Labour Migration (LM) including “Safeguarding the Workers on the Move in the MENA 
Region” project implemented jointly by IOM Missions in Egypt, Jordan, Morocco.  

The main objective of the project is to contribute to the protection of workers on the move. 
The project is being implemented in three countries within the MENA region: Egypt, Jordan 
and Morocco. The project seeks to achieve its objective through two outcomes, namely: 1. Key 
stakeholders in each target country engage in evidence-based dialogue to promote ethical 
recruitment practices; 2. Government and private sector actors take measures to address 
exploitative practices in their supply chains.  

 

The first outcome seeks to increase data and information available to the respective 
government and stakeholders to enable them engaging constructively based on actionable 
information. This is mainly being achieved through research, consultative forums and/or 
training sessions. The research and/or trainings are focused on the specific contexts of the 
countries where the project is being implemented to ensure more sustainable interventions. 
The second outcome is being built on the findings of the research and incorporates other 
activities, as per the specific context of the country in subject, to ensure there is an action 
being taken by the respective governments and stakeholders in the promotion of ethical 
recruitment. The outcome is being achieved through equipping the respective governments 
and stakeholders with knowledge on ethical recruitment practices and enhancing the dialogue. 
This is being done through development of specific tools, awareness raising, and 
infrastructural support among other methods. This also involves encouraging the use of 
already existing IOM tools, including IOM Remediation Guidelines for Victims of Exploitation 
in Extended Mineral Supply Chains1, IOM International Recruitment Integrity System (IRIS)2 
and Corporate Responsibility in Eliminating Slavery and Trafficking (CREST) initiative3 to 
assist in contributing to the protection of workers on the move. 

 

 
1 https://publications.iom.int/books/remediation-guidelines-victims-human-trafficking-
mineral-supply-chains - Remediation Guidelines for Victims of Exploitation in Extended 
Mineral Supply Chains, 2018; IOM Online Bookstore 
2 https://iris.iom.int/ - IOM IRIS homepage 
3 https://crest.iom.int/ - IOM CREST homepage 
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In Morocco, the abovementioned project is implemented in continuation of another project: 
“Initiative for ethical recruitment in Morocco (IREM)”, carried out at national level by iom 
morocco during March 2018 – May 2019. furthermore, the project serves as preparation for a 
regional project “Towards Holistic Approach to labour Migration governance and labour 
Mobility in North Africa (THAMM)” implemented in Morocco, Egypt and Tunisia during 
2020-2022 , for its component on ethical recruitment. all these initiatives are following the 
same direction of enhancing fair and ethical recruitment in Morocco and addressing the same 
stakeholders including the ministry of labour and public institutions, private sector and civil 
society. the THAMM project with its specific component on fair and ethical recruitment will 
benefit in particular from the regional project as it requires some baseline information, for 
example, on stakeholders’ knowledge gaps and needs for ethical recruitment (especially on iris 
standard), counter smuggling or trafficking. 
 
EVALUATION PURPOSE 

An internal final evaluation is being commissioned to assess the project achievements against 
the set targets in all the three IOM missions involved. The aim of the evaluation is to look at 
the immediate impact of the project activities, specifically the capacity building activities. 
Based on the feedback received from the stakeholders on the various project activities 
including research, consultative actions, training activities, etc. evaluator shall find out if the 
deliverables were useful to the respective governments and stakeholders.  

Evaluation findings and recommendations as well as lessons learnt will be used to form the 
design and implementation strategies of future projects, towards the strengthening of the 
overall capacities of governmental and non-governmental entities working to protect migrant 
workers. Specifically, the evaluation findings will be used by the project team to improve the 
implementation of other on-going labour migration related projects particularly in 
implementing missions. For Morocco and Egypt, the findings of the evaluation should feed 
baseline information for the regional project “Towards Holistic Approach to Labour Migration 
Governance and Labour Mobility in North Africa (THAMM)” on its fair and ethical recruitment 
component, namely the stakeholders’ knowledge gaps and needs  on ethical recruitment 
(especially on IRIS Standard), counter smuggling or trafficking. 

Commissioning party would be interested in all conclusions that can be reached by the 
evaluator on the below evaluation questions. The conclusions (including lessons learnt) and 
recommendations should specifically focus on assessment of the extent to which the 
deliverables can be used to develop follow-up actions building on the results of the current 
project. This should also include, to the extent possible, the identification of related 
interventions and other external factors that may contribute to follow-up initiatives. The 
recommendations should also focus on how to deal with identified challenges in the future if 
they have not been overcome during the project implementation period. 
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EVALUATION SCOPE 

This evaluation will cover the entire project implementation period and geographic coverage of 
“Safeguarding the Workers on the Move in the MENA Region” project (Jordan, Egypt and 
Morocco). Particularly, it is planned that the evaluation will take place in capitals of two 
countries – in Cairo and Amman to meet with all the major project stakeholders, subject to the 
budget availability and if deemed appropriate by the evaluator given the data collection 
considerations.  

As for Morocco, the ex-post evaluation of “Initiative for Ethical Recruitment in Morocco 
(IREM)” will evaluate programmatic approach of IOM Morocco including “Safeguarding the 
Workers on the Move in the MENA Region” and other relevant projects. This evaluation is 
planned to take place during the first week of March 2020 and the report will be shared with 
the evaluator the following week (tentatively on March 13). For this reason, there will be no 
field visit to Morocco carried out in the framework of this evaluation.  

EVALUATION CRITERIA 

The evaluation will use five main OECD-DAC criteria of relevance, effectiveness, coherence, 
efficiency, impact and sustainability as well as cross-cutting issues of gender and human rights. 
All findings are expected to be analyzed and reported using gender lenses as relevant and to 
the extent possible. 

Given the objective of the project contributing to the protection of workers on the move as 
well as the fact that the action is addressing more than one country the evaluation shall focus 
on the project’s efficiency and effectiveness in meeting this objective i.e. if the project 
contributed to the systematic improvement of migrant workers protection in Egypt, Jordan and 
Morocco?   

Moreover, the relevance of project design, effectiveness and performance of the project, 
efficiency of project management and implementation, sustainability, as well as attention to 
cross-cutting issues (gender and human rights) shall be assessed. 

EVALUATION QUESTIONS 

Indicative questions to be used for the purpose of evaluation: 

Relevance 

• Has the project responded to the needs of the target beneficiaries, both the needs of 
government/private sector beneficiaries and final beneficiaries? 

• Is the project aligned with and supportive of IOM national, regional and/or global 
strategies and the Migration Governance Framework? 
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• Was the project well designed according to IOM project development guidelines and 
logical framework approach, including results, indicators, budget and M&E planning? 

Effectiveness 

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

• Were the activities sufficiently well implemented to reach intended results? Would 
other activities have been more effective in reaching the results?  

• To what extent has the project and its outputs met stakeholders’ expectations? 

• What were the major factors influencing the achievement of the project’s expected 
outputs and outcomes? 

• To what extent are the target beneficiaries satisfied with the services provided? 

 

Efficiency 

• To what extent were resources (time, funds, expertise) adequate to implement the 
activities and achieve the outputs?  

• Were the project activities undertaken as scheduled and were outputs delivered on 
time? If not, what was the reason for possible delays?  

• How well were the resources (funds, expertise, and time) converted into results? 

• What measures have been taken to ensure that resources are efficiently used?  

Impact 

 To what extent has the project contributed to the protection of workers on the move 
and to the improvement in the ethical recruitment  

• Did the project contribute to stakeholders taking action to address exploitative 
practices within their/the labour supply chains and to promote ethical recruitment 

• To what extent can long-term changes be observed (whether intended or unintended, 
positive or negative), particularly in relation to building capacities of relevant actors?  

• Can unintended effects be observed whether positive or negative? 
 

 What contribution did this project make towards any observed long-term changes, 
considering also other relevant external factors? 
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Sustainability 

• Are the benefits generated likely to continue once external support ceased?  

• To what extent were the project and its results supported by local institutions and 
embedded in institutional structures that are surviving beyond the life of the project? 

• To what extent have target groups and possibly other relevant stakeholders been 
involved in project planning and implementation? 

• What are the major factors affecting sustainability, including any identified challenges 
faced by the implementing mission? 

• Has the project served to design or inform follow-up projects? In particular, to what 
extent has this project’s outputs or outcomes shaped or fed into other ongoing actions? 

Gender 

• To what extent were gender mainstreaming issues taken into account in the design and 
implementation of the project? 

• Were any barriers to equal gender participation identified during the design or 
implementation of the project, and was anything done to address these barriers? 

Human rights 

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

• To what extent has the project helped to ensure respect of relevant human rights of 
migrants?  

The above are evaluation guiding questions. The evaluation may develop further questions as 
necessary under each of the evaluation criteria and cross-cutting issues in order to effectively 
collect sufficient data to respond to the evaluation purpose and expectations. 

METHODOLOGY OF THE EVALUATION 

The methodology will involve a combination of desk review and qualitative interviews with 
relevant project stakeholders to gather and triangulate project data in order to respond to the 
evaluation questions. Specifically, the following methodology is proposed to be used: 

• Review and synthesize project documents, including reports, plans, pre- and post- 
events’ questionnaires and feedback forms filled out by the participants during the 
training and capacity building sessions as well as other project activities and other 
relevant documentation (home-based, desk study).  
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• Interviews with the relevant IOM Egypt and Jordan project management team 
members, partners, beneficiaries, key stakeholders and experts from all participating 
countries to assess the implementation of the project and its effects through in-depth 
interviews. In Morocco, no primary data collect envisaged. However, the evaluator is 
expected to include in the desk review the evaluation report of a related project 
“Initiative for Ethical Recruitment in Morocco (IREM)” covering also this project will be 
included in the documentation” to assess the combined contribution in addressing 
target priorities in Morocco. 

• Collect and analyze key findings, make informed and analysis-based conclusions and 
develop recommendations (home-based). 

• Produce final evaluation deliverables in English language (home-based). 

The monitoring data to be provided to the evaluator shall include: all key project documents 
including information products such as progress reports, workplan, financial reports as well as 
key monitoring reports. 

Given the protracted movement restrictions, all primary data collection will be done remotely 
using online tools that are accessible by key evaluation stakeholders in each of the 
implementing countries. Given that not all evaluation stakeholders are conversant with 
English, Key informant interview tools will be translated in appropriate language (Arabic and 
French) before they can be posted online. 

The evaluation is expected to explore other alternative data collection techniques depending 
on the level of restrictions in the implementing countries in consultation with the project 
manager and focal points in each of the three implementing missions. For example, to save 
time, the evaluator may organize A virtual Focus Group Discussion (FGD) with the 
implementation team in Jordan, Morocco, and Egypt to get insight into the implementation 
experience, lessons learnt and good practices. The FGD could also be useful in informing the 
strategy for virtual Key informant interviews.  

EVALUATION TEAM 

This evaluation will be carried out by a qualified IOM Internal Evaluator. The Regional M&E 
Officer from RO Cairo will facilitate the selection of the internal evaluator in coordination with 
the M&E focal points in implementing missions and ensure that necessary support is provided. 
M&E Focal Points from participating countries will provide due support for the evaluator 
during the preparation and implementation of the evaluation mission. Given some evaluation 
participant may prefer Arabic, preferably the evaluation team should comprise an Arabic 
speaker. Translation shall be arranged via having an interpreter joining one of the participants  
via the same communication platform using his or her own communication device.  
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EVALUATION DELIVERABLES 

The deliverables expected from the evaluator include the following: 

An inception report will be prepared by the evaluator and shared with IOM Project Managers. 
The report should include an Evaluation Matrix and a draft interview guide, along with any 
other needed data collection tools. The Evaluation Matrix will demonstrate the evaluators’ 
understanding of the ToR and outline data collection and analysis plans, to be completed and 
reviewed with the Project Managers prior to the field visits. 

Given the restrictions, no field visits are planned. However, the Evaluator is expected to 
prepare a short virtual presentation of the  preliminary findings and recommendations. This 
will be used to debrief the Evaluation Manager and other relevant parties, to identify and 
address any misinterpretations or gaps.  

Building on the debrief and initial feedback received, the evaluator will produce a draft 
analytical evaluation report that will be shared with the Evaluation Manager for review. The 
Evaluation Manager will coordinate and consolidate feedback (including from Project 
Managers from participating IOM missions, the LHD RTS and the Regional M&E Officer at RO 
Cairo and present it to the evaluator for reflection in the final report. 

Once feedback is provided by the Evaluation Manager, the evaluator will prepare the final 
analytical evaluation report. The report will follow the following structure aligned to  the 
IOM Project Handbook template for evaluation reports.  

• Cover page, list of acronyms 
• Table of contents 
• Executive summary 
• Methodology 
• Findings 
• Conclusions 
• Recommendations in order of priority 
• Annexes (itinerary, people met, question guides, etc.) 

Annexes should include the TOR, list of documents reviewed, list of persons interviewed or 
consulted and data collection instruments as well as the evaluation matrix. 

The Evaluator will also prepare a two-page Evaluation Brief to facilitate sharing of the key 
findings, conclusions and recommendations. The evaluation brief should follow the IOM 
evaluation brief template that will be shared with the evaluator in advance. The Evaluation 
Brief will include: identification of audience of the brief; project information (project title, 
countries covered, project type and code, project duration, project period, donor(s), and 
budget); evaluation background (evaluation purpose, evaluation team, evaluation timeframe, 
type of evaluation, methodology); and evaluation results: key findings and/or conclusions, 
including best practices and lessons learnt, and key recommendations.  
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All deliverables are to be written in English and meet good language standards. The final 
report should meet the standards laid out in the UNEG Quality Checklist for Evaluation 
Reports. 

ROLES AND RESPONSIBILITIES 

 The Evaluation Manager will coordinate with focal persons in IOM Egypt, Jordan and Morocco 
to support the evaluator to provide country specific information, relevant documents, and 
information on follow up actions that illustrate achievements of the project. IOM Jordan, IOM 
Egypt and IOM Morocco will also support the logistical and administrative arrangements, 
including helping to organize meetings and arranging interpreters, as needed. 

The evaluator will be responsible for preparing for and carrying out data collection and 
analysis and producing the evaluation deliverables outlined below. The evaluator should 
provide periodic feedback as needed to the Evaluation Manager on progress and any challenges 
faced. The Evaluation Manager will be responsible for managing the process including 
feedback and comments to the inception report and draft evaluation report and helping to 
address any issues or challenges flagged by the evaluator. 

The evaluator will create an Inception Report that will provide more details on the 
methodologies to be used, to include an evaluation matrix, initial drafts of interview guides, 
and agenda for interviews. The evaluation data should be disaggregated to the extent possible 
by gender.  

The evaluator must follow the IOM Data Protection Principles, UNEG norms and standards for 
evaluation, and relevant ethical guidelines. 

 

EVALUATION WORKPLAN  

Based on the TOR, the Evaluator will carry out a review of documents provided by the 
Evaluation Manager and draft the Inception Report for review by the Evaluation Manager. The 
Evaluation Manager with the assistance of Project Managers in Egypt, Jordan and Morocco will 
arrange a virtual inception meeting (short skype/phone call) with the evaluator to ensure a 
common understanding of the evaluation process, to confirm final logistics, and review and 
give inputs into data collection plans as outlined in the Inception Report.  

 

Necessary logistics carried out within each country to arrange virtual inception meeting with 
the evaluator will be the responsibility of  in-country Project Managers or designated project 
staff, including arranging communication channels and equipment for the virtual meetings, 
local transportation, and external interpretation services for meetings in case needed.  

 

Once approved by the Evaluation Manager, the report and brief will be shared with the Project 
Managers in participating missions (by Evaluation Manager), with IOM’s Office of the 



 

55 
 

Inspector General (by the Regional M&E Officer for RO Cairo), and with other partners and 
beneficiaries as needed.  

A precise timeline for the evaluation will be established in coordination with selected evaluator 
and will consist of the stages as indicated below. The estimated workload and responsibilities’ 
allocation read as follows, provisional timeframe - August – October2020: 

 

Activity Responsible Timeline 

1. Planning and Desk Research Phase 
In the Desk Research Phase, the relevant project documents should be reviewed: The Project 
proposal, budget as well as other project documents.  
Deliverable: Inception report that shall include a detailed Evaluation Matrix and a draft interview 
guide, indicative list of people to be interviewed along with any methodological tools including data 
collection tools. 
Compile and share relevant documentation Evaluation Manager 4 days 
Review documents and prepare a detailed inception 
report, including the evaluation matrix and the data 
collection tools 

Evaluator 
4 days 

Remote data collection planning in coordination with 
project country teams. Planning and facilitation of the 
telephone/Skype interviews with the beneficiaries, local 
logistical arrangements if needed. 

Evaluation Manager with 
assistance of Project Managers or 
dedicated project staff in Egypt 

and Jordan  

4 days for 
each country  

2. Field data Collection Phase 
The evaluator will carry out the remote assessment (up to three working days for each 
participating country). The data will be collected according to the following methods and the 
Evaluation sheet will serve to compile the data: 

• Virtual briefing meetings with Project Management Team; 
• In-depth interviews with the key project partners and relevant stakeholders in the 

government (via telephone/skype) 
Deliverable: the evaluator will prepare a short presentation of the initial findings and tentative 
conclusions and recommendations, delivering it over a virtual de-briefing meeting at the end of this 
phase.  

 
Remote data collection facilitated via provision of 
logistical assistance (e.g. setting up of communication 
channels if needed) by the project staff in country offices.  

Evaluator with assistance of 
Project Managers or dedicated 

project staff in Egypt and Jordan 

Up to 5-7 
days for each 

country 
Data preparation and analysis (include translation and 
transcription) Evaluator 

 

3. Synthesis Phase. This phase is devoted to the development and submission of the 
evaluation report and two-page brief.  

Deliverable: The evaluator will submit a Draft Evaluation Report . Based on comments to the 
draft report, the Evaluator(s) will submit the final report along with the two-page brief 

 
Draft presentation and de-brief Evaluation Manager and 
the Project team on the initial findings and tentative 
conclusions  

Evaluator 
1 day  

Draft report Evaluator 5 days 
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Review and comment on the draft report 
Evaluation Manager in 

coordination with Project 
Managers 

5 days 

Final report and a two-page evaluation brief  Evaluator 2 days 
Translation of the brief and sharing it with stakeholders Evaluation Manager 5 day 

 
 

BUDGET 
The budget shall cover expenses for IOM staff’s travel and Daily Subsistence Allowance, 
interpretation and local transportation. Reference Project code is LM.0340. 
 
Egypt:   LM.0340.EG10.50.04.001 (M&E of the project, including travel and DSA) 
Morocco: LM.0340.MA10.50.04.001 (M&E, Communication, Editing, Printing) 
Jordan:  LM.0340.JO10.54.06.006 (Air travel and related costs for project 
team/trainers/M&E Officers) 
 
All costs are to be borne by the participating Missions and recorded in PRISM prior to the end 
of the action (October 31, 2020).  
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b. Data collection instruments 

Key stakeholder interview 

Interviewee:  

Date:  

1. Could you describe your role and function 
in the institution where you worked 
during your involvement in the project? 
Could you describe your role and 
activities in the project? 
 

 

2. Could you describe your understanding of 
the IOM Project “Safeguarding the 
Workers on the Move in the MENA 
Region”? The question will be adapted to 
the profile of the interviewee and his/her 
role in the project. For example: “What do 
you think was the activity in which you 
participated intended to lead to? Do you 
think it was successful? Why do you think 
this might be important?  

 

 

3. Do you think this project accurately 
responds to the needs of the governments 
and private sector and migrant workers of 
Egypt/Jordan/Morocco by enhance the 
conditions for migrant workers in the 
country? Why? 

 

 

4. Do the intended results align with and 
support government policies and national 
strategies? 

 

 

5. Is the project aligned with and supportive 
of IOM national, regional and/or global 
strategies and the Migration Governance 
Framework? 

 

 

6. In the landscape of migrant workers 
protection projects in the country, do you 
think this project was relevant? Why? 
What is the added value, if any, of this 
project compared to those other efforts? 

 

 

7. Were you involved and how in the design 
and implementation of the project’s 
activities?  
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8. Was the planning and design process for 
the project participatory and non-
discriminatory? To what extent have 
target groups and possibly other relevant 
stakeholders been involved in project 
planning and implementation? 

 

 

9. Were you satisfied with the project’s 
activities? Do you have any suggestion to 
improve them in the future?  

 

 

10. Are there any identifiable ways that the 
approach should be revised in future, or is 
it evident that additional or 
complementary activities or projects will 
need to be implemented? 

 

 

11. What would you identify as the main 
achievements of this project?  

 

 

12. Would you say the project has met 
stakeholder expectations, both 
government and private sector? To what 
extent has the project and its outputs 
enhanced the work and functioning of the 
state authorities and the private sector? 

 

13. What would you identify as the main 
challenges faced by the project? Do you 
think these challenges were properly 
mitigated? 

 

 

14. What were the major external factors 
influencing the achievement of the 
project’s expected outputs and outcomes, 
including both contextual factors and 
other related interventions? 

 

 

15. To what extent has the project adapted to 
changing external conditions in order to 
ensure project outcomes are achieved? 

 

 

16. Do you think the projects’ result remain 
until today (detail depending on response 
to Q1)? What do you think would be 
needed to ensure these results continue 
in the future? 

 

 

17. Can you observe any long-term changes 
be observed (whether intended or 
unintended, positive or negative), 
particularly in relation to building 
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capacities of relevant State and non-state 
actors? 

 
18. What contribution did this project make 

towards any observed long-term changes, 
considering also other relevant external 
factors?  

 

 

19. In your opinion, did the project 
contribute to stakeholders taking action 
to address exploitative practices within 
their/the labour supply chains and to 
promote ethical recruitment? Can you 
provide examples? 

 

 

20. Do you think the project helped to ensure 
respect of relevant human rights of 
migrants? 
 

 

21. What activities would you suggest would 
be useful to enable the long-term 
protection of migrant workers in 
Egypt/Jordan/Morocco? 

 

 

22. What would be necessary for the project 
and its results to be supported by national 
institutions and embedded in 
institutional structures that are surviving 
beyond the life of the project? 
 

 

23. Has the project served to design or inform 
follow-up projects? In particular, to what 
extent has this project’s outputs or 
outcomes shaped or fed into other 
ongoing actions? 
 

 

24. What are the major factors affecting 
sustainability, including any identified 
challenges faced by the implementing 
organization, partner organizations, 
beneficiaries 
 

 

25. To what extent were gender 
mainstreaming issues taken into account 
in design and implementation? 

 

26. Were any barriers to equal gender 
participation identified in design or 
implementation, and was anything done 
to address these barriers? 
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27. You mentioned (suggestions / comments 
made during the interview), could you 
elaborate? 

 

 

Yellow highlighted questions were only asked to IOM staff 
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c. List of stakeholders interviewed 
 

LM0340 Stakeholders  

Directly contacted by IOM   

Entity  Contact Person  Title Contact Details   

Egypt  

Federation of Egyptian 
Industries (FEI) Dr. ElSayed Torky Senior Advisor Email: torky@fei.org.eg  

The General Trade 
Union for Builders and 
Wood Workers 
(GTUBWW) in Egypt 

Mr. Mohamed Mostafa Consultant Mobile: +201001001702 
Email: moh.mostafa@outlook.com  

 

Embassy of the 
Philippines  Bojer Capati Third Secretary and Vice Consul Bojer.capati@dfa.gov.ph 

 

Embassy of Yemen Amany ElLotheiy  First Secretary  +20 101 904 8760   

Embassy of Colombia   Nicolas Rincon 
Moncaleano Consul nicolas.rincon@cancilleria.gov.co  

 

Morocco        

UNHCR Morocco Adélie Breil Chargée d’intégration locale breil@unhcr.org   

Consultant Elvi Deon Consultant e.deon@arkayncompany.com  

Ministry of Labour Abdelkarim Isbayene Direction de la Coopération i_karim@hotmail.com  

Ministry of Labour Mhammed Nejjari Chef de division  mnejjari@hotmail.fr  

MDCMRE Leila Ouchani Chef de Division integration 
économique l.ouchani@yahoo.fr  

Union Nationale du 
Travail au Maroc 
(UNTM)  

Hassan Moustadraf Responsable des affaires 
étrangères  

nourelhadi59@gmail.com  

Confédération 
Démocratique du Travail 
(CDT) 

Fatna Afid 
Membre du conseil national 

cdt_migration@yahoo.fr   
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CGEM (Confédération 
Générale des 
Entreprises au Maroc) 

Hamza Fekak 
Responsable de la Commission 
Entreprise Responsable et 
Citoyenne de la CGEM 

hamza.fekak@cgem.ma  

Jordan        

Ministry of Labour Mr. Hassan Freijat 
Labour Inspection 
Directorate\Representative to 
Counter-Trafficking Unit 

hassan.fryjat@yahoo.com; 
00692791113030 

 

Private Sector\Al-Safi 
Company  Mr. Farhan Ifram 

Consultant 
farhani@masholdings.com; 
00962779309000 

 

 

d. Evaluation Matrix 

Aggregate Evaluation Questions 
extracted from the ToRs 
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Data sources for verification 

1. Was the project responsive to the 
needs and priorities of the 
stakeholders involved? 

Relevance 
 Extent to which the needs 

and priorities of 
stakeholders have been 
identified in the project 
design phase 

Document 
review 

KIIs  

2. Was there an added value of the 
project compared to other 
projects working on protection of 
migrant workers? 

Relevance 
 Elements of innovation and 

unique features  which 
other projects did not 
contain  

Document 
review 

KIIs  

3. To what extent were stakeholders 
involved in the conceptualization 
and design of the project? 

Relevance 
 Extent of participation of 

stakeholders in the project 
priority 
identification/prioritization 

Document 
review 

KIIs  

4. Was the project well designed 
according to IOM project 
development guidelines and 
logical framework approach, 
including results, indicators, 
budget and M&E planning? 

Relevance 
 Number of activities, 

outputs, targets had to be 
adapted during project 
duration 

Document 
review 

KIIs  
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Aggregate Evaluation Questions 
extracted from the ToRs 
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Data sources for verification 

5. Was the project in line with 
national strategies and policies on 
migration/ employment?  

Coherence 
 Extent to which project 

responds to priorities in 
national strategies  

Document 
review 

KIIs  

6. Was the project in line with 
IOMs’  MiGoF , national or 
regional strategies? 

Coherence 
 Extent to which project 

responds to SDGs, or 
objectives of the GCM or 
objectives and principles of 
the MIGoF 

Document 
review 

KIIs  

7. To what extent has the project 
achieved its short, medium- and 
long-term results (outputs, 
outcomes, and overall goal) as 
planned? 

Effectiveness 
 Number of targets, outputs, 

outcomes achieved Document 
review 

KIIs Pre/post 
training 
scores 

8. To what extent has the project 
and its outputs enhanced the 
work and functioning of the state 
authorities and the private 
sector? 

Effectiveness 
 Number of examples 

provided by project 
stakeholders of better 
functioning of state 
authorities and private 
sector 

Document 
review 

KIIs  

9. Were project stakeholders 
satisfied with the project’s 
activities or did they make 
suggestions to improve them in 
the future?  

Effectiveness 
 Number of suggestions 

made to improve 
implementation of project 
activities 

Document 
review 

KIIs  

10. Are there any identifiable ways 
that the approach should be 
revised in future, or is it evident 
that additional or complementary 
activities or projects will need to 
be implemented? 

Effectiveness 
 Number of suggestions for 

additional or 
complementary activities 

Document 
review 

KIIs  

11. Main achievements of this project 
Effectiveness 

 Number of examples 
provided by interviewed 
stakeholders 

Document 
review 

KIIs  
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Aggregate Evaluation Questions 
extracted from the ToRs 
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Data sources for verification 

12. What were the major external 
factors influencing the 
achievement of the project’s 
expected outputs and outcomes, 
including both contextual factors 
and other related interventions? 
To what extent has the project 
adapted to changing external 
conditions in order to ensure 
project outcomes are achieved? 

Effectiveness 
 Level of flexibility and 

swiftness with which PM 
reacted to external factors 

Document 
review 

KIIs  

13. To what extent was the project 
implementation strategies 
efficient in using resources to 
achieve maximum results? 

Efficiency 
 value for money 

Document 
review 

KIIs  

14. Was the project able to attract 
additional resources with the 
available resources 

Efficiency 
 Amount of additional 

funding provided to IOM Document 
review 

KIIs  

15. Were the project activities 
undertaken as scheduled and were 
outputs delivered on time?  

Efficiency 
 Number of activities and 

outputs which have been 
delayed or deleted 

Document 
review 

KIIs  

16. Were challenges in project 
implementation identified and 
addressed swiftly and 
appropriately? 

Efficiency 
 Timeliness of learning and 

integration of lessons 
during the implementation 

Document 
review 

KIIs  

17. What has been the observable 
impact (intended/unintended) 
has the project brought about 
(positive and negative)? 

Impact 
 Levels of commitment to 

issues of labour mobility 
within GoE 

 Change in institutional 
attitudes regarding labour 
mobility and its importance 
in the MENA region 

Document 
review 

KIIs  
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Aggregate Evaluation Questions 
extracted from the ToRs 
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Data sources for verification 

18. What contribution did this 
project make towards any 
observed long-term changes 

Impact 
 Number of key triggers of 

change (attribution 
analysis) 

Document 
review 

KIIs  

19. Did the project contribute to 
stakeholders taking action to 
address exploitative practices 
within their/the labour supply 
chains and to promote ethical 
recruitment? 

Impact 
 Number of examples 

provided by interviewed 
stakeholders 

Document 
review 

KIIs  

20. To what extent are the project 
activities and benefits 
sustainable? 

Sustainability 
 Presence of activities and 

mechanisms the project put 
in motion which have the 
potential to remain intact 
and alive after project 
ending 

Document 
review 

KIIs  

21. Involvement of stakeholders in 
the design and implementation of 
the project’s activities? 

Sustainability 
 Number of stakeholders 

interviewed who were 
involved in project design 

Document 
review 

KIIs  

22. Has the project served to design 
or inform follow-up projects? In 
particular, to what extent has this 
project’s outputs or outcomes 
shaped or fed into other ongoing 
actions? 

Sustainability 
 Number of follow up 

projects/actions/initiatives 
Document 
review 

KIIs  

23. To what extent did the project 
management put in place exit 
strategy to sustain project 
activities and benefits after its 
completion? 

Sustainability 
 Presence of concrete exit 

strategy 
Document 
review 

KIIs  
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Aggregate Evaluation Questions 
extracted from the ToRs 
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Data sources for verification 

24. Were gender mainstreaming 
issues taken into account in 
design and implementation? 

Gender 
 Number of examples 

provided by stakeholders 
Document 
review 

KIIs  

25. Were there any barriers to equal 
gender participation identified in 
design or implementation, and 
what was done to address these 
barriers? 

Gender 
 Number of females 

participating in activities 
 Number of examples of 

mitigation 

Document 
review 

KIIs  

26. Did the project help to ensure 
respect of relevant human rights 
of migrants? 

Human rights 
 Number of examples 

provided in stakeholder 
interviews 

Document 
review 

KIIs  
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e. Key document Documents reviewed 
1. Original Project Proposal to the IOM Development Fund, including results matrix and workplan  
2. Detailed project original budget 
3. Budget revision October 2019 
4. No Cost extension 1 and 2 documentation 
5. Updated workplans by Egypt, Jordan and Morocco (updated for the purpose  of the evaluation) 
6. Supporting documentation on government consultations in Jordan 
7. Documentation related to project activities in Jordan:  

Trainings, awareness raising campaign, e – inspection, MoU for Jordanians going abroad, 
national employment charter, reprogramming for COVID-19 

8. Documentation related to project activities in Egypt: 
CB on CREST with trade union, CB on ethical recruitment with private sector, CREST ToT at RO 
Cairo 

9. Legal review and institutional framework on ethical recruitment in Egypt 
10. Economic Profiling study 
11. Supply chain training materials 
12. Documentaion related to project activities in Morocco: 

Other project related documents, awareness raising (presentation and video teaser), CB with 
trade unions, COVID-19 related activities 

13. Study on ethical recruitment for workers on the move 
14. Tier 3 materials (only avavailable from Morocco): MGI report Morocco, national immigration 

and asylum policy 

 

  


