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EXECUTIVE SUMMARY 
 

IOM has implemented a project with the title “Ghana Integrated Migration Management 

Approach” since June 2014 until end of December 2017. The project was divided into three 

different components. In May 2018 an external evaluation of the project was requested by IOM 

to appraise the project performance. The external evaluation mission built on the internal mid-

term evaluation report undertaken by IOM in March 2017 and focused more its efforts in 

attempting to identify the outcomes and the impact of the project than on the analysis of the 

completed outputs. 

The primary project beneficiary, GIS, has reported a high level of satisfaction overall with the 

GIMMA project, providing a 4.38 average rating (on a scale of 1 minimum to 5 maximum) from 

13 GIS respondents. The most valued interventions of the project were: 1) the development of 

the Legal Handbook, with illustrative evidence that it is being used both at the central level and 

at field level, as gathered during the evaluation visit; 2) the construction of the five border posts; 

3) the work undertaken by the MIC through its proactive campaign through media houses (radio 

and TV) and outreach activities, being able to reach a total of over 62,670 people from 73 

communities in the region by the time of the closing of the project.   

On the lower side, the development of component 3 and in particular of the migration database 

has drawn some criticism as it is very labour intensive and there are doubts about the value of 

the information it will be providing when the data entry is completed. This component received 

the lowest rating of the three. 

The other intervention that could have yielded better results is the alternative livelihoods 

intervention in Nkoranza. Although the evaluation could not visit the site or have an interview 

with the agricultural consultant in charge of providing the technical support on-site, there were 

various reports that the project initially started with a promising dynamic, which was maintained 

until the end of the project, but that the outcome of the intervention did not fulfil the 

expectations or the business plan that was established for the agricultural livelihoods.  

The context in which the project took place was complex. Staff changes in the EUD, the GIS and 

IOM means that none of the original stakeholders who designed the project were available. 

Previous EU projects had been channelled directly to GIS with different procedures than those 

used by IOM. Communication between the different stakeholders proved a challenge, and the 

sustained and patient efforts of IOM enabled the project to complete almost all its intended 

activities by the end of the extended project period in December 2017. 

A number of lessons, good practices and recommendations are made in the body of the report 

to improve future similar projects. As the title suggests, the project was ambitious, and was not 

supported by a strong results framework identifying the indicators and means of verification to 

appraise the outcomes and impact of the project.  

Despite numerous challenges and constraints, the project was able to complete almost all its 

activities, except for the livelihoods, and the data management information, which is dependent 

on the capacity of the GIS to finalise the data entry to generate the corresponding report. 

 Given the context, IOM’s performance has been adequate in the management of the GIMMA 

project. 
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1. Introduction 
 

IOM Ghana (hereafter referred to as “IOM”), has hired an independent consultant to undertake 

the final Evaluation of the Project: “Ghana Integrated Migration Management Approach” 

(hereafter referred to as “GIMMA”). The project started on1st June 2014 for an original period 

of 36 months but received a No Cost Extension (NCE) for an additional 7 months, bringing the 

total project life to 43 months, ending on 31st December 2017.  The total project budget is Euros 

3,000,000 entirely funded by the European Union (EU) through the European Delegation Office 

in Ghana.  

This evaluation has been commissioned by the IOM to obtain an external assessment of the 

project performance regarding its impact and to identify good practices and lessons that may 

serve to guide similar interventions in the future.  

2. Purpose, scope and objective of the assessment 
 

The overall objective of this final evaluation is “to determine the extent to which objectives were 

achieved and assess the success of the action”. 

The purpose of this external evaluation is to assess the relevance, effectiveness, efficiency, 

sustainability, and impact of the project and the extent to which it has achieved its objectives as 

set out in the project documents. The evaluation identifies key lessons and documents good 

practices. 

The specific objectives of the evaluation are: 

1. To assess the effectiveness and impact of the project; 

2. To assess the sustainability of the project’s results; 

3. To identify strengths and weaknesses, opportunities and challenges and external factors 

that have affected the achievement of the immediate objectives and the delivery of 

outputs; 

4. Identify good practices and lessons learnt during project implementation; 

5. Highlight recommendations for ensuring the sustainability of the results; 

6.  Provide concrete recommendations for future design and implementation of similar 

projects 

 The criteria for the evaluation are standard evaluation criteria defined by the DAC of the OECD: 

relevance, efficiency, effectiveness, sustainability, impact.  

The scope of evaluation is the full Project duration since its start on 1 June 2014 until its end 

date of 31st December 2017.  As the project was subject to an internal evaluation in March 2017 

and in line with the Terms of Reference, the internal evaluation was used as a starting point for 

the elaboration of the final evaluation, and achievements will be measured against previous 

findings and recommendations. 

3. Audience 
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This external evaluation is meant to provide evidence of results and accountability to IOM, as 

well as its EU donor and beneficiaries (GIS). The primary audience therefore is the IOM Ghana. 

It is also meant as a learning exercise. IOM may decide to publish the report for dissemination 

and communication purposes.  The evaluation was undertaken under the direct oversight of the 

Chief of Mission, supported by the international Project Officer who was also the evaluation 

manager and ensured that the final evaluation process and deliverables were undertaken in line 

with the ToR and the contractual arrangements. 

4. Project background 
 

The project started on 1st June 2014 and ended after 43 months on 31st December 2017, with 

total funds of Euros 3,000,000.  

The project has one overall objective and three Specific Objectives, each with a corresponding 

set of expected results, as described hereunder: 

Table I. GIMMA objectives and results 

Overall Objective To contribute to the efforts of the Government of Ghana to manage 
migration effectively through the establishment of an integrated 
migration management approach 

Specific Objective 1. To enhance the institutional capacities of the GIS to implement 
effective migration management measures; 

2. To increase the awareness of (potential) migrants on safe and 
legal migration and alternative livelihood options; 

3. To strengthen Ghana’s migration data management system 

Expected Results 
SO 1 

Component 1: the capacity of GIS to implement effective migration 
management measures is strengthened 
 
ER1. Understanding of domestic, regional and international legal 
instruments governing migration in Ghana is strengthened, leading to a 
more effective implementation 
 
ER2. Training capacities of the Immigration Service Training School are 
enhanced through the provision of equipment and capacity building 
support. 
 
ER3. Select border posts in key border areas are strengthened to execute 
more effective border control 

Expected Results  
SO 2 

Component 2: information resources on safe and legal migration and 
alternative livelihood options have been made accessible to potential 
migrants, returnees and migration affected communities 
 
ER1. The role and institutional structure of Migration Information 
Bureaus (MIB) is redefined 
 
ER2. Two Migration Information Bureaus are operational and have been 
provided with the necessary equipment, information materials and 
communication tools 
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ER3. Potential Ghanaian migrants are better informed about the risks of 
irregular migration and legal channels of migration 
 
ER4. Alternative livelihood options are recognised among the target 
communities with thigh numbers of returnees from Libya 

Expected Results 
SO3 

Component 3: the existing knowledge management system on migration 
is enhanced through a consultative process with all key stakeholders 
 
ER1. Coordination among key stakeholders involved in migration data 
management is strengthened 
 
ER2. A national migration data management framework is established 
 
ER3. A national migration database is developed and regularly updated 
 
ER4. Migration data are analysed and made available to policy makers to 
facilitate better development planning and migration management 

5. Evaluability 
 

The project has identified an overall objective, three specific objectives and a series of products 

that should lead to the achievement of the objectives. However, it has not identified the 

indicators that will be used to appraise the achievement of the objectives nor has the project 

defined the manner and means through which the evidence will be collected (for example, 

through a project monitoring plan) or the means of verification. This is due to the use of the EU 

template by IOM in the description of the action (DoA) that does not identify specific indicators1. 

Although the logical framework on page 25 contains a footnote stating that “the indicators will 

be reviewed and determined during baseline surveys”, baseline surveys did not take place and 

were substituted by needs assessments that did not identify the performance indicators for each 

specific objective. As a result, the project evaluability is subject to interpretation in absence of 

clearly identified indicators, and the evaluation will gauge results achieved from the above-

mentioned results framework, as well as from the earlier internal evaluation.  

6. Approach and methodology 
 

The evaluation followed the “utilization-focused evaluation” approach that is described by M. 

Q. Patton in his book “utilization-focused evaluation2” that continues to be a good practice 

reference material for the conduct of evaluations.  

The five criteria for undertaking the assessment are mentioned in the ToR and are the standard 

criteria used for project evaluations: relevance, efficiency, effectiveness, impact, and 

sustainability. 

                                                           
1 IOM template, as illustrated in the IOM Project Handbook does cover M&E adequately. 
2 “Utilization-focused Evaluation”, Michael Quinn Patton, 3rd Edition, Sage publications, 1997 
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The definition of each of the evaluation criteria has been given by the OECD/DAC glossary of key 

terms in evaluation and results-based management in 2002 as follows3 : 

“Relevance: The extent to which the objectives of a development intervention are consistent 

with beneficiaries’ requirements, country needs, global priorities and partners’ and donors’ 

policies. 

Efficiency: A measure of how economically resources/inputs (funds, expertise, time, etc.) are 

converted to results 

Effectiveness: The extent to which the development intervention’s objectives were achieved, or 

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

Impact: Positive and negative, primary and secondary long-term effects produced by a 

development intervention, directly or indirectly, intended or unintended 

Sustainability: The continuation of benefits from a development intervention after major 

development assistance has been completed.” 

The evaluation will further assess to what extent the cross-cutting issues of gender and human 

rights have been addressed by the project. 

Tools and methodology 

The evaluation used a combination of methods as follows: 

a) Documentary review of project documentation and reports submitted by IOM, used for 

the preparation of the inception report; 

b) 21 Individual Key Informant Interviews (KII) with all stakeholders: IOM, GIS at central, 

regional and field levels, GSS (Ghana Statistical Service) and the donor, the EUD, as per 

details hereunder: 

• 5 KII with GIS at HQ level:  

Deputy Controller General Finance and Admin, current Head of PPME, previous Head of 

PPME, Data management focal point, Head of MIB 

 

• 9 KII with GIS at regional and field level: 

1 KII at KIA, 1 at ISATS, 1 at Sunyani Regional Command, 1 at Sunyani current head of 

MIC, 1 at Sunyani former head of MIC, 1 at Nyive, Ho, sector command, 1 at Hodzokope 

border post, 1 at Agotime Afegame border post, 1 at sector command Aflao   

• 4 KII at IOM (project team, Finance, Chief of Mission, former project manager) 

• 1 KII with a traditional Chief (Sunyani) 

• 1 KII with GSS 

• 1 KII with EUD representative 

In addition, two focus groups took place:  

o 12 men working as auto mechanics sensitised after the presentation at Sunyani MIC, 

o 1 man and 1 woman staff of the ISATS at Assin Fosu, trained in the IT lab 

 

                                                           
3 OECD/DAC, glossary of key terms in evaluation and results-based management, Evaluation and Aid 
Effectiveness series, 2002 
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c) Field visits took place at the IT laboratory at the ISATS, to the Sunyani MIC, to two of the 

border posts constructed by the project to capture feedback from direct users, at both 

technical and political levels, and undertake on-site observation of the facilities and 

equipment supplied, including vehicles. 

The total interview time amounted to 1,050 minutes, or 17,5 hours of interview. The average 

interview time was almost 45 minutes. A total of 33 men and 9 women were the respondents 

during the interviews. More than 1,500 km of road were travelled to reach the different project 

sites visited by the evaluator during field work. 

The evaluation was mostly qualitative and worked from the perspective of the Most Significant 

Change (MSC) approach, to obtain feedback from the different stakeholder groups, on the 

objectives and the outcomes of the project, and what changes it has brought to GIS and, 

indirectly and to the extent possible, to the (potential) migrants themselves.  

KII were done through a semi-structured individual interview process, using both open-ended 

questions, and some appraisals using a five-point scale (1 minimum to 5 maximum).  While this 

represents the subjective perception of the respondent, the rating is accompanied by a 

qualitative explanation. 

Contribution analysis was used to infer the causality between the observed and analysed effects 

and the factors that led to such an effect to the extent possible, taking into consideration 

additional factors that may have influenced the project during these 43 months of 

implementation. 

7. Risks and limitations 
 

The evaluation mission had to face several constraints: the time frame for the evaluation was 

short to be able to reach the different project target sites. Due to time and availability, not all 

PSC members were met, nor all nominated project focal points. Similarly, not all GIS key 

informants were available for the interviews. External project stakeholders, including NGOs 

working with migrants, migrant themselves, other donors, other UN agencies, and all those 

actors who are involved in providing support services to migrants, were not interviewed as the 

evaluation approach was based on the project beneficiaries’ perceptions.  

It did not prove possible to visit the project component regarding alternative livelihoods or hold 

an interview with the consultant in charge of the component. Many staff involved in the project 

since the beginning at GIS, EU and IOM, have changed, making the reconstruction of the design 

and of the operating agreements difficult to retrace.  

Lastly, during the meeting with the donor, a lot of emphasis was put on the project performance. 

It was however not clear if the EU has a strategic vision on migration governance in Ghana.  

 

8. Key findings 
 

The key findings are structured along the evaluation criteria to address the key evaluation 

questions. 
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Relevance 

As identified during the mid-term evaluation, GIMMA is relevant to the national priorities as it 

draws from the various reference documents such as the GIS Strategic Plan 2011-2015, the 

National Migration Policy of April 2016, and according to GIS interviews is also aligned to the 

new GIS Strategic Plan that is being currently finalised. The project is thus highly relevant to the 

priorities set out by the Government also because of the high visibility of migration within the 

country, particularly considering the migration crisis that started in 2015, in which Ghana was 

among the top ten nationalities and in the top five in Africa for migrant arrivals by boat to Italy. 

In 2016, 5,636 Ghanaians arrived in Italy by boat.4 As the interview at the EUD focused on 

GIMMA project performance, it was not possible to gather the current stance and more general 

position of the EU on migration. However, considering the EUD played a key role in shaping the 

vision and strategic objectives for GIMMA, it is expected that addressing migration needs 

remains high on the current agenda of the EUD. 

GIMMA proved relevant in terms of addressing the different priority needs of the government, 

of the (potential) migrants, of the donor, and is clearly aligned with the mandate of the IOM. 

Nonetheless, despite the project title of Ghana Integrated Migration Management Approach, it 

is difficult to see in the series of activities undertaken a clear vision or strategy leading to an 

integrated approach. Rather, the different activities were the result of the requests by GIS itself, 

stemming from different departments but aligned with their strategic plan, regarding their 

uncovered needs. Some elements which were not originally included in the proposal had to be 

adopted, such as the finalization of the Training Curriculum and Syllabus which was added to 

GIMMA project activities and was developed under the EU funded AENEAS II project, or the 

monthly allowance for project focal points that needed to be undertaken to cater for personal 

expenses incurred by GIS officers for the project.5 

The inclusion of elements from other projects in GIMMA and its impact on expected working 

modalities by GIS officers also created a certain view of IOM’s role as that of an implementing 

partner, rather than as a strategic partner that embodies the international best practices in the 

field of migration, which is how IOM normally operates. 

 

Efficiency 

The IOM GIMMA staff had to work very patiently to achieve the different project components. 

There were multiple challenges along the way: the first challenge was the exchange rate 

fluctuation. Although the funding was made available in EUROS, IOM uses the USD as its official 

currency, and the spending in Ghana was done in Cedis. Throughout the implementation period, 

the project suffered significantly from the depreciation of Euro to US Dollar. The depreciation 

resulted in challenges relating to the PM budget line and delays in implementation of activities 

and challenges in the procurement plans. The project ended slightly underspent (2,805 EUR over 

the total budget of EUR 3 million). The volatility of the currency was mentioned by IOM in interim 

reports to the EU as well as discussed during the PSC meetings, since certain aspects of the 

budget had to be revised accordingly. 

                                                           
4 IOM Italy database, facilitated by IOM Ghana 
5 IOM, GIMMA First PSC meeting notes, p. 2 
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The coordination structure established for GIMMA required participation at all levels. While the 

project identified the primary focal point of contact in GIS as the Head of the PPME unit, no less 

than another six focal points were identified within GIS to support the following activities: the 

legal handbook, migration data, border patrol, the MIB, the ISATS, and the MIC. This structure 

already shows some difficulty in ensuring horizontal coordination particularly given the 

decentralised nature of the activities. GIS focal points were transferred to other areas, including 

other regions, which required additional efforts to update the new focal points on the project 

implementation modalities and get them up to speed to fulfil their role. During the time of the 

project the GIS has had three Comptrollers-General, IOM two Chiefs of Mission, and the EUD 

two Head of Governance and Project officers. The initial dynamics created around GIMMA at 

the beginning experienced changes in line with the personality and communication capacity of 

the individuals involved. Internal institutional mechanisms within GIS did not always contribute 

to or facilitate information dissemination. A lack of understanding about each partners’ 

institutional procedures (EUD, GIS, IOM) is an element that may have weakened the actors’ 

communication capacity.  

In terms of execution, IOM has provided a correct execution of the resources available. It is 

understood that a financial verification will also be conducted by the EU on the GIMMA project. 

The financial reports are clear, and the use of the budget, purchases and other procurement and 

financial modalities seem to have been properly respected. The project budget has been 

managed efficiently and transparently. The number of staff allocated in the budget is in line with 

similar projects undertaken. There were no issues of financial or administrative nature reported 

during the various interviews with GIS. Nonetheless some issues regarding the monthly 

allowance for project focal points had to be addressed during the first PSC meeting in April 2015. 

Expectations differed between the IOM and GIS in terms of appropriate financial allocations for 

specific budget lines, for example regarding the payment of per diem rates, something that was 

also identified during the mid-term internal evaluation. 

During the project implementation there were various cases where the flow of information and 

coordination amongst the different stakeholders was not optimal. The project undertook a 

series of efforts to address the challenges, and by the end of the project these had largely been 

solved. Nonetheless there were also working modalities established between the EU and the 

GIS directly in previous projects that would have facilitated communication and coordination if 

IOM had been appropriately informed about these procedures, and conversely GIS had similar 

expectations concerning the IOM GIMMA project. 

Despite the staff changes among all three primary project stakeholders and the resulting delays 

experienced during implementation, the IOM was able to complete almost all the planned 

activities by the extended project closing date. Certain aspects of the project could not be 

completed given they were dependent on GIS internal decision-making and actions (e.g. 

finalisation of the curriculum, finalising data card scanning and data compilation at the data 

management centre). Some results were completed beyond the project period (e.g. The 

National Migration Profile for Ghana was finalised in May 2018, through building of synergies 

with the support to Free Movement of Persons and Migration in West Africa (FMM West Africa) 

Project).  Under the second project component, the alternative livelihood intervention did not 

yield the expected results. Although the intervention seemed off to a promising start from the 

various monitoring visits undertaken, the expected benefits were not leveraged during the 

period of project implementation.  
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Procurement and acquisition were undertaken according to IOM rules. Some of the interviewees 

at GIS complained about the necessity for IOM to hire consultants to undertake needs 

assessments, when the technical needs are already known to the communities. Reportedly, 

external consultants do not always add value as in some cases they are not sufficiently familiar 

with the operating context, so for some GIS respondents the related consultancy expenditures 

may not always be the most efficient use of the resources available. However, balancing the 

needs as expressed by the beneficiaries with an expert and neutral assessment is an accepted 

good practice in project cycle management.  

The budget breakdown shows efficient management and a good relationship between direct 

operational costs and indirect costs, as illustrated in the graphics hereunder (Source: figures 

provided by IOM Accra). 

Graphic 1 – GIMMA Indirect Costs 

 

Graphic 2 – GIMMA Direct Operational Costs 

 

Graphic 3 – Ratio of direct versus indirect costs GIMMA project 
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Effectiveness 

The project was able to achieve an acceptable level of effectiveness overall despite the 

constraints and the delays. Because of the varied nature of the activities and interventions 

undertaken by the project, it is best to appraise the project considering each of its three 

components separately, as the three components function independently from one another. In 

line with the ToR and the findings of the mid-term evaluation, this evaluation focuses more on 

the outcomes and impact of the different project components rather than on a narrative 

description of the completed outputs. At the end of this section the report also provides 

feedback from the primary stakeholders (GIS) regarding their satisfaction with the project’s 

performance. 

Component 1: the capacity of GIS to implement effective migration management measures is 

strengthened 

Development of the Legal Handbook 
 

At the request of the GIS and under their leadership, a Legal Handbook was drafted, validated 

and is being used by the GIS officers at the different sites visited by the evaluator. The process 

was driven by GIS itself, and the creation of a Technical Working Group comprising 6 GIS officers 

to develop the handbook was a major cornerstone in the process. Since December 2015, there 

were two workshops and several meetings of the TWG held, and the legal handbook has been 

officially approved. It has been printed in over 5,000 copies and largely distributed within GIS, 

including at Regional and Sector Commands and the ISATS at Assin Fosu. In addition to the Legal 

Handbook, GIS was provided with 650 copies of Participants’ Notes, 260 copies of the trainer’s 

Guide and 20 copies of Compendium of Case Studies to support future trainings.  

The training of trainers (ToT) for its use was undertaken by a consultant hired by the IOM and 

targeted 25 GIS officers (of which 5 women) over the period 15 to 27 January 2017. As a result, 

a total of 13 trainings were rolled out in all 11 Regions facilitated by the trained GIS facilitators 

from 13 March to 28 April 2017, reaching a total of 496 participants (of which 134 women). 

The Legal Handbook is considered as a key achievement by GIS and anecdotal evidence supports 

the positive perception of its usefulness in contributing to GIS capacity development. It presence 

was physically observed by the evaluator at the ISATS and regional commands visited and was 

reported to be available at the MIC and at sector command. The legal handbook was highlighted 

as responding to an important gap, now filled, for GIS. It provides the entire legal base for 
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officers to refer to. It is used widely for training of GIS officers and has been recognised by all 

respondents as one of the major project accomplishments. Anecdotal evidence from interviews 

at border posts, sector command and regional command suggest that they are also being used 

frequently as a reference point by the GIS officers. This allows to have a consistent and coherent 

approach on the legal context when dealing with migration management issues, and certainly 

adds value and professionalism to the work of the GIS officers. Furthermore, the ownership of 

this component was reinforced as GIS fully funded one additional workshop to sensitise GIS 

officers at Headquarters on 15-16 September 2016. 

During the roll-out of the training on the legal handbook, according to pre and post data tests, 

as mentioned in the IOM Nationwide Training Report, the participants indicated having increase 

their knowledge by 15% regarding the mandate of the GIS and by 21% regarding immigration 

related laws.  

CONCLUSION 

The development, training and distribution of the Legal Handbook, under the direct 
responsibility of the GIS, proved to be a significant achievement produced by the project 

RECOMMENDATION 

The only limitation is to ensure that the book will be updated as additional laws are being 
adopted since the legal handbook was developed, and it is therefore important to ensure it 
receives updates in line with the new legislation. 
 

 

IT laboratory at the Immigration Service Academy and Training 

School (ISATS) 
 

Another activity under component 1, unrelated to the development of the legal handbook, was 

the equipment of an IT laboratory at the Immigration Service Academy and Training School at 

Assin Fosu. Some refurbishment works needed to be done to divide a large lecture hall and 

develop the IT lab. The laboratory was equipped with 70 computers (all reported to be 

functioning at the time of the visit by the evaluator), a projector, a printer, a photocopier and a 

network server system. As mentioned in the project progress reports, there was a government 

moratorium on recruitment of government officials, so no training was held at the ISATS during 

the third year of the project. However, a project monitoring visit during the no-cost extension 

period in August 2017 was carried out and 313 recruits were being trained at the time, gaining 

both theoretical and practical training in computer software and hardware applications. The 

issue of paying a subscription to the internet provider after the end of the project appears not 

to be solved as the ISATS did not have internet connectivity at the time of the visit. This issue 

depends on MIS to find a durable solution. 

Nonetheless, the IT lab is also reported to be a very important element of GIS capacity building: 

although there is currently no internet connection, trainees can master the basic MS Office 

software functions. Many have not had a computer before or have not learned to type on a 

keyboard. The training in IT provides the opportunity for the trainees to acquire new skills which 

are necessary to undertake their work. In particular, GIS respondents informed that reports now 

must be typed on a computer and cannot be hand-written. This requires the capacity to use a 

computer, a basic knowledge of the Operating System (windows 8 is reportedly used in the IT 

lab) and the software package MS Office.  
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The evaluator was able to interview two staff members of the ISATS (one woman, one man). The 

woman did the officer’s course and was trained in a series of academic subjects and specific 

education: in particularly the course on communication skills, report writing, memos, were all 

reported to be useful. She had no previous experience with computers, but she is now able to 

type the reports, print them, save the and retrieve them. The man works as an accountant, so 

he is using particularly the Excel Spreadsheet for his work, but also learned how to use MS 

Access, Power Point and Word. At the time of the visit there was no on-going training at ISATS. 

CONCLUSION 

The establishment of an IT lab at the ISATS has allowed hundreds of trainees to be trained in 
basic IT knowledge and computer use, in particular the use of MS Office software, thereby 
enhancing their technical abilities to perform their job. 

RECOMMENDATION 

The major setback is that the IT lab is currently not benefitting from internet services, which 
limits its potential use as it was initially foreseen to develop an on-line library and other 
support functions that may not be available until GIS decides whether it will budget for the 
costs of the connection. 
 

 

Syllabus and training curriculum finalised 
 

Another activity that was included under component 1 was the finalisation of a training syllabus 

and a curriculum for GIS. While it was not originally part of the GIMMA project, at the request 

of GIS, this additional activity was added to the workplan. By the end of the project the syllabus 

had been validated by GIS Senior Management. Since the activity was not part of the initial 

budget, GIS also committed to funding additional meetings to have the curriculum approved. 

However, due to funding constraints, the additional meetings did not take place and therefore 

the finalisation of the curriculum is pending. 

Strengthening of selected border posts 
 

Based on a needs assessment undertaken by a consultant and approved by the GIS, a total of 

five prefabricated border post offices were procured, constructed and made operational in May 

2017. Additionally, electrical groups, office equipment, motorbikes and vehicles were procured 

and specific material, also related to patrolling, such as bed camps, night vision goggles, tents, 

and other supplies were also made available to the border posts. The five border posts selected 

and equipped are in the Western and Volta regions. The evaluation visited two such border 

posts: Hodzokope and Agotime Afegame (Volta). The prefabricated houses have been built and 

the connection to the water supply has been made (outside the GIMMA project) as it was not 

contemplated in the original design. However, the water reservoir collapsed and damaged part 

of the border post office in Hodzokope, and although it has been repaired, a more durable repair 

may be necessary. A cement slab will be provided to stabilise the foundations of the reservoir, 

which tipped over reportedly three weeks ago. Mindful of the soil instability and the 

precariousness of the water reservoir construction, the other border post office is reported to 

leave the tank half-full only to avoid a similar incident. From the five border post offices, two 

have a larger design and are equipped with air conditioning (such as the Agotime Afegame 

office). While a fan system is in place, budget constraints did not allow for the installation of AC 
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to all border posts, and the three smaller posts have a fan system in place. However, the heat 

makes the offices little used during the daytime.  

Key informants within GIS at central level mentioned that the buildings, despite some 

constraints (lack of air conditioning, solar panel power insufficient and not particularly 

necessary)) were considered as a major success from the GIMMA project. The difference made 

with the previous working conditions are abysmal: now records and files, institutional 

equipment and personal belongings can be stored safely, there is an equipped office to work in, 

with the necessary equipment, and in the larger prefabricated offices there are gender-specific 

detention rooms (separate for women and men) in case of need (although they have not yet 

been used for such a purpose). GIS officers (in Agotime Afegame) can also spend the night there 

since the washrooms are in working condition. As mentioned by one GIS official, GIMMA really 

increased the operational capacity of GIS, because they had nothing before, and virtually no 

patrolling was taking place. 

While officers interviewed clearly expressed their satisfaction with the border post offices, it 

was difficult for the evaluator to clearly grasp the impact of the border constructions. One GIS 

respondent at central level indicated that GIS wanted to build ten more of such constructions as 

part of their new upcoming strategic plan. It is evident that the buildings and equipment 

enhance the GIS capacity to carry out their mandate, undertake operations, and carry out 

patrols, while providing additional capacity to its officers. It is more difficult to appraise, in the 

absence of any written evidence or report on the monitoring of the work of the border posts, to 

what extent GIS can exert improved border control functions in the five border posts offices that 

have been constructed through the project. 

CONCLUSION 

The support provided contributed to higher morale and better conditions for GIS officers, 
while enhancing their technical abilities. The prefabricated border posts supplied have been 
very much appreciated and as a result GIS plans to obtain an additional ten such posts. 

RECOMMENDATION 

The needs assessment for the design and materials were inclusive of the officers at sector and 
border posts, which are the final users of the equipment and material. All rural GIS officers 
were part of the trainings. However, given the mobility within GIS, some new officers that 
were not stationed at the border posts at the time of the trainings, did not participate.   
GIS PPME should define a monitoring format to provide evidence of capacity development in 
a report that highlights the positive change process achieved by the project (e.g. for example 
regarding the additional patrolling capacity, explain how many patrols have taken place, etc.) 
 

 

Conduct capacity development trainings 
 

A series of trainings were undertaken at the request of GIS on a range of specific issues, such as 

Human Trafficking, Migrant Smuggling, Terrorism, Border Patrol Management, and a vast 

number of other topics. A total of 83 GIS officers were trained during these events which took 

place in 2017.  

There does not appear to have been a pre and post-test for participants, so it is not possible to 

appraise the outcome of the trainings. 
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There were also many training activities during the project, including the participation to the 

IML training in San Remo, Italy, the visit to Tunisia, the training of officers in communication 

skills, and additional trainings provided. These trainings were each linked to a specific project 

activity but did not respond to a formal capacity development plan.  

 

Component 2. To increase the awareness of (potential) migrants on safe and legal migration and 

alternative livelihood options 

The bulk of component 2 focused on the construction of the MIC (Management Information 

Centre) in Sunyani and the refurbishment of the MIB (Management Information Bureau) in 

Accra. There appears to have been some lack of a clear strategic vision regarding this component 

and possibly some confusion between the concepts of Migration Management Bureau (MMB), 

which according to GIS reportedly exists and includes MIB, the SOP of the MIB and of the MIC, 

and the relationship between MIB and MIC. Initially the Centre in Sunyani was to be called MIB6, 

then MCC (Migration Consultation Centre) and finally Migration Information Centre (MIC). In 

the end, SOPs were merged as one consolidated official document for all MIB and MIC officers 

to follow, in May 2017. This was in itself a very significant achievement and an important 

reference document for GIS officers, as it provided for the first time detailed procedures and 

templates for the rollout of day to day operations. The other aspect of this component was to 

ensure the dissemination of relevant information for safe migration and alternative livelihoods 

amongst the population of the region. 

Rehabilitation of the Migration Information Bureau (MIB) in Accra 
 

The decision-making process regarding the rehabilitation of the MIB and the clarity about what 

actually needed to be done with the MIB took some time to be resolved, as evidenced in the PSC 

minutes. Diverse options were envisaged for the MIB, including locating it outside the GIS 

headquarters to make it more accessible for the general public. After overall refurbishment work 

at GIS HQ, the MIB was finally placed in January 2017 in the GIS HQ, with a limited number of 

staff. The delays and issues related to the placing of human resources in the MIB limited the 

ability to conduct information dissemination activities.  

The refurbishment has nonetheless equipped the MIB with the necessary means to carry out 

their work. At the time of the evaluation, the head of the MIB had been appointed in November 

2017. Because of its location, the number of walk-in visits is very low, a reported 2-3 visits per 

month, while most of the consultations are made through phone calls. The MIB did not obtain 

vehicles to support its activities outside GIS HQ to reach rural communities (unlike the MIC), and 

the current staffing level remains low. 

Given all the constraints, it is no small feat that the MIB is finally able to operate within GIS 

headquarters, although doubts remain about whether its location is the most adequate to allow 

external visitors to come into the building and elicit its services. It is still early to appraise the 

impact of the MIB given the multiple delays that hindered its timely rehabilitation. 

CONCLUSION 

                                                           
6 As mentioned in Table I, ER. 2. 
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The MIB is now fully operational and can perform its services as planned. However, given the 
delays in the refurbishment of the office and in the allocation of staff, it has been operational 
for a limited period only. 

RECOMMENDATION 

There remains the question of whether the MIB is placed in the proper location to ensure 
easy access by migrants and other interested persons. The MIB has requested a vehicle for 
outreach activities as they did not receive one from the project and depend on GIS for being 
able to obtain a vehicle for their activities outside the MIB. A review of the functions and 
needs of the MIB would also inform about whether its current staffing is adequate to respond 
to demand. 
 

 

Construction of the Management Information Centre (MIC) in 

Sunyani 
 

The construction of the new MIC in Sunyani was completed in February 2016 and the MIC was 

inaugurated with a large presence of primary and secondary stakeholders, including traditional 

authorities and the media. The office construction included equipment and a vehicle for 

undertaking outreach activities. The centre is equipped with a functional internet service and 

has the necessary material to conduct outreach campaigns in the rural communities (including 

project screen, loud speakers, electrical group, posters, dissemination materials, flyers, etc.) 

The evaluator was able to witness a dissemination session from the head of the MIC to 12 men 

working in mechanics, and observe the audio-visual materials used for the sessions. A focus 

group discussion was held with these men, including youth, about their knowledge of irregular 

and regular migration. From the group, only one person had requested a passport, as he had 

been to Libya in the past. Most men were receiving for the first time a talk on safe migration 

procedures. When asked about the most valuable aspects of the presentation, the group raised 

the following aspects: 

Key messages from potential migrants that attended the MIC presentation: 

- We didn’t know how to acquire passports 

- If you take to the sea, it can happen to you (death by drowning) 

- We learned a lot today, so we have a lot to tell our families 

- We want to inform the rest of the family and siblings, so the information goes to the 

right people. 

The materials used are very visual and impact the viewers, as footages from dead migrants at 

sea, in the desert and in dire physical condition are shown to raise the consciousness of the 

viewers about the risks associated with irregular migration. It also shows models of passports 

and visas to provide information about safe migration. 

The activities undertaken by the MIC include radio and television broadcasts through 19 media 

houses in order to sensitise the people in the region about the risks related to irregular migration 

(according to GIS statistics, half of migrants originate from the Brong Ahafo region) in an effort 

to curtail irregular migration and facilitate safe migration. 
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According to the head of the MIC, some 73 communities have been reached in the region 

through an education programme to the general public on the dangers of irregular migration 

and information and procedures for regular migration. The total number of people exposed to 

the sensitisation was an impressive number of 62,720 persons. Additional events were 

undertaken: the contest for International Migrant Day in December 2016 held with the 

participation of four high schools in Sunyani (4,300 participants), 4 in-house workshops for 

special groups in 2017 for four groups totalling 84 persons (hairdressing, commercial drivers, 

construction workers, and auto mechanics).  According to GIS, women are reportedly a minority 

amongst the migrants, representing less than 15% of the cases. It was reported that women 

were specifically interested in information about working in the Middle East, so most of the 

dissemination done by the MIC to special groups are mainly men groups except for the 

hairdressers. However, the activities with the churches and the schools have a higher level of 

women participation. The head of the MIC provided the evaluator with an evaluation report 

regarding the activities of the MIC which constitute the source of the above-mentioned 

information. 

Feedback from the local authorities indicate a strong support to the work undertaken by GIS and 

the information dissemination campaigns. There is a request from traditional authorities for 

more livelihood opportunities to be developed locally, in order to discourage irregular migration, 

through the creation of sustainable income sources. 

CONCLUSION 

The MIC has been quite active during the project life and has achieved a large level of 
sensitisation amongst the population and opened the debate on the need to support safe 
migration in the region. The materials used for presentations are highly visual and impact the 
audience. The radio and TV broadcasts were instrumental in reaching a high population 
number. The outreach activities also give the MIC the chance to disseminate the information 
to rural communities. 

RECOMMENDATION 

Unfortunately, since the project finished there is no funding to continue outreach activities 
and the scope of activities of the MIC has dropped substantially. The continuation of the 
work undertaken by the MIC staff is tributary to proper funding allocation from GIS in the 
absence of project funding. 

The alternative livelihoods 
 

A relatively small component in terms of the overall budget but potentially strategically 

important is the support to alternative livelihoods. As lack of local opportunities for sustainable 

income is often mentioned as a factor contributing to irregular migration, the project attempted 

to develop a pilot component linked to the creation of alternative livelihoods amongst high-risk 

communities composed of returnees and potential migrants. Different options were initially 

envisaged but, in the end, a small pilot project in Nkoranza targeting 20 individuals (instead of 

the initially 40 planned) was selected to develop agricultural activities around chili peppers and 

shallots, which are the traditional crops farmed in the region. 

The evaluator has received various contradictory information from different sources, even 

within GIS, relating to this component. The evaluation was not able to visit Nkoranza, nor was 

the agricultural consultant hired by IOM available for interview on this topic. Therefore, the 
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evaluation is not able to make an informed judgement regarding its results, over and beyond 

the varying perceptions collected from the different respondents consulted.  

The results of this component were not fully achieved. Up to the end of 2017, the intervention 

was reported to be a success. But it has been recognised that the beneficiaries did not make the 

expected benefits as was initially planned in the cost and benefit analysis that was carried out 

by the agricultural consultant. For some, this is due to the late installation of the irrigation 

system; for others, because the payback time was too long and a different cash crop giving 

earlier yields should have been preferred. Still other respondents indicated that the dynamics 

within the community were not sufficiently strong, or that the agricultural consultant was not 

sufficiently engaged.  

From the evaluator’s perspective and without having been able to triangulate this aspect, 

another factor that may have influenced the outcome was the fact that beneficiaries appeared 

to have limited ownership of the process, as all was provided for free. This responded to a strong 

push from the local stakeholders, including GIS, and against IOM advice. Indeed, past evaluation 

experience from the evaluator indicates that livelihood options should count with a direct 

contribution from beneficiaries to own and value the efforts made towards the results, which 

further also reinforces the likelihood of sustainability.  

CONCLUSION 

The alternative livelihoods intervention was strongly supported by the EU. It was also 
supported by the traditional chief, who reiterated that providing sustainable livelihoods was 
an effective way to avoid irregular migration. The process was proceeding apparently well, 
and a business plan had been made regarding the expected benefits of the intervention. 
However, at the end of the project, the expected benefits were not fully achieved, and it was 
not possible to verify the results obtained during the field visit. Different respondents gave 
different possible explanations regarding the shortfalls of the intervention. 

RECOMMENDATION 

Alternative livelihoods are an important but complex issue that must be carefully and 
gradually prepared. As mentioned in the mid-term evaluation report, for alternative 
livelihoods to bear results, a significant investment in time is needed to select the right 
individuals and the community needs to be engaged to accept the decisions made and identify 
sustainable options post-project. 
Other livelihoods evaluations have also shown that to build ownership and sustainability it is 
important to count with a direct contribution from the beneficiaries themselves.  
IOM should consider having a separate project on alternative livelihoods in the future as it 
does not link easily to the mandate of the GIS, and some respondents suggested that this 
intervention was not in line with GIS-specific needs. IOM agrees that there should have been 
another lead for this component of the project; however, GIS being the leading agency of the 
project, they would not have agreed to this. 
 

 

Component 3: To strengthen Ghana’s migration data management system 

The main processes of the third component of the GIMMA were two: 

1) Development of a technical working group on migration data management, establish a 

national data migration management framework, develop and update a national 

migration database; 

2) Revise and update the National Migration Profile (NMP) for Ghana 
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The NMP could not be finalised during the project timeframe but in in May 2018 through the 

synergies created with the Support for Free Movement of Persons and Migration in West Africa 

(FMM West Africa) Project. Since the last NMP was dating back to 2009, it proved necessary to 

revise and update the Migration Profile taking into considerations recent events and factors 

influencing migration. 

The first process was complicated and complex. Initially, a Technical Working Group (TWG) was 

created bringing together the main actors working on migration. Given the challenge posed 

regarding migration data management, it took a considerable time to reach an agreement. 

The TWG held six meetings since the first meeting in November 2014 in order to finalise the 

National Migration Data Sharing Strategy. In March 2017 the draft MoU was shared with all 

participating institutions for their signature. 

A technically complex and slow process to develop a national migration database was 

undertaken during GIMMA. Despite again many delays in defining the various technical 

considerations, not least the type of software to be used, the payment of the licenses, and other 

related issues, a database was established by the project that provided specific equipment for 

the 5 GIS Data Processing Centres set up by GIMMA. The centres are established at key locations 

throughout the country: at GIS headquarters, at the airport (KIA), at Aflao, Elubo and Paga. The 

latest information provided by the GIS focal point for this component indicates that a total of 

96,498 cards have been scanned to date, with 62,303 cards approved and 34,195 pending 

approval, as per details hereunder: 

Table II. GIS statistics regarding data management centre scans 

Location Cards Scanned Cards Approved Cards Pending 
Approval 

Headquarters 38,343 19,717 18,626 

KIA (airport) 27,263 23,190   4,073 

Aflao   7,321   1,733   5,588 

Elubo 16,316 11,244   5,072 

Paga   7,255   6,419       836 

    

TOTAL 96,498 62,303 34,915 

 

This indicates that a substantial amount of work has gone into feeding the information into the 

database. Considering that on average a card takes 2-3 minutes to be entered into the database, 

the workload represents no less than 4,829 hours to scan the cards into the database. Since 

there are approximately 2,000 people coming and leaving the country at KIA on daily basis, as 

indicated by GIS, it seems difficult to be up to date with the number of cards at any time. While 

initially 20 officers were trained to enter the data, it remains a daunting task as the amount of 

time required to have the data approved and verified is very large and requires placing 

substantial resources in the data entry activities. 

The database is designed to provide useful migration data information to GIS. However, from 

the various interviews with evaluation respondents, there was a lack of clarity from the 

beginning on the type of data that was needed, how it could be processed and how it could be 

of use to GIS. This lack of clarity and diverging expectations, linked to a protracted process of 

approval of the various stages leading to the establishment of the database, means that the 
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initial momentum has largely been lost. Even when discussing the technical details (how many 

cards should be scanned, all or a random sample, the type of software to be used, the type of 

equipment, etc.) proved subject to long and arduous negotiations between the project actors.  

The evaluator was able to obtain a visa on arrival at the airport. However, the form that is used 

by GIS is not using the most user-friendly format to obtain an optical recognition of the written 

data. This is in part because only the dates on the form use a box format that obliges the person 

to write out separately each number individually on the form, and it is therefore the data that 

causes the least difficulty to be captured through the scanning system, as confirmed by the GIS 

officers. 

At present, GIS has a migration database system which has been established, but the data entry 

is very time consuming, and the expected benefits are doubtful for some respondents.  

While the data fields allow to extract useful information, half of the information on the card is 

already captured through the scanning of passport on arrival via the Pisces software. There are 

some concerns therefore that the system does not ultimately clearly serve the migration data 

management needs and may be creating duplication with other existing applications. The 

reasons behind this shortfall are linked to unclear expectations as well as personalities amongst 

decision makers within GIS.  

Ghana needs to have a useful and up to date migration management data system, but it is 

difficult to know if the current status of the database centre is actually able to provide the 

information required in the format required for GIS. Some respondents indicated that, since the 

beginning, the value of the information it provided was not clear, leading to a certain confusion. 

Despite the enormous efforts that have been placed into the establishment of the database and 

the capture of the data information, the database centre has been the single most criticised 

aspect of the GIMMA project, drawing various criticism with the current system even from 

within GIS which ultimately approved it. The changes in staffing also mean that some of the new 

staff have different views as compared to those who were initially identified as focal points. 

CONCLUSION 

The management database centre has been the most difficult aspect of the project 
implementation. Substantial resources have been devoted to the establishment of the 
database and to entering data, but it has yet to yield the required information to GIS. 
Anecdotal evidence suggests that technical capabilities were not necessarily present by the 
people making the final decision, which may in part explain why there are still diverging 
expectations within GIS regarding this component.  
 
The Data Sharing Mechanism is a major achievement of the project that sets the base for a 
harmonized system to collect, analyse and disseminate migration data. Roles and 
responsibilities are clearly stated, and each stakeholder is assigned a specific role, based on 
their mandate. The signed MoU for Migration Data Harmonization and Sharing further 
supports the mechanism by providing a clear commitment to data sharing from all relevant 
stakeholders.    
 

RECOMMENDATION 

A database is essentially a technical question that should be addressed solely by capable 
technical staff. A technical expert should have been hired throughout the process, since the 
design stage, throughout the selection of software, hardware, revision of the cards format, 
etc. to ensure technical coherence throughout the various stages of development and 
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installation of the database. This is one aspect where a technical feasible solution is necessary, 
and a project technical expert should be recruited for this purpose, reporting exclusively and 
directly to the GIS Comptroller General and the IOM Project Manager, to avoid any 
interferences in the decision-making process. 
 
The Migration Unit of the Ministry of Interior should fully assume a leadership role in ensuring 
that the Migration Data Management Framework is properly implemented.  

GIS respondents rating of GIMMA 
GIS respondents interviewed at the different location visited by the evaluation were 

systematically asked to provide their feedback on their level of satisfaction regarding the 

execution of the project since, as mentioned to respondents, the evaluation was there to 

appraise IOM’s capacity to implement the project and support GIS capacity development. All 

ratings provided were also accompanied by a qualitative comment to justify the rating. The 

following table reflects the views of GIS respondents only. It needs to be noted that to ensure 

confidentiality and anonymity, the respondents answers were coded. However, they do reflect 

the contents of the interviews held during the evaluation mission. 

The scale used is a five-point scale, where 1 is the minimum and 5 is the maximum, with 3 being 

the mathematical average, as follows: 

1 = minimum, 2 = low, 3 = average, 4 = good, 5 = excellent 

Source: Evaluation interview notes 

Table III. GIS respondents rating regarding their satisfaction with GIMMA project 

Resp. # Rating Scope 
(components) 

comments 

1 3,5 Overall 
GIMMA 

weakest component 3- should have focused on 
GIS data management needs only 

2 4 
comp. 3 

institutional challenges linked to working with 
various institutions 

3 4 comp. 2 vehicle missing - needs assessment  

4 4 IT lab c.1 very useful, only internet missing 

5 5 IT lab c.1 use it extensively for work 

6 4,5 
comp. 2 

half point missing given livelihoods were not 
successful 

7 5 
comp. 2 

For us trainings were they key that allowed us to 
do the job 

8 4 
comp. 2 

sustainability is the key, continuation of efforts 
warranted, linked to budgets 

9 4,5 

c.2 bord post 

no gaps in what was done, aircon missing, high 
officer moral - but rural officers should also be in 
trainings 

10 4,5 c.2 bord post need more motorbikes, repeaters for hand-sets 

11 5 
overall 

prefab model is very good, want to replicate, data 
management needs different system 

12 4,5 overall without the data management 

13 4,5 overall data management brings it down 

Average 4,38   
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The overall level of satisfaction from GIS regarding the GIMMA project is quite high, with an 

overall average rating of 4.38 out of 5. While the ratings are perception-based, the respondents 

indicated in every case what made them decide for such as rating. 

It appears clearly from the comments that there are certain doubts about the way the data 

management component of the project was handled, and certainly a number of different views 

about what and how it should have been handled. According to the information available, the 

decision making for this component was placed with the MIS focal point at GIS. 

Another aspect of interest is the usefulness of the legal handbook, that is reportedly used even 

at border points as a resource material for GIS. Coupled with the training received, this has 

contributed to the capacity development of GIS. An effort should be made to include the rural 

officers who are deployed at the border posts in the training. 

There were repeated questions about the way the needs assessments for the different 

components had been made, suggesting that the process may not have been entirely inclusive 

of those who were directly affected or benefitting from the support of the project. Consultation 

modalities had been led by GIS, and GIS Focal Points had been involved throughout. The lesson 

learnt for future projects of this nature is that needs assessments should be fully inclusive of the 

final user/beneficiary. There were quite several comments made regarding how the 

material/equipment could have been more responsive to local needs (e.g. air conditioning for 

the three smaller border posts, type of vehicle for the MIC, additional logistic support for some 

components, etc.).  

Only a few of the GIS respondents were aware of the alternative livelihoods components, but 

amongst those that did, there was also a consensus that it did not achieve its intended outcome. 

CONCLUSION 

Based on the above, it appears clearly that overall, GIS has a high-level of satisfaction in the 
way IOM implemented and executed the project, with some particular criticism towards the 
manner in which the data management centre component had been undertaken. 
Considering its organisational management system, GIS not always accepted the suggestions 
of IOM PM and team, which faced challenges to see their recommendations implemented.  
 

RECOMMENDATION 

Diverging expectations from the stakeholders indicate that a closer and more pro-active 
communication may have allowed to address certain issues more efficiently. 
For future projects, the organisational structure and culture of GIS management should be 
taken into account to identify better ways to ensure project implementation.  
 

 

Sustainability 

Sustainability is a major issue when projects are finished, because rarely do projects include in 

their design a sustainability mechanism to ensure that the benefits can continue beyond the life 

of the external funding.  

In the case of GIMMA, considering that GIS is the primary beneficiary of the capacity 

development efforts which have taken place, many of the benefits will actually continue 

provided GIS allocates a budget to continue the activities. This applies to virtually all components 

of the project: the funding of the operational costs of the ISATS, the updating of the legal 
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handbook with new legislation, the continuation of IT lab training at ISATS, the maintenance of 

the existing border posts (and potential expansion) and their equipment, the information 

campaigns at MIB and MIC, the migration data management centre, etc. 

All these aspects may well continue provided funding is made available in the next GIS budget. 

What does not appear to be sustainable and is beyond the remit and scope of GIS is the 

alternative livelihood strategies, which will certainly not continue without any external support, 

and those broader aspects which required coordination amongst the different MDAs and 

government agencies, as someone needs to take the lead to continue the coordination and 

communication process. 

While positive elements for sustainability are evident, the sustainability of all GIMMA 

components is not ensured. As regards to the maintenance plan that was required from the 

beginning of the project for the equipment and material provided under GIMMA, as mentioned 

in the PSC minutes, a maintenance plan has reportedly been developed by GIS and is about to 

be finalised for onward transmission to IOM and the donor. The plan has not yet been made 

available to IOM and the evaluation has not physically seen it either. 

The changes in leadership and in the focal points and staff of GIS from the beginning of the 

project might have affected ownership of some components. Since sustainability is also related 

to the level of ownership, a more stable institutional context could have contributed to a higher 

level of sustainability, as some respondents expressed different views on various aspects of the 

GIMMA projects, which were not necessarily shared by their predecessors. To ensure 

sustainability, an institutional, rather than personal, decision making process should be 

encouraged. 

Impact 

GIMMA has clearly provided a substantial amount of equipment and material, including vehicles 

and communication equipment, of high value to the GIS. The materials are there and are in good 

working condition as far as the evaluator was able to observe. GIMMA has also undertaken a 

series of training on a range of subjects, which have directly benefitted GIS. However, it is 

difficult to appraise the impact, firstly because there has been no clear results framework that 

defined the impact or the indicators that would be used to appraise such an impact, as IOM 

template was not used. Secondly, GIMMA has undertaken a wide range of activities, but these 

do not, despite the project title, form an integrated approach. Rather, the activities are 

essentially gap-fillers that allow to provide GIS some specific support in targeted areas. These 

are aligned with the National Strategy 2011-2015, but there are few connections between the 

activities and the objectives and overall project results, and activities are, in most cases, not 

mutually supportive of one another.  

These constraints should be addressed at the design stage of the project, and through a more 

informed communication between the different stakeholders, to agree on the common vision 

and overall results that should be achieved by the time the project has been completed. 

Certainly, many activities have been undertaken by GIMMA through IOM and GIS itself to reach 

the objectives of the project. Anecdotal evidence with respondents certainly suggests that 

improvements have taken place amongst GIS officers, both in terms of their preparation and 

readiness to conduct their mission, because of the trainings and of the material and equipment 

received.  
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9. Analysis and interpretation 
 

GIMMA has been undertaken in a complex and difficult context. Earlier programme funded 

directly by the EU through GIS had been using different modalities as those applied by the UN 

system and the rules and procedures were different. This created some constraints in terms of 

coordination and communication between stakeholders, particularly between IOM and GIS. 

Initially difficulties were overcome with goodwill from all sides, but this project didn’t take place 

in a vacuum and IOM had to adapt to working procedures that were not its usual procedures. 

As such, both the IOM and the GIS had to learn to work together with a common objective and 

flexibility was required. Substantial efforts were placed by IOM management to provide 

professional project management services.  

The staff changes within the two primary stakeholders, the GIS and the EU, also affected the 

working relationships which had to be re-established with newly appointed staff that did not 

necessarily share the views of their predecessors. This also contributed to delaying a few 

decisions and increased the difficulty in communication and coordination amongst stakeholders. 

It is important to recognize that capacity development requires the following three elements: 

Figure 4 – Capacity Development Diagram 

Source: Evaluator materials 

 

According to this diagram, three fundamental factors come into play when attempting to 

develop organisational capacity: Firstly, the necessary inputs need to be provided. Materials and 

equipment (logistical, technical, computers, vehicles) as well as hardware and sometime 

construction work (such as the MIC and the prefabricated houses) are necessary to contribute 

to the capacity development effort. In the case of GIMMA, IOM did have the possibility to supply 

and install the necessary equipment, materials, hardware and construction to achieve its goal. 

Secondly, the necessary human resources need to be available with the required capabilities. In 

many cases, knowledge and skills through training workshops need to take place to ensure the 

staff possesses the necessary capabilities – and their transfer to other positions affects the 

capacity development efforts. The IOM did organise where necessary specific training as 

requested, including Trainings of Trainers for GIS for the legal handbook, and GIS itself also 
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undertook training activities in the eleven regions with its own staff. The effort to create 

capabilities was included in the project, but the turn-over of human resources negatively 

affected and delayed some of the components, and the overall capacity development efforts to 

create capabilities has been diminished through the transfer and departure of staff and the 

arrival of fresh staff in key positions. 

Thirdly, a capacity development strategy should be supported by an institutional framework. 

GIMMA is responsive to the needs expressed in the GIS National Strategy 2011-2015, but the 

Strategy does not refer to an institutional support framework. A Strategy is normally 

complemented by a National Action Plan that determines the budget, the priorities and the way 

the strategy is to be implemented. Within the National Action Plan, there should be an 

institutional capacity development strategy or an institutional support framework that defines 

how, for whom and for what capacity development is expected to take place. While one GIS 

respondent indicated that GIS did have a capacity development strategy, the evaluator has not 

been provided with any such document. It is difficult to contribute to capacity development 

when the institutional support framework has not been defined. As a result, in GIMMA, the IOM 

has provided targeted support along the first two components, but it did not have a clear 

institutional reference to strategically orient the capacity development efforts beyond the 

targeted training necessary to create capabilities for the project components. As such, the focus 

remained on the output level, rather than on the wider organisational change process. 

Arguably, it is not IOM’s mandate to develop a capacity development strategy for GIS. The EU, 

as the main donor in the country, and having funded directly GIS previously, should have the 

institutional support framework as a reference guiding the funding of the components linked to 

capacity development. In the absence of such a framework, it could be considered by  the EU to 

assist the GIS in establishing a capacity development strategy that will help align the different 

projects that seek to develop capacity in a phased, gradual and coherent manner with a view to 

creating long-term capabilities that will contribute to migration management in Ghana and work 

towards the development of an integrated migration management approach which is still at its 

infancy in the country and require the participation, support and common vision from a wider 

range of government stakeholders to become a reality. 

10. Conclusions 
 

IOM has done a commendable job in a difficult context to implement the GIMMA project. The 

project was insufficiently defined and many of its components lacked a clear vision of the 

expected results and the manner in which these were to be achieved. Previous projects directly 

allocated by the EU to GIS also contributed to a difficult understanding of the rules and 

procedures used by the IOM from the GIS perspective, while from the IOM perspective it proved 

equally difficult to understand the internal working procedures of GIS. In particular, two previous 

projects implemented directly by the EU with GIS under the AENEAS 1 and 2 before GIMMA 

seem to have developed certain procedures that could not be upheld in the current project, 

leading to some miscommunication and affecting the relationship between GIS and IOM.  

 Despite a project design that was not supported by a strong results-based management 

framework, the IOM was able to complete the project to a high level of satisfaction of its primary 

beneficiary, the GIS. Most of the activities were completed within the extended project time-

frame, and apart from the livelihood strategies, where more could and should have been done 
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by IOM, the other constraints are the conjunction of several factors that involve the various 

project partners: the EU, the GIS and the IOM.  

GIMMA has been able to show that certain interventions are providing value to GIS: the legal 

handbook, the installation of the IT lab, the construction of the MIC, the refurbishment of the 

MIB, the provision of 5 prefabricated border posts with all the equipment and materials, the 

communication and dissemination efforts regarding safe migration to the general public, are 

among the key achievements that can be linked to the GIMMA project. These results also 

indicate areas of potential future collaboration for the IOM. It is not clear, however, that such a 

project should be continued in its present form. 

Rather, it may be more constructive to develop a focused approach on the specific results that 

should be reached by a follow-up project, building upon the thematic issues covered by GIMMA 

(for example, develop capacity for border management, capacity development for IT skills 

amongst new officers, etc.), rather than attempting to encompass a wider project universe, 

which requires increased communication and coordination amongst the different government 

ministries and agencies. The primary beneficiary of the GIMMA project was GIS, but the 

collaboration in setting up an integrated migration management approach requires a whole-of-

government approach that was not a salient feature of the GIMMA, despite some efforts on 

specific components such as the National Migration Profile that reflected an inclusive process. 

 

11. Good practices and lessons identified 
 

• IOM has been able to second staff to support GIS at the MIC in Sunyani. This is a good 

example of how to support the MIC’s operations while applying the IOM rules and 

procedures. It is good practice to have a staff seconded to the MIC when working with 

a government institution that follows different rules and procedures, as it allows to have 

timely information and deal with constraints as they emerge. 

• It is important to hold PSC meetings regularly, with all primary stakeholders, and in such 

complex projects attempt to increase their frequency to shorten the time required for 

management decision-making. 

• Efforts have been made to mainstream gender and provide gender-disaggregated 

information, even though GIS estimates that women represent a minority of the 

migrants (less than 15%).  

• The development of the Legal Handbook, a process that was spear-headed and clearly 

owned by GIS, which financed an additional workshop from its own funds in September 

2016, is an example of good practice and national ownership. 

• IOM has systematically reported on the constraints, delays and difficulties encountered 

in a transparent manner. The depreciation of the exchange rate means that certain 

components had to be revised downwards because, at the end of the project, a loss of 

10% of the original amount (EUR 3 million) was incurred due to forex fluctuations (the 

official currency in IOM is the US Dollar and the disbursement in Ghana were done in 

Cedis, the local currency). 

• For technical components such as the establishment of a database centre, a project 

technical expert should be recruited for the entire duration of the process, with direct 
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communication to the Comptroller-General of GIS (or Director of the Government 

Institution) and the IOM Project Manager to minimise the risk of interference. 

• Alternative livelihoods should not be done as a small pilot but as a substantial 

contribution to curb irregular migration and provide a sustainable source of income to 

the at-risk population. Placing such an intervention in a project like GIMMA may not be 

the most adequate strategic choice as GIS is not equipped to be a partner for livelihoods 

development. 

• It may be useful to increase the interaction with the EU in order to better understand 

their position regarding migration in Ghana and identify future venues for collaboration. 

• It is also important to define from the start of a project a clear results framework with 

the relevant target, indicators and means of verification to appraise the effects and the 

impact of the project, instead of focussing on the description of the outputs (completed 

activities). This could be solved by using IOM templates. 

 

 

 

 

 


