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Executive Summary 
 

This report presents the evaluation results of the project, “Improving Labour Migration 

Management in Belize” that was implemented by IOM Belize from December 1st, 2014 to March 

31th, 2017. The project’s overall budget was USD 150,000 and funded by the IOM Development 

Fund (IDF) - Developing Capacities in Migration Management. The project’s overall objective was 

to contribute to improved labour migration management in Belize. The project identified one 

outcome: The Government of Belize (GoB) has taken steps to implement the Temporary Work-

Permit Program framework that promotes labour migration in the agriculture sector in Belize. 

The objective of this ex-post project evaluation is to determine whether the project has achieved 

its intended outcomes and outputs, as described in the results framework. The evaluation criteria 

considered are relevance, effectiveness, efficiency, impact and sustainability, as well as the cross-

cutting themes of gender and human rights-based approach.  

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

through a documentation review, semi-structured interviews with different stakeholders, as well 

as focus group discussions. This data was triangulated in responding to the evaluation questions. 

 

Relevance 

The project was relevant to stakeholders working to improve labour migration management and 

there was a demonstrated need. However, most participants in this evaluation stressed that there 

is still a need for a mechanism to improve labour migration management.  During the evaluation, it 

was not clear to what extent the government was able to commit resources to improving labour 

migration. The lack of a functioning TWPP at the time of this evaluation could imply that the 

demonstrated need was not translated into a priority. 

Effectiveness 

The Labour Market Needs Assessment (LMNA), focused on the banana, citrus and sugar 

production sectors, has improved the awareness of national stakeholders regarding the GoB’s 

challenges in managing labour migration and meeting the needs of migrants and the private 

sector.  

Although initiatives have been made, to date the GoB has not developed a Temporary Work 

Permit Program (TWPP) to manage labour migration that fully meets the needs of the agriculture 

sector’s requirement to recruit migrant workers for the citrus, banana and sugar industry.  

The evaluation concludes that the GoB has been equipped with the resources to guide the 

development of a TWPP. 
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Efficiency 

There were many challenges that delayed some project activities as well as budgetary constraints, 

however the mission identified efficient strategies to implement the project. Support from 

different Regional Thematic Specialists to conduct the capacity building activities, as well as 

support provided to conduct the TWPP framework were key for this project. The Project Manager, 

with the support of the Regional Office, demonstrated good problem-solving strategies to 

overcome implementation challenges. 

Impact  

Although the project did not fully achieve the expected outcome, namely the creation of a 

temporary work permit program because of this intervention, the project contributed to improved 

labour migration management in Belize. Representatives of the government that participated in 

this project now have an increased awareness of labour migration and the agriculture sector’s 

need for an improved mechanism to recruit migrant workers and, as a result, they are currently 

working on a comprehensive migration policy which it is expected to include key aspects of labour 

migration.  

Sustainability 

Analysis of sustainability indicates limited GoB’s engagement to continue the development of a 

TWPP. Furthermore, there were no concrete follow-up actions on this matter from the mission 

once the project implementation finished. A new project proposal to support the government with 

this may have been a strategic way to approach this situation.   

Gender Issue 

Although attempts were made to mainstream gender, it was evident that limited gender 

mainstreaming was incorporated in this project. Gender could have been mainstreamed from the 

conceptualization of the project to ensure that trainings, information material, the LMNA and the 

TWPP framework mainstreamed gender in their outputs.  

Human rights-based approach 

The project contributed to the promotion of the rights of migrants by conducting capacity building 
activities targeting government officials to raise awareness on social protection.  This includes 
identifying vulnerabilities such as victims of labour trafficking and unaccompanied minors.  It also 
organized information campaigns promoting migrants’ rights on work permit requirements, social 
security benefits and counter human trafficking.  
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Main Findings 

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

1. Stakeholder engagement in the implementation largely secured the project 

accomplishments: the Steering Committee (SC) created for this project ensured the 

accomplishment of project activities and outputs. In addition, by including different 

industries’ representatives in the consultation, it was possible to access data to conduct 

the LMNA and to ensure that the TWPP framework includes the views and contribution 

from different stakeholders.  

2. The GoB did not develop a temporary work permit program: the GoB did not commit 

sufficient resources to this essential need. The Mission, under other initiatives 

implemented after this project ended, has been able to advance the designing of a TWPP, 

that is expected to be validated and piloted this year.   

3. Limited dissemination of project publications: the main outputs of this project, the TWPP, 

had limited dissemination, as many key stakeholders and participants involved in this 

project did not receive a copy. A registry of the dissemination of the outputs could have 

tracked its distribution 

4. The project addressed a need, but not necessarily a GoB priority: the project addressed 

the national need for managing labour migration.  It focused on the need (still ongoing) of 

the selected agricultural sectors to recruit migrant workers seasonally. However, overall, it 

was not clear to what extent the government was committed to applying the needed 

resources for improving labour migration.  

 

Key Recommendations  

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

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

1. The IOM Mission to engage with the GoB to promote the development of a TWPP: this 
project experience confirms the fundamental interest in the agriculture sector and need 
for a TWPP. This can be best harnessed in the policy options document. Current and future 
projects should build upon it to develop a TWPP. 

 

2. Improve dissemination of project publications: for future projects, it is recommended to 

consider a strategic and efficient distribution plan of project publications, ensuring that 

key government officials, as well as other stakeholders, involved in the development 

receive a copy of each publication.  
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 1. Introduction 

 

Evaluation Background 
Before the project “Improving Labour Migration Management in Belize” was implemented 

between 2015 and 2017, the IOM Development Fund approved funding for IOM Belize to 

implement the project “Improving technical capacity building in Belize: a Coordinated Response to 

Migration”, implemented in 2013, which produced a “Diagnostic on Belizean Migration Trends and 

Regulations”. The Diagnostic presented a summary of recommendations, all of which indicating 

the urgency of comprehensive migration and labour migration policies in Belize1. Consequently, 

the GoB decided to carry out a LMNA in the agriculture sector to inform the design of a TWPP 

framework for this sector. 

The LMNA (OIM, 2016), which consulted with a comprehensive group of stakeholders (see section 

3.2 for more information) indicates that agriculture is an important source of employment in 

Belize, providing jobs for more than 10% of the labour force, being the banana, citrus and sugar 

industries the primary export earners in the agricultural sector. More than three-fourths of 

temporary work permits are issued for workers in the agricultural sector. Primarily, banana and 

citrus, and more recently, sugar. Both temporary and permanent labour migration have been able 

to supply the demand for unskilled labour. A review of the temporary employment permits 

indicates how heavily dependent these industries are on migrant labour.  

As mentioned in the project proposal, the absence of labour migration programs and systems to 

support labour mobility in the country was impeding the country from benefitting from the socio-

economic contributions of labour migration and its implications on development. This situation 

also exposed migrant workers to the risk of discrimination, xenophobia, abuse, exploitation, 

trafficking, low pay and dangerous working conditions.   

Particularly in the area of labour migration, there was no specific program in place supporting the 

growing demand for farm-hand workers in the most important agriculture sectors of the country: 

citrus, banana, and sugar. The capacity of national authorities to respond and coordinate actions 

to manage labour migration was also minimal. Furthermore, the absence of conclusive data on 

labour market trends and needs in Belize prevented the GoB from developing of a program 

facilitating labour migration.   

To address to the above-mentioned needs, the IDF funded project entitled “Improving Labour 

Migration Management in Belize” (December 1st, 2014 and March 31st, 2017) aimed at building 

and strengthening the response capacity of national authorities and stakeholders, through 

awareness creation, sensitization and inter-institutional collaboration in the area of labour 

                                                           
1 The 2010 Belize Census revealed that there was a total of 324,528 persons living in Belize. According to the 
Census, 14.2 percent (45,723) of Belize’s population was born abroad. Of the total foreign-born population, 
about two-fifths (41.3 percent) were born in Guatemala, followed by El Salvador (15.5 percent) and 
Honduras (15.3 percent), (The Statistical Institute of Belize, 2013). 
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migration management. By developing a LMNA in the agriculture sector and a comprehensive 

review of the current temporary work-permit system as a basis for a TWPP framework for the 

agriculture sector in Belize, the project expected to improve labour migration management in 

Belize.  

 

Evaluation Objective, Scope and Criteria 

This ex-post evaluation of the project entitled “Improving Labour Migration Management in 

Belize” was conducted at the request of IOM in Belize and the donor, IDF. The purpose of this 

evaluation is to determine whether the project has achieved its intended objective and expected 

results, as described in the results framework, identify lessons learnt from the project’s 

implementation, and provide a set of key recommendations that may inform similar projects in 

the future. The evaluation has assessed the project’s performance against the Organization for 

Economic Co-operation and Development's (OECD)/ Development Assistance Committee (DAC)’s 

criteria of relevance, efficiency, effectiveness, sustainability and impact. Furthermore, the 

evaluation also explores the cross-cutting issues of gender and the rights of migrants. 

The principal audiences for this evaluation include IOM Belize, the GoB, IDF and the Senior 

Regional Thematic Specialist on Labour Migration and Human Development (RTSLHD) in Regional 

Office San Jose. This evaluation also serves other stakeholders, especially those working in the 

field of labour migration and migration policy.  

The scope of the evaluation covers the period of project’s implementation from 1 December 2014 

to 31st March 2017. Geographically, the evaluation covered the Belmopan, Belize City Orange Walk 

District and Dangriga. Data collection in Belize was conducted between January 14th and 17th, 

2019.  

 

Data Collection and Analysis 

The evaluation utilized a combination of qualitative research methods for collecting the necessary 

data to answer the evaluation questions, including: 

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

national regulations and training agendas); 

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

government officials, stakeholders, Non-Governmental Organization and the donor; 

• Focus groups with government officers and the private sector. 

 

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

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

structured topic guide (see annex 2 for the topic guide and annex 3 for the list of interviewees). 
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Since some of the interviewees were located in different countries, Skype was used to conduct 

some of the interviews (n=5).  

Focus groups: One focus group with members of the sugar industry was conducted. Another focus 

group was organized with members of the Work Permit Committee. In both focus group a semi-

structured topic guide (see annex 2) was used.  

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

selecting the interviewees and focus group participants. The logic and power of purposeful 

sampling lies in selecting information-rich cases from which one can learn valuable information 

about the issues under evaluation (Patton, 1990).  

Limitations of the Evaluation 

This evaluation took place 20 months after the end of the project, which resulted in changes in key 

stakeholders and made it difficult for respondents to remember the project. However, the 

evaluator managed to conduct virtual interviews with some of the key stakeholders. In addition, 

key participants such as the former Labour Commissioner, who was the lead partner for this 

project, was no longer in that position and could not be reached for an interview. Also, one 

member of the SC was away on leave and therefore not available for an interview. Moreover, 

access to the beneficiaries (migrant workers) was not possible during the data collection period, as 

it was challenging for the mission to schedule interviews during fieldwork given that access to 

migrant workers had to be done thought the different grower’s farms. Furthermore, there was a 

lack of monitoring documentation to analyze, especially on capacity building activities (no pre or 

post-test assessments were implemented and no list of participants, with contact details to send a 

survey to assess the trainings conducted, was made available to the evaluator). 

3. Findings 

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

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

donors’ policies. 

The analysis of the data obtained from the desk review reports and responses from key informants 

imply that the project responded to the needs of the GoB and the private sector in the targeted 

industries, specifically. The project addressed the need of the GoB in managing labour migration, 

as well as the need of the selected agricultural sectors on securing the migrants workers 

seasonally, especially from the private sector, which needed (and still needs) a program facilitating 

the supply of migrant workers required. Although the project proposal approved by the donor 

mentioned that the beneficiary sectors would be papaya, banana, citrus and sugar cane, the 
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LMNA2 revealed that the papaya industry would not be able to participate given its limited 

existence after a hurricane severely impacted it. This sector was therefore not part of the 

stakeholder meetings, nor considered in the policy options document.  

Although there was a demonstrated need for an improved labour migration management (as 

shown in the LMNA produced by this project), it was not clear to what extent the government was 

committed to improving this issue. Most participants in this evaluation stressed the need to 

continue working on a mechanism to improve labour migration management. The limited actions 

implemented by the GoB towards a TWPP after the finalization of this project could indeed imply 

that the demonstrated need was not translated into a priority by the GoB. Furthermore, some 

respondents mentioned that, at the time, the priority of the GoB was more focused on the 

development of a migration policy, and internal discussions resulted in the project being focused 

on labour migration. Currently, Belize is implementing a new IDF funded project entitled 

“Strengthening the Technical Capacities of the Government of Belize towards Developing a 

National Migration and Development Policy”, that should build upon the project evaluated in this 

report.  

The project proposal was developed according to the GoB, civil society, and especially the private 

sector interests. Bilateral consultation meetings were held with the RTSLHD, the Regional Liaison 

and Policy Officer and the Head of Office of the IOM mission in Belize to ensure that the project 

addressed the stakeholders’ interests. The participation of the private sector (especially 

associations of the targeted industries) was highly important for this project to allow outputs to be 

achieved. For example, for the development of the LMNA, private sector stakeholders provided 

secondary data and allowed the researcher to collect primary data on their farms (e.g., to 

interview migrant workers). Evidence shows that the need to implement a TWPP originated 

specifically from the private sector. Therefore, engaging them in the entire consultation process of 

the LMNA to determine their needs and perspectives was a good strategy.  

The active participation of the GoB representatives during the project implementation, especially 

through the SC, and taking part in other stakeholder meetings, shows the GoB’s active 

engagement in this project.  

The PM’s overall reflection about the project was that the proposal was too ambitious for the 

budget and time available, as it will be explained in more detail when analyzing the criteria of 

efficiency. The project should have focused on capacity building activities and on providing 

sufficient resources for carrying out a robust LMNA. A following phase of this project could have 

focused on supporting the GoB in developing a TWPP, as this initiative requires considerable 

resources in technical support and time.  

 

                                                           
2 The LMNA informed that the papaya industry was forced to close operations in Belize because of being 
unable to recover from the effects of Hurricane Dean in 2007 (IOM, 2016). 
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3.2 Effectiveness 
The effectiveness criterion refers to the extent that an intervention’s objectives are achieved, or 

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

The following table presents the level of achievement of this project’s objective, outcomes and 

outputs.  

Overall objective Contribute to improved labour migration management in Belize. 

Indicator The GoB has adopted and replicated the TWPP in at least one other sector 
within three years after the termination of the project. 

Results achieved The project provided the GoB with policy options to develop a TWPP based 
on the needs identified in the LMNA. However, at the time of the 
evaluation, i. e. 22 months after the project was finalized, the government 
had not yet developed a TWPP for the agricultural sector.  

Results analysis Although the GoB has not put in place mechanisms towards developing a 
TWPP, it is currently working with IOM in Belize on a project3 to develop a 
migration policy. In addition, a regional project implemented by IOM in 
Belize has developed a draft work permit program and it is expected that in 
the upcoming phase of the project this draft program will be validated and 
piloted. 
The evaluation concludes that the GoB has been equipped with the 
resources to guide the development of a TWPP.  

Recommendation The GoB should develop a TWPP that facilitates regular migration for 
migrant workers for the citrus, sugar and banana industry.  

 
 

Outcome The GoB has taken steps to implement the TWPP framework that promotes 
labour migration in the agriculture sector in Belize. 

Indicator TWPP begins the process of implementation within one year after project 
conclusion. 

Results achieved The evaluation found that the GoB has not implemented a TWPP for the 
targeted agriculture sector.  

Results analysis • Documents reviewed showed that two Migrant Labour Meetings 
between the government and agriculture sector were carried out in 
August 2017 to discuss the industry challenges in applying for work 
permits and solutions to address their needs. However, to date, there is 
no TWPP in placed for the agriculture sector in Belize.  

• The evaluation found that no substantive improvement has taken place 
in the recruitment of migrant workers, nor on the procedures to obtain 
work permits. The national identification card for Guatemalan nationals 

                                                           
3 IDF-funded project “Strengthening the Technical Capacities of the Government of Belize towards 
Developing a National Migration and Development Policy” being implemented from February 2018 to 
January 2020 aims to improve migration management in Belize through the development of a draft national 
migration and development policy. 
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is no longer valid to apply for a work permit: over the last two years, 
migrant workers from Guatemala have been required to present a valid 
passport. The representative from the agriculture sector informed that 
this has posed additional barriers and that there remains a need for a 
more efficient and effective process to recruit migrant worker. The 
respondents from the sugar and citrus industry mentioned that they still 
face challenges in securing the seasonal migrant workers needed 
specifically because of the lengthy process to request work permits.  

• DoL informed that discussion to develop a pre-approval mechanism for 
work permits for the agriculture industry is ongoing. The aim of this 
initiative is to speed up the application process once the migrants are in 
Belize given that with this mechanism it is expected that migrants can 
start the work permit application process before travelling to Belize. This 
mechanism therefore would work only for the agriculture sector and it is 
thought to be established by bilateral agreements with countries of 
origin in the region.   

Recommendation The GoB should develop a TWPP that facilitates regular migration of 
migrant workers for the citrus, sugar and banana industries.  

 

Output 1.1  Established coordination mechanism through the creation of a SC and 
signing of a MoU among project partners.   

Indicator Focal points of the four project partners sign MoU and participate in 
quarterly meetings with IOM, in order to follow-through the 
implementation of project activities. 

Results achieved An inter-ministerial SC was created by a MoU with participation from the 
SSB, DoL (Chair), DINS and MNRA. This coordination mechanism met on a 
quarterly basis throughout the project.  

Results analysis • The SC was key to ensuring continuous involvement from the 
governments and their support during the implementation.  

• There were challenges regarding the rotation of SC members that 
affected its work because new members had to be briefed on the 
project. This caused project delays (e.g. documents needed to be 
reviewed again by each new member of the SC).  

• Members of the SC appreciated the coordination meetings and the 
participation of different key governmental agencies. Each agency was 
able to provide inputs on different activities and products, and the 
discussion within the SC ensured that representatives from the GoB 
shared their perspective. However, they agreed that the Ministries of 
Health and Education should have been invited to be part of the SC, 
given the relevance of migration for them as well. Both agencies could 
have provided their inputs to the project documents.  

• The SC was deeply involved in the project implementation, including 
reviewing consultants’ ToRs and reports and suggesting changes in 
planned activities in order to ensure their effectiveness. For example, the 
SC suggested changing the country of the study trip to learn from a 
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Caribbean country (as it was stated in the project proposal) to Mexico in 
order to learn from their experiences. This level of involvement provides 
evidence of some government ownership of the project, despite the fact 
that the final results of the project were not as envisioned. 

• Although the minutes from the SC meetings were produced and 
circulated among participants, minutes should have also been shared 
with decision makers at the political level, such as director and chief 
executive officer (CEO), to keep them abreast of the project 
implementation. This could have encouraged additional buy in across 
ministries. 

• Members of the SC appreciated the technical support provided by IOM 
and mentioned that this project built their capacity to work on a 
migration policy. After the project, stakeholders began to see the need to 
develop a national migration policy.  

• As agreed in the MoU, the SC met on a quarterly basis and focal points 
on the different thematic areas were appointed. However, PM 
mentioned that SC meetings could have taken place more often, rather 
than every 4 months, especially when important decisions needed to be 
made to continue implementation.  

Recommendations • Minutes should be taken in all SC meetings and disseminated amongst 
members and also at the CEO and/or director level department (that the 
focal point is representing) to secure that information is widely 
disseminated.  

• Furthermore, a mid-year and end-of-year meeting of the SC could also 
invite the CEO/director to brief him/her on the implementation status 
and receive political feedback from them.  

• Efforts should be made to secure that SC members do not change during 
the project implementation for more effectiveness and efficiency. To 
provide continuity, this could be included in the agreement signed with 
the government.  

• If rotation is inevitable, coordination between outgoing and incoming 
participants should done to ensure that the handover is properly 
conducted.  

•  Although there was a MoU signed between all parties of the agencies 
participating in the SC, a document such as Terms of Reference (ToRs) 
stating the expected role of participants should be drafted in future 
projects to ensure a clear understating of roles and responsibilities and 
the technical profile of participants.  

• Representatives of the health and education ministries should be 
included in the SC for similar projects in order to include their 
perspectives, especially if they have expertise in policy development.  
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Output 1.2 The capacity of national authorities and stakeholders built and 
strengthened to manage labour migration. 

Indicator 1.2.1 Number of participants (government and stakeholders) who attended 
sensitization workshop.  

Results achieved  This result was fully met as 31 participants (target 30) attended the 
sensitization workshop. 

Indicator 1.2.2 National Authorities have access training/reference material on Labour 
Migration. 

Results achieved A training. package with power point presentations was shared with 
participants. 

Indicator 1.2.3 Number of participants (inspectors) who attended tailored training on 
social protection of migrant workers. 

Results achieved A total of 25 inspectors attended the training, exactly the target that was 
on the project proposal. 

Indicator 1.2.4 Number of participants who attend workshop on TLMP on identifying 
vulnerabilities. 

Results achieved This result was fully met as 35 participants (target 30) attended the 
workshop on TLMP identifying vulnerabilities. 

Results analysis • Based on the document reviewed of training agenda and activity report, 
the project conducted workshop sessions targeting government officials 
and other stakeholders. However, no pre or post-tests were 
implemented to measure the effectiveness of these activities4. Under this 
Output, a study trip to Mexico was undertaken in June 2016, with the 
participation of the two members of the SC (DINS and SSB).  

• These representatives from the SBS and DINS participated in the study 
trip to Mexico with the aim of learning from best practices on Mexico´s 
current work-permit programs. One of the respondents mentioned that, 
based on the knowledge acquired on how social security was handled in 
Mexico, they were able to make special arrangements for migrant 
workers in the citrus, banana and sugar sector to be able to register them 
in the social security system.  

• As a result of the study trip and having learned from how the 
Government of Mexico (GoM) coordinated amongst government 
institutions, SBS started coordinating more closely with different 
governmental institutions on migration related matters.  

• It was mentioned that more time should have been allocated for the 
study trip to better analyze what was presented by the government of 
Mexico and to discuss how some elements could be implemented in 
Belize. The presentation from the GoM provided them with a general 
idea of their labour migration policies. However, because of time 
limitations it was not possible to discuss this in more detail.  

• The DINS participant rotated from his position soon after the study trip. 

                                                           
4 As mentioned in the Challenge and Limitation section, it was not possible to conduct a survey with 
participants of the capacity building activities as participant list was not available.  
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While he mentioned that he shared his recommendation notes and 
recommendations with his supervisor, the evaluator was not able to 
identify if those recommendations had been implemented. The visit 
would have been more effective if participants had been stationed with 
the Director, and not rotated5. This would have enabled better follow up 
on his recommendations and to feed discussion based on his learning on 
a regular basis, rather than submitting reports only once with no follow 
up action.  

• A representative of the labour department of Belize was not available to 
participate in the study trip. Considering its responsibility with work 
permit programs for migrants, this presence would have been key to 
draw more useful lessons learn from the recruitment agreement and 
process for migrant workers in Mexico.  

• Within these capacity building activities, workshops to raise awareness 
on migrants in vulnerable situations were conducted, including the risk of 
trafficking and labour exploitation. However, Belize remains a Tier 3, 
according to the United States JTIP trafficking report (countries whose 
governments do not fully comply with the minimum standards and are 
not making significant efforts to do so) and trafficking in the agricultural 
sector remains a problem6.  

Recommendations • Participants of activities such as the study trip should follow up on the 
recommendations they sent to their supervisors to assure that efforts are 
made to implement them.  

•  For future project, M&E tools should be developed to assess the 
effectiveness of capacity building activities.  

 

Output 1.3 The GoB has an updated labour market needs assessment and 
recommendations. 

Indicators 1.3.1 National workshop conducted to present and discuss assessment findings. 

Results achieved 
1.3.1 

Although there were a few challenges to complete the LMNA (see 
efficiency section), the project delivered the output as planned. The LMNA 
was developed and a workshop on Labour Migration Analysis and 
Migration Policy Development was conducted to present and discuss the 
findings.  

Indicators 1.3.2 Existence of the LMNA and recommendations. 

Results achieved 
1.3.2 

The LMNA was produced, and the report informed the elaboration of the 
framework for a TWPP. 

Results analysis • With high involvement from the SC, the LMNA was produced to inform 
the development of the TWPP framework. ToRs and reports were 
reviewed by the SC, as well as the methodology proposed by the 

                                                           
5 More information on Belize rotation system could be find in “Belize Public Service Regulations 2014” 
http://www.oas.org/juridico/PDFs/mesicic5_blz_resp_annex7.pdf  
6 https://www.state.gov/documents/organization/282800.pdf 

http://www.oas.org/juridico/PDFs/mesicic5_blz_resp_annex7.pdf
https://www.state.gov/documents/organization/282800.pdf
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consultant to collect data to secure that all the information needed was 
collected. 

• Limited budget for a qualified consultant and for implementation of this 
assignment impacted the quality of the final document. A member of the 
SC mentioned that the final LMNA still had methodological limitations 
(such as sample size and limitations with the data produced by the 
government), but that was because of the limited budget available to 
conduct the data collection. 

• The LMNA has provided the government with the information they need 
for decision-making. It delivered evidence on the weaknesses of the 
process and the bottlenecks of the process in issuing work permits. This 
was important considering the limitations of the data produced by the 
GoB.  

• The LMNA provided information on the challenges and perspectives of 
migrants, private sector needs, and gaps in labour migration 
management which was said to be important to develop the policy 
options. 

• The DoL emphasized the importance of the LMNA in raising awareness 
among the GoB on how the industry depends on migrant workers and 
the needs to improve the mechanism to grant work permits.  

Recommendations • Prepare a dissemination plan, ensuring that those stakeholders involved 
in the development of the material receive a copy of the LMNA.  

• Although the LMNA sets a baseline for the need of the labour market in 
the sugar, citrus and banana industries, regular updates to this document 
should be conducted.  

• Replication of the LMNA could be carried out in other industries in Belize 
that are known to employ migrant workers, such as the emerging 
pineapple industry.  

• The LMNA can be used to inform the current migration policy that is 
under development, therefore copies should be disseminated to relevant 
stakeholders.  

• For similar projects, adequate funds should be allocated in order to avoid 

the above-mentioned challenges.  

 

Output 1.4 The GoB has developed a framework for a Temporary Work-Permit 
Program for the agriculture sector. 

Indicator 1.4.1  TWPP framework for the agriculture sector consulted and designed.  

Results achieved 
1.4.1 

The document “What future for temporary labour migration policy in 
Belize?: Focus on Agriculture. Situation analysis and policy options” was 
produced. Through a highly consultative process, the policy options 
framework (one of the main outputs of the project) was produced 
following consultations, focus group discussions, and plenaries with a wide 
cross-section of stakeholders, national authorities and civil society. The 
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process 2016 to consult on a TWPP framework took place between March 
and June. A draft report was then shared with stakeholders to receive 
feedback and comments.  

Indicator 1.4.2 Workshop carried out for dissemination and capacity building on the new 
TWPP. 

Results achieved 
1.4.2 

A workshop was carried out to present the policy options document. This 
workshop was led by IOM Belize, the RTSLHD and the DoL.  

Indicator 1.4.3 Number of informative brochures in Spanish disseminated to migrants. 

Results achieved 
1.4.3 

Six information materials were disseminated among migrants in various 
information campaigns (Alto a la Trata de Personas; Stop Human 
Trafficking; Información Laboral; Labour and You; Work Permit 
Requirements; Requisitos para Tramitar un Permiso de Trabajo). These 
documents were translated into Spanish to ensure outreach to Spanish 
speaking migrants.  

Results analysis • Although the project produced the document entitled, “What future for 
temporary labour migration policy in Belize? Focus on Agriculture. 
Situation analysis and policy options” that provides policy options for the 
GoB to design a TWPP, the project did not achieve the output of 
providing the government with a temporary program framework to 
implement after the project ended.  

• The evaluation identified limitations on the dissemination of the policy 
options report. Respondents in key industries, such as the citrus and 
sugar industries, confirmed that the have not received a copy of the 
policy option document (nor printed or digital copy). This could be due to 
the fact that the document was not printed during the launch event and 
no dissemination plan was put in place. Furthermore, there is no 
evidence that the document has been shared with all relevant decision 
maker in charge of migration management.  

• The informative brochures were disseminated through a series of 
migrant information campaigns that were carried out in five locations in 
the sugar belts and other migrant communities. 

• SC representative mentioned that, although the GoB has not developed a 
TPPW, the policy options document is a step closer to the development 
of a national migration policy. This project has helped the government in 
moving towards such policies. Furthermore, the GoB used the document 
on policy options as a source of the discussions they had with 
government of Guatemala on possibilities to facilitate the movement 
from Guatemala to Belize.  

• A translation of the work permit application form was reviewed and 
made available online, so applicants could access the document there 
instead of buying it at a printing house. However, the evaluation found 
that the form is no longer on DINS website and that members of the 
Work Permit Committee are discouraging using the printed online form. 
The GoB is planning to make additional updates to the form.  

• DINS informed that data provided by their border management system 
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MIDAS module on work permit7 will be shared with DoL for their used-on 
decision making related to the labour migrant policy. The need for 
improvement of data collection was one of the recommendations of the 
policy options for all institutions involved in the work permit process. 

Recommendations • The GoB should continue making efforts to develop a mechanism to 
facilitate labour migrants for the agriculture sector. 

• For the launch event, secure that printed copies of the document are 
ready for dissemination at the event to ensure that relevant 
stakeholders receive a copy.  

• For future initiatives, projects should have clear follow up actions to 
implement policy recommendations. In this case, a new project should 
have built upon this.  

 

3.3 Efficiency 
 

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

etc.) are converted to results. 

The project experienced delays in its implementation. Since the beginning of the project, the 

challenge to coordinate various government stakeholders to attend the initial meetings and to 

form the SC of the project delayed its start up. Furthermore, during the period of implementation, 

there were changes within the government, as General Elections were held in November 2015. 

This required the PM to meet with the new authorities to brief them on the project, which, in turn, 

delayed the process during the government restructuring. This required a restarting of activities 

related to the project in March 2016, resulting in a three-month delay.  

The project was granted two no-cost extensions (NCE) and revisions. The first one was approved in 

July 2016 for a period of two months (1st August to 30th of September) and the second one for six 

months (1 October to 31 March 2017). The documents reviewed showed that the first extension 

requested was not realistic, as the LMNA and the TWPP framework documents required a longer 

timeframe to be developed than planned. As extensions require development of different 

documents and coordination with the donor and the RTS to review and endorse them, this shows 

that there was a poor planning of activities. A solid planning exercise and the use of activity 

monitoring tools would have prevented the request of unrealistic NCEs.  

The planning issues led to a late request of the NCE (which was done towards the end of the 

project). To avoid this situation, donor should be informed with sufficient time about the need for 

                                                           
7 The project “Enhancing Migration Management in Belize through an upgrade of the Migration Information 
Data Analysis System (MIDAS)”, implemented from November 2016 to September 2017, provided the 
government with a module on the system that registers visas and extensions, as well as resident permits 
issued by the GoB, keeping a record of them in the database. Since informed that a report with information 
from 2018 work permits issues during the year will be produced and that information will be provided to 
Labour Department.  
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an NCE. Future projects should anticipate delays due to internal government processes. Risks that 

could affect the implementation of the project, such as general elections, should be considered 

and actions to mitigate the consequences should be planned to avoid delays in the 

implementation.  

The second NCE was challenging, as staff and office costs were insufficient to cover the salary of 

the Project Manager, therefore additional sources of funds had to be sought. The salary of the 

Project Manager’ (also Head of Office) had to be subsidized through other sources.  

Furthermore, there was a substantial dependency on support from different Regional Thematic 

Specialists to achieve all outputs. Deficiencies in budget planning led to budget constraints. The 

limited budget assigned for a consultant to develop the TWPP framework required that the 

RTSLHD take the lead to develop it, with the assistance of a local consultant, as it was not possible 

to secure a qualified consultant with the resources available. This is a significant vulnerability of 

the project planning, as without the support from the RO, the project would have risked the 

possibility of not accomplishing its outputs. On a positive note, this led to a positive balance in the 

budget, as the funds to be used for the TWPP were not fully used (not all that budget line was 

used to pay for the local consultant). With the remaining funds, new activities were proposed in 

the second NCE, such a translation and printing of information material.  

The PM reflected that the project was too ambitious for the budget available. It was strongly 

suggested by respondents that future projects should consider more budget for consultancies in 

Belize, especially to be able to select international consultants given the limited availability of 

experts in the migration field.  

Another challenge faced by the project was related to staffing. The PM was new to the 

organization, having to learn about IOM internal procedures while implementing the project and 

consolidating the relationship with the GoB and other stakeholders. Furthermore, rotation of 

RTSLHD during the implementation of the project impacted on the implementation workplan, 

given the heavy reliance on RO staff.   

 

3.4 Sustainability 
 

The sustainably criteria refers to the continuation of benefits from a development intervention 

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

benefits and, the resilience to risk of the net benefit flows over time. 

The analysis of the sustainability shows limited GoB engagement to continue the development of a 

TWPP. Furthermore, there was no follow up actions on this matter from the Mission once the 

project implementation finished. A new project proposal to support the government in attending 

this need would have been a strategic way to follow up.   
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The SC created during this project for its implementation is no longer active as a coordination 

mechanism. However, some of its former members stated that the experience set the basis for a 

more fluent contact between each ministry.  

At the time of the evaluation, the Work Permit Form could not be download from the DINS 

website. It was instructed in the site that the form could be purchased at The Angelus Press LTD, a 

printing bookstore that has franchises in different cities in Belize. The Work Permit Committee 

mentioned to have received in the past non-professional prints, i.e. low quality (not bought at 

Angelus Press8), so they were encouraging migrants to use forms bought at The Angelus Press LTD.   

As some respondents mentioned, the information document “Labour and you” is still being used 

to disseminate information to people about their labour responsibilities and rights. Additionally, 

the DoL has reproduced the Spanish version of the “Labour and You” translated by this project. 

E.g. Representative of the DoL distributes them on the annual Labour Day. 

 

3.5 Impact 

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

The project contribution to strengthening institutional capacity of the GoB to improving labour 
migration management has been limited, as currently the GoB has not implemented policies for 
developing a mechanism for improving the procedures to apply for a work permit. Although there 
is no comprehensive labour migration policy for Belize that emerged out of the project, the 
evaluation found that the project has set the foundation for the creation of comprehensive 
migration policy in the future, which gives opportunity to address the issue of labour migration, as 
members of the SC mentioned. 

As for the extended contribution of the project to improving protection of migrant´s workers in 
Belize, the representative from the DoL mentioned that as a result of discussion following this 
project, passport requirement for Guatemalan nationals where established with the aim of 
protecting them from potential abuses by not having the entry registration on their passport.  

The project facilitated the dialogue between the government and the private sector to discuss 
their needs that led the government to further extend this dialogue with two meetings with the 
agriculture sector.  

Despite the fact that the SC was not currently active 
as a coordination mechanism, it impacted the 
relationship between different agencies as it brought 
together GoB agencies to work together. The 

                                                           
8 Angelus Press is a retail stationary and office supplies store in Belize. 

“Because IOM brought different people 

from different organizations we were 

able to build partnership, build a 

network” SC member. 
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members built network and partnership with other agencies to better improve their work and join 
efforts to avoid duplications. The project brought together agencies that normally would not work 
together or interact with each other.  

The GoB highlighted the importance of this project for setting the ground to start working on 

issues related to migrant workers in Belize. A process of dialogue between the countries of origin 

such as Guatemala, was stablished after the project, discussing the possibility of making bilateral 

agreements to facilitate migration from this country. Conversations are still ongoing to reach to an 

agreement on this matter.  

New projects in Belize need to build up on the basis of previous projects, to contribute to support 
the government in developing a mechanism that facilitates migration in the agriculture sector.  

3.6 Cross-Cutting Themes 

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

a) Gender  

When determining to what extent gender has been integrated in the project, there was limited 
gender mainstreamed. Minimum references were included in the project proposal, such a securing 
that the capacity building activities were attended by women as well. The LMNA did capture some 
gender information, just sex desegregation, but during the project proposal gender was not 
mainstreamed at all. For future projects, a gender analysis during the conceptualization of the 
project could have been conducted.  

The training conducted did not mainstream gender in its curricula, only the trafficking activities 
ensured a gender-neutral language. One suggestion provided to improve gender mainstreaming in 
future project is to include gender within the training curriculum in future capacity building 
activities. Furthermore, in the proposal it was mentioned that equal participation of men and 
women would be secured, however, when reviewing the document provided by the PM on two of 
the capacity building activates, it was identified that the two-day workshop on best practices in 
line with international conventions on the social protection of migrants was attended by 21 males 
and 14 females. As for the two-day workshop on migration policy, the quota for male (n=12) and 
female (n=11) was more balanced.  
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b) Rights-based approach 

Analysis of the integration of a rights-based approach was done using the “IOM Rights-based 
approach to programming handbook”9 to assess to what extent the project took into account the 
needs of vulnerable and disadvantaged populations to promote social equity.  

The evaluation found that the project contributed to the promotion of rights of migrants by 
conducting capacity building activities, targeting front-line immigration, police, customs and 
labour officers to raise awareness in the areas of social protection of labour migrants and 
identifying vulnerabilities, including victims of labour trafficking and unaccompanied children. In 
addition, information campaign (workshops) conducted with the DoL and SSB on work permit 
requirements, social security benefits, combatting human trafficking, supported the promotion of 
right of migrants. Furthermore, information material was disseminated for migrant workers and 
employers to learn about their rights and responsibilities.  

In addition, some of the initiatives taken by the government after the implementation of the 

project, such as the SSB actions towards implementing special consideration for migrant workers 

in the agriculture sector to be registered in their system, show that the program has contributed 

to the protection of this population. 

 

Lessons Learned / Best Practices 

 

One of the major strengths of this project is the creation of an inter-ministerial SC for the 

implementation of the project. This has resulted in engagement and cooperation among different 

government agencies, resulting in regular contact between the government and IOM. The 

validation of activities and outputs on behalf of the SC, such as the revision and approval of the 

LMNA reports, ensures that the products generated by the project have the sign-off by the 

Government. As a lesson learned, for projects that aims at working with the SC during the project 

implementation, meetings should be scheduled when important decisions need to be made to 

continue the project’s implementation, such as the review of documents. 

  

The participatory approach implemented during this project to elaborate two of its key outputs 

was very important. The engagement of the different stakeholders (private sector, civil society, 

government, migrants) to elaborate the LMNA was important to ensure that information would 

represent all beneficiaries in the policy options.  

 

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

https://publications.iom.int/books/rights-based-approach-programming
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4. Conclusion and Recommendations 

Overall, the project “Improving labour migration management in Belize” has provided the GoB 
with information on the gaps in the current work permit system and the important needs of the 
agricultural sector to hire migrant workers. In addition, the GoB has a document with policy 
options to develop a mechanism that better suits their needs and support the development of the 
agriculture sector, while contributing to the well-being of migrants in Belize.  
 
This Project has contributed to strengthening the relationships between different ministries 
involved in this project. Furthermore, it allowed for the GoB and the agriculture sector to start 
discussions on labour migration.  
 
The stakeholder engagement during the implementation was key to secure the project’s 
accomplishments. The SC created for this project was important for GoB’s involvement. Moreover, 
by including different industries’ representatives in the consultations, it was possible to access 
data to conduct the LMNA, as well as to ensure that the TWWP framework includes views and 
contributions from different stakeholders.  
 
The project has set the foundation for the GoB to further engage in developing a mechanism to 
facilitate safe, orderly and regular migration of worker.   
 
The following are a set of recommendations that emerged from the analysis conducted in this 
evaluation: 

 

1. Mission to support the GoB to pilot a TWWP: based on the policy options document, and 
the subsequent activities that have been carried out in other programs, current and future 
projects should build upon it to implement a TWPP. 
 

2. Update the LMNA: although the LMNA provides highly important information on the 
needs of the labour market in the sugar, citrus and banana industries, update to this 
document should be conducted when the GoB develops a TWWP to secure that the 
information is up to date. Furthermore, replication of an LMNA could be done in other 
industries in Belize that are known to employ migrant workers, such as the emerging 
pineapple industry.  
 

3. Secure further dissemination of project publications: for future projects, it is 

recommended to consider a strategic and efficient distribution plan of project 

publications, securing that key government officials, as well as stakeholder involved in the 

development receives one.  

4. Improve the SC MoU: to secure that members of the SC are not rotated during the project 

implementation, a commitment from the representing ministry should be documented to 

avoid the rotation of staff, when possible. Terms of Reference with roles and 
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responsibilities of member should be developed, including responsibilities of members to 

regularly communicate to their CEO or director the status of the project. 

5. Strengthen project development and planning capacities: improving project design is key 

for the project implementation, as well as for measuring results. Future projects should 

design a solid budget and adequate to the level of professional consultants required, 

following IOM and donor standards, preventing from developing ambitious project with 

the available funds. Furthermore, to avoid NCEs, when developing projects requiring a 

high degree of engagement from the government, enough time should be given to 

handling internal government bureaucracy, as well as anticipate risks to the project 

implementation, such as general elections.  
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Annexes 
 
 

Annex 1 Terms of reference 

             

Terms of Reference 

For the ex-post internal evaluation of the project: 

“Improving Labour Migration Management in Belize” 

 

Project Identification: Project Code LM.0262 

Executing Organization: International Organization for Migration (IOM) 

Project Management Site 
and Relevant Regional 
Office 

IOM Belize 
IOM Regional Office, San Jose. Costa Rica  

Project Period and Overall 
Duration: 

01-12-2014 to 31-03-2017 (28 Months) 

Geographical Coverage: Belize 

Project Beneficiaries: Government of Belize, migrant workers in Belize (Approx. 4000), 
the agricultural sector (4 main industries) 

Project Partner(s): The Department of Immigration & Nationality Services (DINS), the 
Department of Labour (DoL), the Agriculture Department (AD), 
and the Social Security Board (SSB) 

Total Funding: USD 150,000  

 

Evaluation Commissioning Office: IOM Belize 

1. Evaluation context 

For the Government of Belize, migration represents a growing challenge due to the lack of 
comprehensive labour migration policies. Moreover, national authorities have difficulty in 
establishing a coordinated response to manage the existing immigrant stock and dealing with the 
increasing temporary, permanent, regular and irregular migrants. The absence of labour migration 
programs and systems to support labour mobility is impeding the country from benefitting from 
the socio-economic contributions of labour migration and its implications on development. This 
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situation also exposes migrant workers to the risk of discrimination, xenophobia, abuse, 
exploitation, low pay, dangerous working conditions and labour trafficking.   

When the project was developed, the GoB lacked comprehensive migration policies (although 
currently with the project IDF funded project “Strengthening the Technical Capacities of the 
Government of Belize towards Developing a National Migration and Development Policy” work is 
being done in developing one. Particularly in the area of labour migration, there was no specific 
programme(s) in place that supports the growing demand for farm-hand workers in the agriculture 
sector. The citrus, banana, papaya, and sugar industries represent a growing agriculture sector, 
and the country was still heavily-dependent on the long-term viability of these industries. The 
capacity of national authorities to respond and coordinate actions to manage labour migration 
was also minimal.  Similarly, the absence of conclusive data on labour market trends and needs in 
Belize possess a challenge to the GoB to properly articulate programs that support a national 
labour migration policy. The GoB was aware of the impending need to build and strengthen its 
response capacity and to establish programs to help properly manage labour migration in Belize. 
The overall objective of this intervention was to contribute to improved labour migration 
management in Belize. 

Within this context the GoB requested IOM’s support to implement three main components as 
follows:  1) To build and strengthen the response capacity of national authorities and stakeholders 
in the area of labour migration management. 2) To carry out a labour market needs assessment 
(LMNA) in the agriculture sector. 3) To support the design of a temporary work-permit issuance 
program framework for the agricultural sector in Belize.   

 

2. Evaluation purpose 

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

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

will measure achievements according to the following sub-objectives: 

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

project proposals; 

• Assess the relevance and efficiency of project interventions; 

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

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

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

factors contributing to success; propose corrective actions for similar projects. 

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

project. 
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This ex-post project evaluation is being conducted to generate findings, conclusions and 

recommendations that will be useful for the GoB of Belize, IOM Development Fund (IDF) and 

Labour Migration Regional Thematic Specialist in Regional Office San Jose. 

 

3. Evaluation scope  

The scope of the evaluation will cover the period from (1 December 2014 to 31 March 2017) of pro

-ject implementation.  

All stakeholders will be consulted on the project implementation, results, and their perception, 

including IOM staff managing the project, relevant representatives of ministries, members of the 

Steering Committee, migrant workers and member of the agricultural sector 

As per geographical coverage of the project, it will cover the entire country of Belize.  

 

4. Evaluation Criteria: 

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

efficiency, effectiveness, sustainability and impact. 

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

I. Was the project responsive to the needs and priorities of the Government of Belize (GoB)?  

II. Do the expected outcomes and outputs remained valid and pertinent in terms of the 
beneficiaries’ and stakeholders’ needs to which the project was designed to respond?  

III. Were the stakeholders involved in the formulation of project objective and outcomes? 

 

Effectiveness:  

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

the outputs contribute to outcomes and objectives?  

II. Has the GoB taken steps to implement the Temporary Work-Permit Program that 

promoted labour migration in the agriculture sector? 

III. To what extend the Labour Market Needs Assessment was effective in informing the GoB 

to develop Temporary Work-Permit Program? 

Efficiency:  

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

and consistent with the strategy of the project? 
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II. Were activities implemented in a timely manner as represented in the projects’ work 

plan? 

III. Were challenges in project implementation identified and addressed swiftly and 

appropriately? 

Sustainability:  

I. Did the project management put in place mechanisms to sustain the results from the 

project? 

II. To what extent the GoB introduced or modified structures, resources and processes to 
ensure that benefits generated by the project continue once external support ceases? 

III. Are the project partners adequately capacitated (technically, financially and managerially) 
for continuing to deliver the project’s benefits/services?  
 

Impact: 

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

improving labour migration management in Belize? 
III. To what extended the project contributes to improving protection of migrant’s workers in 

Belize? 
IV. Have the outcomes of the project contribute to the development of a comprehensive 

labour migration policy in Belize? 
 

 
Cross-cutting themes 

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

• Does the project actively contribute to the promotion of rights of migrants and  
accountabity to affected populations?  
 

5. Evaluation methodology  

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

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

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

The evaluator will be expected to deliver the following outputs: 

- Evaluation data collection tools 

- Evaluation draft report 

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

- Final evaluation report 

 

The final evaluation report should have the following format: 

- Executive Summary 

- Introduction and Background 

- Context and Purpose of the Evaluation  

- Evaluation Framework and Methodology 

- Findings and Analysis 

- Relevance 

- Efficiency 

- Effectiveness 

- Impact 

- Sustainability 

- Conclusions and Recommendations 
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 Annex 2 Methodology 

A) Document Review 

• Labour market needs assessment (LMNA) for the Belize agriculture sector: banana, citrus 
and sugar industries 

• What future for temporary labour migration policy in Belize? Focus on Agriculture. 
Situation analysis and policy options 

• Project proposal 

• Interim donor report (1,2,3,4) 

• Final Report 

• Narrative Project Proposal “Strengthening the Technical Capacities of the Government of 
Belize towards Developing a National Migration and Development Policy” 

• Migrant Labour Meetings Minutes (8 August and 29 August 2017) 
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B) Interview topic guide 

Topic Guide for Key Informant Interviews (IOM staff) 

Post evaluation 

“Improving Labour Migration Management in Belize” 

Informed consent 

 

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

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

between 2014 and 2017 by our office in Belize “Improving Labour Migration Management in 

Belize” to support the government of Belize in their migrant management efforts. 

We are talking with IOM colleagues and other relevant stakeholder that were part of the project 

implementation to know about their experience with it.  

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

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

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

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

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

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

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

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

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

before we start? 

 

Relevance 

• Could you describe your role in the project “Improving Labour Migration Management in 

Belize” project and since when you were involved?  

• To what extent were you involved in conceptualizing the project?  

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

the problem that the project was intended to address 

• In your opinion, why the donor decided to fund this project? 

• Did IOM design the right project to meet the needs of stakeholders. Why yes or why not? 

What could have been done differently?   

• Was the project responsive to the needs and priorities of the Government of Belize (GoB)? 
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• Do the expected outcomes and outputs remained valid and pertinent in terms of the 

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

• What, if any, changes could be made to similar future projects to make it more 

appropriate in line with relevant beneficiary concerns and needs? 

 

Effectiveness 

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

project's contribution to the observed change?  

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

project to which these results are attributable?  

• How effective has the project been in responding to the needs of the beneficiaries, and 

what results were achieved? 

• During the Non-Cost extension of the project there was also a revision? Can you describe 

why those chances were made? 

 

 

Efficiency  

• In your opinion, were human, financial, and technical resources allocated properly to the 

project?  

• To what extent did the project make the best use of available resources? 

• Were challenges in project implementation identified and addressed swiftly and 

appropriately? 

• The project was granted a Non-Cost Extension. Can you describe why and how the 

decision was made? Is this something that could have been forth seen in the development 

stage to prevent this? 

• What were the challenges faced during the project implementation?  

 

Sustainability 

• What measures have been taken to have the effects of the project be maintained after the 

project is completed?   

• Do the project have the financial capacity and are they committed to maintain the benefit 

of the project in the long run? 

 

Impact 

• What was the impact of the project to contribute to improve labour migration 

management in Belize? 

• What was the impact of the Trainings in improving labour migration management in 

Belize? 
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• What is the impact of the project in strengthening institutional capacity of the GoB to 

improving labour migration management in Belize? 

• To what extended the project contributes to improving protection of migrant’s workers in 

Belize? 

 

Cross Cutting issues 

• Were women and men distinguished in terms of participation and benefits within the 

project? (gender) 

 

Rights based 

• Were specific vulnerable groups helped by the project? If so, please provide examples 

 

Closing 

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

relevant?  (Closing question) 

 

[Thank participant for his/her cooperation] 



36 | P a g e  
 
 

 

 
 

Topic Guide for Key Informant Interviews (Stakeholders) 

Post evaluation 

“Improving Labour Migration Management in Belize” 

Informed consent 

 

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

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

between 2014 and 2017 by our office in Belize “Improving Labour Migration Management in 

Belize” to support the government of Belize in their migrant management efforts. 

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

project implementation to know about their experience with it.  

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

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

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

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

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

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

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

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

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

before we start? 

Relevance 

• Could you describe your role in the project “Improving Labour Migration Management in 

Belize” project and since when you were involved?  

• To what extent were you involved in conceptualizing the project?  

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

the problem that the project was intended to address?  

• Did IOM design the right project to meet the needs of stakeholders. Why yes or why not? 

What could have been done differently?   

• Was the project responsive to the needs and priorities of the Government of Belize (GoB)? 

• Do the expected outcomes and outputs remained valid and pertinent in terms of the 

beneficiaries’ and stakeholders’ needs to which the project was designed to respond?   
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• What, if any, changes could be made to similar future projects to make it more 

appropriate in line with relevant beneficiary concerns and needs? 

 

Effectiveness 

• Could you describe if something has changed since the implementation of the project 

then? What? How? What was the project's contribution to the observed change?  

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

project to which these results are attributable?  

• How effective has the project been in responding to the needs of the beneficiaries, and 

what results were achieved? 

• How effective was the Labour Market Needs Assessment in providing information to the 

GoB for the design of a Temporary Work-Permit Program? 

• To what extend the government used the information for informing their labour migration 

policy?  

• Has the GoB implemented any action to developed a Temporary Work-Permit Program 

that promoted labour migration in the agriculture sector? 

 

For trained participants only 

o How effective where the trainings in building and strengthened capacity of 

national authorities to manage labour migration? 

 

For participants of the study trip   

o How effective were the study trips to learn more about the existing work permit 

program between Mexico and Guatemala and to learn from the Mexican 

experience in regularized labour migration? 

 

Sustainability 

• Has any measured being implemented to maintain the effects of the project? Did the GoB 

allocated funds for that?  

• Has the GoB replicated information campaign for migrant workers? 

 

Impact 

• What was the impact of the project to contribute to improve labour migration 

management in Belize? 

• As any mechanisms and agreements being establishment such as a country quota system, 

visa categories, recruitment programs and data sharing protocols can help promote 

regular migration flows? 

• What was the impact of the project in the GoB taking steps to implement a Temporary 

Work-Permit Program that promotes labour migration in the agriculture sector? 
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• Has the government extended the TWPP to industries other than the agricultural sector? 

• Has the government established any additional agreement on Temporary Migrant Workers 

with CARICOM or SICA as a result of this project? If yes, is this operational? 

 

Cross Cutting issues 

• Were women and men distinguished in terms of participation and benefits within the 

project?  

 

Rights based 

• Were specific vulnerable groups helped by the project? If so, please provide examples 

 

Closing 

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

relevant?   

 

[Thank participant for his/her cooperation] 
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Topic Guide for Focus Group (Steering Committee) 

Post evaluation 

“Improving Labour Migration Management in Belize” 

Informed consent 

 

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

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

between 2014 and 2017 by our office in Belize “Improving Labour Migration Management in 

Belize” to support the government of Belize in their migrant management efforts. 

We would like to invite you to be part of this evaluation to find out about your views and 

experiences being involved in this project. If you are to take part, you will be in group discussion 

that will last about 1 hour. Your participation is voluntary, If there are any questions that you don’t 

feel comfortable answering, just tell me and I’ll move on to another topic area. I am interested in 

everyone’s views – therefore, it is very important that, during the discussion, you all feel free to 

express your views, even if your views are different from the views of others – it is normal for 

people to have different views on the issues we will be discussing. Of, if any of you decide to 

withdraw from participating any time and you are not obliged to provide justify why you are 

withdrawing. This discussion is completely confidential. With your permission, I’d like to record 

the discussion with this device. This is so the discussion can be transcribed. Are you happy to 

continue with the discussion and for it to be digitally recorded? Is it fine if I use quotes to illustrate 

the report? If you agree with me taking quotes rest assure I won’t specify who said that as the 

report will be general and anonymous. Do you have any questions before we start? 

Introduction 

• Let’s start with some introductions. Can everyone say their name and role in the project? 

Relevance 

•  

• Going back to the beginning, when you joined the Steering Committee what were the 

main issues problems you were expected to help address? What were your priority 

responsibilities you were given? 

• How has the IOM’s project supported or contributed to relevant national policies or 

strategies related to labour migration? In which areas? Can you provide specific examples 

of good contributions? 

• Did IOM design the right project to meet the needs of the stakeholders? Why or why not? 

What could have been done differently? 
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• Were there obvious or critical gaps that the IOM project or activities did not address? 

What were they? 

 

Effectiveness 

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

project's contribution to the observed change?  

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

project to which these results are attributable?  

• How effective has the project been in responding to the needs of the beneficiaries, and 

what results were achieved? 

• How effective were the Steering Committee meetings?  Is there anything that you could 

have done different?  

• How effective was the Steering Committee in monitoring the progress of the project? 

• How effective was the Memorandum of Understanding in setting up the roles and 

responsibilities of the Steering Committee? 

• Can you remember what were the issues with the LMNA that failed to meet the minimum 

expectations? How effective was the LMNA in providing evidence of existing needs of 

information to improve labour migration management in Belize? Did the LMNA provided 

information for the development of a temporary work-permit program (TWPP) framework 

targeted for the agriculture sector with a focus in the banana, citrus, papaya and citrus 

industries? 

• The Steering Committee participated in the development of the Temporary Work-Permit 

Program (TWPP) framework, can you remember how was that experience? How was the 

final product in line with the needs of the GoB? Was it used by the GoB? How? Anything 

that should have been changed? Any lesson learned from that process? 

 

Efficiency 

• Were there any challenges in the project implementation? What? How could they have 

been avoided? 

• The signature of the Memorandum of Understanding took more time than stated in the 

project proposal, what were the challenges?  

 

Sustainability 

 

• Were the project achievements maintained and expanded over time? 

• What lessons have you learned from the IOM assisted project? Have any knowledge and 

lessons been used? 

• Would you say there is a high degree of local / national ownership of this project? Why or 

why not? 
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• How could national ownership be improved? 

 

Impact 

• What was the impact of the project in contributing to the improvement of labor migration 

management in Belize?  

• What was the impact of the project in Government of Belize in taken steps to implement 

the Temporary Work-Permit Program framework that promotes labor migration in the 

agriculture sector in Belize? 

•  

 

Closure 

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

relevant?   

 

[Thank participant for their cooperation] 
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Topic Guide for Focus Group (Work Permit Committee) 

Post evaluation 

“Improving Labour Migration Management in Belize” 

Informed consent 

 

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

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

between 2014 and 2017 by our office in Belize “Improving Labour Migration Management in 

Belize” to support the government of Belize in their migrant management efforts. 

We would like to invite you to be part of this evaluation to find out about your views and 

experiences being involved in this project. If you are to take part, you will be in group discussion 

that will last about 1 hour. Your participation is voluntary, If there are any questions that you don’t 

feel comfortable answering, just tell me and I’ll move on to another topic area. I am interested in 

everyone’s views – therefore, it is very important that, during the discussion, you all feel free to 

express your views, even if your views are different from the views of others – it is normal for 

people to have different views on the issues we will be discussing. Of, if any of you decide to 

withdraw from participating any time and you are not obliged to provide justify why you are 

withdrawing. This discussion is completely confidential. With your permission, I’d like to record 

the discussion with this device. This is so the discussion can be transcribed. Are you happy to 

continue with the discussion and for it to be digitally recorded? Is it fine if I use quotes to illustrate 

the report? If you agree with me taking quotes rest assure I won’t specify who said that as the 

report will be general and anonymous. Do you have any questions before we start? 

Introduction 

• Let’s start with some introductions. Can everyone say their name and role in the project? 

Relevance 

• How has the IOM’s project supported or contributed to relevant national policies or 

strategies related to labour migration? In which areas? Can you provide specific examples 

of good contributions? 

• Did IOM design the right project to meet the needs of the stakeholders? Why or why not? 

What could have been done differently? 

• Were there obvious or critical gaps that the IOM project or activities did not address? 

What were they? 
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Effectiveness 

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

project's contribution to the observed change?  

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

project to which these results are attributable?  

• How effective has the project been in responding to the needs of the beneficiaries, and 

what results were achieved? 

• Has the GoB used the Labour Market Need Assessment? If yes, for what purpose?   

• Has the GoB used the document on Situation Analysis and Policy options Focus on 

Agriculture? If yes, for what purpose?  

• Has the GoB developed a Temporary Work-Permit Program (TWPP)?  If not, why? 

 

 

Sustainability 

 

• Is the electronic version of the Work Permit Application on the Government of Belize 

website? 

• Have more copies of the “Labour and You” being printed and disseminated?  

• What lessons have you learned from the IOM assisted project? Have any knowledge and 

lessons been used? 

• Would you say there is a high degree of local / national ownership of this project? Why or 

why not? 

• How could national ownership be improved? 

 

Impact 

• What was the impact of the project in contributing to the improvement of labor migration 

management in Belize?  

• What was the impact of the project in Government of Belize in taken steps to implement 

the Temporary Work-Permit Program framework that promotes labor migration in the 

agriculture sector in Belize? 

• There has being any change in the way that the Work Permit Committee issues the 

permits?  

 

Closure 

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

relevant?   

 

[Thank participant for their cooperation] 



44 | P a g e  
 
 

 

 

Annex 3 List of participants 

N° Name Position Institution 

1 Salvador Gutiérrez Program Coordinator OIM 

2 Ricardo Cordero Regional Specialist Labour 
Migration & Human 
Development 

OIM 

3 Anna Platonova Head of Labour Mobility and 
Human Development 

OIM 

4 Alessia Castelfranco IOM Development Fund OIM 

5 Rene Chuc Project Manager  OIM 

6 Mario Arzu Director Nationality and 
Passports Department 

DINS 

7 Sean Sebastian Manager, Research and 
Analysis Services 

SSB 

8 Judith Williams Executive Secretary/Human 
Resources Manager 

CGA  

9 Eugene Cleland Chief Executive Officer CGA 

10 Gordon Wade Philip Goldson International 
Airport Port Commander 

DINS 

11 Paulette Wagner Acting Labor Commissioner DoL 

12 Edgar Cano Port Commander DINS 

13 Enrique August  Director Help for Progress Ltd 

14 Members of the Work 
Permite Committe 

Work Permit Committee DoL, DINS, Ministry of 
Human Development, 
Social Transformation 
and Poverty Alleviation, 
Ministry of Education, 
Youth, Sports and 
Culture. 

15 Diana Locke  Director of Immigration and 
Nationality 

DINS 

16 Michelle Segura Anti-Trafficking in Persons 
Focal Point  
 

Anti-Trafficking in 
Persons Council 

17 Oscar Alonzo Chief Executive Officer BSCFA 

18 Melanie Smith Bardalez Consultant Independent consultant 

 
 


