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EXECUTIVE SUMMARY 

 

The evaluation was carried out with the express objective of drawing lessons and best practices 

of IOM’s European Commission-funded Informed Migration project. The project played an 

important role in strengthening the information base on migration patterns, generating consensus 

on the direction and strategies for migration management and strengthening of bridges between 

the South Caucasus and the EU member states. Also it highlighted to the project managers and 

staff the challenges of managing a regional project, with strong international dimensions. 

  

The multi-pronged approach on migration management consisting of information dissemination, 

promotion of dialogue between South Caucasus and the EU member states and providing 

assistance in policy formulation, has delivered results. Migration management has risen on the 

public agenda in these three South Caucasus countries. Some useful twinning relationships have 

been established between the South Caucasus and the destination member states. The dialogue 

between the governments and IOM has strengthened and often IOM is the first point of advice 

and reference for the national governments.  

 

Though the project had a delayed start and suffered from a lack of clarity over the regional 

coordination role, it was able to implement most of its planned activities, many with cost savings 

through use of local, national or project staff resources. The project furthered the available 

regional experience and created an appetite for more support, guidance and expertise among the 

governments in the three countries. The cluster process created considerable enthusiasm and 

interest among the South Caucasus countries with some evident results. The three offices were 

able to roll out the information dissemination campaigns without, to their credit, the services of a 

full time communication specialist. 

 

Key findings: 

 

The project budgeted for a sizeable portion of human resources in the form of temporary 

external, international, experts. These experts were not always easily available and the project 

was implemented mostly with the input from IOM thematic divisions in the HQ and/ or other 

missions.  

 

• The log-frame comprised of some inappropriate assumptions like the ‘availability of political 

support’ and Migration Resource Centre (MRC) data being based on ‘credible data’, issues 

which need to be programmed within such projects rather than assumed. 

• Greater involvement of the EC, with some clear delegated oversight function in the countries 

with adequate representation, would have strengthened project feedback to the EC and 

strengthened the partnership. This would have also have improved the project’s flexibility 

and helped address broader migration related issues at the regional and the country level. 

• Most of the project activities were accomplished, though there were considerable savings in 

the outreach activities, Public Service Announcements and human resources. Given these 

savings and delays in arranging handover of the MRCs as well as the roll out of the 

national/regional (provincial) trainings, there was a strong feeling among the staff that IOM 

should have applied for the second no-cost extension in May/June 2008. 

• The migration assessment studies carried out with support of the IOM Vienna technical unit 
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seem to present a long term platform for dialogue and engagement between the IOM and the 

South Caucasus governments. 

• There is a growing desire among the national governments to broaden the cluster process 

agenda to include new emergent priorities like mobility partnerships and circular migration. 

Though all the government officials were fully appreciative of the opportunity provided by 

the cluster process in strengthening regional dialogue, some voiced concerns regarding its 

practical, sustained outcomes and made several suggestions to strengthen this. 

 

Key achievements 

 

• In all the three countries MRCs played a strong role in counselling potential migrants and 

maintained anonymous data on the users.  

• The governments have worked closely with IOM project staff on developing strategies on 

migration management and strengthening institutions 

• Good working relationships have been established among the three countries in the South 

Caucasus on this issue, facilitating practical sharing of information and especially useful and 

commendable for Armenia and Azerbaijan 

• Migration assessments studies provide useful direction and guidance for further work in the 

region on migration management 

 

Self evaluation of the project staff 

 

The views on project effectiveness and achievements ranged from very good to very average. 

Since there was only one view grading the project as very good and very average respectively, 

these could be isolated and dropped and the dominant self-evaluation opinion graded the project 

as ‘GOOD’. 

 

Key recommendations  

 

A stronger and sharper analysis of the political economic context in the medium and long term in 

the design stage is recommended for a project which requires political will and support of the 

participating governments. Each project should be accompanied by a detailed risk analysis 

matrix (see an example in Annex 4) which captures the key risks and planned actions to mitigate 

these risks. It is a good practice to include the risk action plans in the planned project activities. 

 

• Preparations in advance to facilitate a full and frank discussion at cluster process meetings 

should be strengthened and consequent resources allocated. In some regional cluster 

processes such advance preparation is undertaken by a dedicated secretariat; in other cases, 

the host or interim or working group chair may conduct consultations and prepare the 

documentation for discussion. These documents should again be circulated well in advance. 

• A closing or conclave/summit statement, consisting of clear follow up actions for the EU 

member states and the South Caucasus states  should come out and be distributed timely 

within the participating countries. The statement should be incorporated into the action plan 

of the project and if possible mainstreamed within the country mission work. The South 

Caucasus countries expect IOM to strengthen its facilitating role not only in their countries  

but also in the EU destination countries, as was done successfully for example  in the case of 
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establishing partnership between Sweden and Armenia. 

• The project should carry-out a real time analysis of the cost effectiveness of the information 

dissemination activities/channels and adjust strategies. 

• Additional strengthening and continued maintenance of a stronger relationship with the 

media is recommended. Inclusion of a specific component on capacity building for national 

journalists in understanding and reporting of the migration management issues will support a 

larger information dissemination campaign.  

• The starting point for effective monitoring and evaluation is clarity of roles and 

responsibilities of the various entities involved. The project manager should establish clear 

reporting requirements early in the project and finalise the ME matrix which details the types 

and frequency of data collected, the persons responsible for collecting them, the types of 

reports to be produced and the users of the reports. 

• While the Migration Resource Centres (MRCs) satisfied an important felt need among the 

potential migrants, the function can be performed more cost effectively. A minimum of costs 

would more easily facilitate both handing over of the MRC as well retaining basic 

information dissemination and counselling role within the IOM. Georgia office seems to 

have best approximated this solution.  

• In order to support policy development, necessary political will has to be obtained and cannot 

always be assumed, as in the project logframe. Political support is often easier to obtain if 

public opinion is galvanised and favourable. For migration to gain political currency in the 

project countries, there is a need to spark national debate through national, major studies 

involving key stakeholders and agencies. 

• A technical capacity building project aiming to support policy development should make 

available preferably in-country technical resources. The human resources working on the 

project should consist of strong technical experts, capable of working closely with the 

technical counterparts in the government. These experts could be national or international. 

Full time technical support rather than relying on a series of contractors who may not be 

available when the project needs them should be considered. In other programmes donors 

have recruited/funded full time fixed term technical expertise/staff. 



 8 

 INTRODUCTION 
 

Objective of the Evaluation  

 

The evaluation aimed to explore the achievement against the intended outcomes/objectives of the 

project as well as programme efficiency. The overall objectives of this evaluation are twofold: 

 

• To highlight successful and unsuccessful activities and aspects of the project.  

 

• Draw out recommendations for future similar interventions of the IOM in the region and the 

EU’s AENEAS project . 

 

Specifically the objectives were to:  

 

• Evaluate the relevance of the strategy with respect to IOMs approach, the South Caucasus 

Governments’ cooperation objectives and the needs and development of the three countries  

• Evaluate the progress against project purposes and expected outcomes as defined in the 

project document 

• Analyse the effectiveness in implementing the various components of the project and of the 

mechanisms put in place  

• Analyse the gender dimension of the project 

• Analyse the efficiency and cost-effectiveness of the project 

• Evaluate IOM overall management of the project 

• Propose any recommendations deemed necessary for increasing the performance and impact 

of the AENEAS initiative 

 

Scope and Methodology 

 

There is a mix of purposes and hence types of evaluation. It is summative1 and post-terminal2 

and seeks to evaluate impact3 and outcome4 wherever and whenever possible. A proper impact 

evaluation was not possible as expected impacts will take longer to manifest and a residual 

number of activities are still being implemented e.g. information dissemination through TV and 

                                                           
1 A summative evaluation is conducted at the end of a project or programme and for actors not directly involved in 
the management of the implementation (for instance donors). It provides insights about the effectiveness of the 
project or programme and gives then the opportunity to use best practices identified during the evaluation. 
2 A final or terminal evaluation is carried out at the end, or close to the end, of the project or programme when all 
aspects can be considered. 
3 According to OECD/DAC glossary, impacts are “positive and negative, primary and secondary long-term effects 
produced by a development intervention, directly or indirectly, intended or unintended”. The impact is sometimes 
defined under a more restrictive perspective, especially in the framework of the RBM approach that “limits the 
focus only to what is expressed as positive and expected achievements within the strategy, and further narrows 
down the focus to what is realistically attributable to the project”. 
4 Outcome can be simply defined as the achieved short-term and medium-term effects of an intervention’s 
outputs. ‘Result’ and sometimes ‘Impact’ are used instead of outcome, but outcomes are more immediate and 
directly benefit target populations, whereas impacts are longer term with broader societal consequences or 
benefits. 
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newspapers in Armenia and translation of the IOM labour migration handbook. 

 

The following is an outline overview of the methodologies, tools and techniques that were 

employed to meet the various information and analysis needs and objectives of the evaluation. 

The objectives are limited to those mentioned in the ToR (Annex 4). 

 
Table 1 Overview of Evaluation Methodology 

Objective Key Concerns Tools/Techniques/Data - 

information 

Evaluate the relevance of the 

strategy with respect to 

IOMs approach, the South 

Caucasus Governments’ 

cooperation objectives and 

the needs and development 

of the three 

Background of the project 

development, the developing policy 

framework of the IOM, the inter-

country cooperation 

agreements/frameworks, the role of 

the European Commission and the 

CIS and other key donors, 

experiences in similar 

programming from other regions 

 

Key informant interviews, the 

individual countries CCAs and 

UNDAFs, the IOM country, 

document, the IOM website, 

donor documents 

Evaluate the progress 

against project purposes and 

expected outcomes as 

defined in the project 

document 

Key objectives of the project 

logframe 

 

Before and after comparison 

through  semi structured 

interviews among the direct 

user’s/stakeholders 

 

Analyse the effectiveness in 

implementing the various 

components of the project 

and of the mechanisms put 

in place 

 

System effectiveness 

 

 

Budget breakdown, variable 

costs and fixed costs 

Analyse the gender 

dimension of the project 

Staffing, special information 

measures etc. aimed at female 

migrants,  

The disaggregated gender data  

 

Analyse the efficiency and 

cost-effectiveness of the 

project 

 The budget breakdown 

 

Evaluate IOM overall 

management of the project 

 

Mid course corrections, monitoring 

and evaluation systems  

 

Communication channels, 

management channels, the role 

of the IOM, donors 

Propose any 

recommendations deemed 

necessary for increasing the 

performance and impact of 

the AENEAS initiative 

A background on the AENEAS 

initiative 

From findings and analyses 
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The limitations of the evaluation 

 

• Paucity of time (for all three countries visited) was an important limitation. This impacted the 

number of internal and external stakeholders contacted and the types of methodologies 

adopted, leading to a predominance of qualitative techniques and rejection of activities such 

as conducting a small scale survey amongst potential migrants. 

• The documentation in the three offices was not entirely uniform and hence some analysis is 

based on data and figures from one or two of the three offices 

• While the three offices maintained regular financial reports, quantity of data and different 

periodicities of recording made producing a comprehensive aggregate picture impossible in 

the time provided, though key information could be compiled and was mostly available in 

project documents 

• The region lacks credible, comprehensive data on migration  

 

Mitigating the above, I was able to meet with many key stakeholders, including donors. Project 

staff facilitated unhindered, easy access to project documents. The staff relayed their analysis, 

elations and frustrations frankly and there was a palpable willingness to learn from the 

experience and draw lessons for similar future initiatives. The regional aspect of the programme 

was a challenge but also an important learning experience for all the staff involved at all levels of 

the organisation, including the regional Helsinki office and headquarters.  

 

THE PROJECT CONTEXT AND RELEVANCE 
 

Regional socio-economic-political setting 

 

The South Caucasus, like other erstwhile parts of the former USSR, has experienced rapid 

change in its economic and political fortunes. In the span of a decade the region has witnessed 

widespread economic decline, rising poverty and massive population movements, both from 

internal and regional conflicts and emigration. From Armenia approximately 800,000 people5 

emigrated for economic reasons. Varying levels of migration was witnessed in Georgia and 

Azerbaijan, mixed with trafficking, transit and seasonal migration. As the economies started the 

continuing process of recovery, hence the term transition economies, the migration trends and 

patterns rapidly changed. Azerbaijan with its ascendant oil fuelled economy is today an emerging 

destination country for immigrants, with new national priorities facilitating labour mobility, re-

integration and re-admission. For Armenia the challenge is managing the seasonal migration to 

Russia, facilitating re-admission and re-integration and containing the brain drain through 

circular migration and other forms of mobility agreements with the destination countries in the 

EU, Russia and the USA. Georgia is keen to meet the ENP action plan deadlines and forming the 

requisite rules, procedures and systems, though pace and consistency is an issue for concern 

amongst international observers and the EU. 

 

Despite this region being a hot-spot for migration, reliable data on the trends, numbers and 

patterns are difficult to obtain. The IOM’s World Migration Report 2005 has little to offer on the 

                                                           
5 Migration Policy Institute, 2007 
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region as does the Migration Policy Institute. The Fund for Peace has the most extensive 

analysis, including that of migration status. Piecing together the evidence, data and the analysis 

scattered through various sources, coupled with the data maintained by the Migration Resource 

Centres and the migration assessment studies supported by the project, a consolidated analysis is 

presented as a table in Annex 3. 

 

Relevance of the project  

 

Implemented within the AENEAS programme structure, the project covered the South Caucasus 

region, i.e. Armenia, Azerbaijan and Georgia. This is a geographical region spanning the 

southern portion of the Caucasus Mountains and lowlands, lying between the two continents of 

Europe and Asia and extending from the southern part of the Greater Caucasus Mountain range 

of south-western Russia to the Turkish and Iranian borders and lying between the Black and 

Caspian Seas. The countries of the region are producers of manganese ore, tea, citrus fruits and 

wine, with Azerbaijan further producing significant amounts of oil. 

 
Figure 1 Map of the South Caucasus region 

 
 

Besides the geographical proximity leading to historical and cultural ties, the three countries 

have a shared past of  ethnic conflicts6 and being part of the ‘command and control’ economy of 

the erstwhile USSR. The last two decades have wrought many changes, but though the steep 

increase in poverty following the collapse of the USSR has been arrested, governance and 

sustainable poverty reduction remain a challenge in all three countries. 

 

The political backdrop of the project seems to be contained within the European Neighbourhood 

Policy (ENP), the views of the European Commission stemming from the recent enlargement of 

Europe, including these three countries (though the three countries again have varying 

imperatives and ambitions regarding membership to the EU). In Armenia, Azerbaijan and 

Georgia migration management is seen as a natural state function, but one for which external 

support is requested. Hence the project aims and objectives seem to be broadly aligned with 

donors and recipient countries priorities7.  

 

                                                           
6 There are three heavily disputed areas – Abkhazia and South Ossetia in Georgia, and Nagorno-Karabakh in 
Azerbaijan, the last having resulting into severance of all diplomatic relations between Armenia and Azerbaijan. 
7 Though these countries also have new emergent priorities, like seasonal migration in Armenia where every year 
20,000-40, 000 people emigrate seasonally to Russia. 
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The overall strategy and tone of the relationship between the EU and the South Caucasus is 

enunciated in the ENP, which among other things seems to renew its vision of the region 

emerging as a migration ‘buffer zone’. Analysts believe that the concern and the interest of the 

EU in the region stems from a whole range of factors and mentalities ranging from the need to 

contain poverty and instability at the fringes to containing transit and permanent and irregular 

migration in the EU from and through the region. The ‘give and take’ in the relationship of the 

EU and the region is amply evident in the ENP action plan which the countries in the 

neighbourhood will have to implement before negotiating agreements facilitating mobility and 

greater access of their labour force to EU markets. 

 

The Commission released a paper in December 2002 on two issues, the link between migration 

and development, and the EC financial resources available for implementing internal and 

external migration policies. One of the Commission announcements suggested a huge increase in 

the funds available for migration projects in non-EU countries8.  

 

The EC devised the regional project, AENEAS, in 2003, with an aim to reduce illegal and 

irregular migration and improve the information architecture for potential migrants on the scope 

of legal migration and the risks of illegal migration and working abroad. Migration is a key 

element of the EC’s regional thematic group on human rights and democratisation. 

 

Frozen, potential and managed conflicts, poverty and the proximity of more stable and 

prosperous economies present a fertile ground for all kinds of regular, irregular, permanent and 

seasonal migration. Though these countries share many common ties, their recent past has also 

placed them on varying trajectories of economic and political growth. These variations need 

better integration in any programming strategy.  

 

 

Armenia 

 

Armenia has a population of 3.2 million 9and a GDP per capita of $4,500. The high 

unemployment rate has caused many people to return to subsistence farming. Armenia is 

currently hosting approximately 360,000 refugees from Azerbaijan and also has about 72,000 

IDPs, both resulting from the conflict with Azerbaijan over the Nagorno-Karabakh region from 

1988 to 1994.10 An estimated 800,000 people have left the country since the fall of the Soviet 

Union, giving Armenia a net migration rate of -5.72 per 1,000 people though. The rate of 

emigration this has fallen in recent years, however. 

 

                                                           
8 http://www.statewatch.org/news/2003/may/12readmission.htm, Professor Steve Peers, Human Rights Centre, 
University of Essex. For a fuller version of this analysis, see the chapter on 'readmission agreements' in Rogers and 
Peers, eds., EU Immigration and Asylum Law: Text and Commentary (Kluwer, 2003) and the paper 'More Tuna, 
Fewer Tunisians? Illegal Immigration and EU External Relations' for the Illegal Migration conference at the 
University of Leicester. 
9  “2007 Statistical Yearbook of Armenia published by the National Statistics Service of the Republic of Armenia.”   
10  “Migration Perspectives. Eastern Europe and Central Asia.  Planning and managing Labour Migration,” IOM, 

2006,   

http://www.statewatch.org/news/2003/may/12readmission.htm
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Armenia has a high level of income inequality. The top 10% of the population controls 41.3% of 

the wealth while the bottom 10% controls only 1.6%11. Armenia has stabilized its currency and 

reduced inflation significantly, and the economy grew by an estimated 13.9% in 2005. 

 

Armenia, like many of the former Soviet Republics, has a developing political economy and 

faces challenges of governance and service delivery, with the government facing the challenge of 

balancing its regulatory role within a fast liberalizing market economy. Adoption of an “Anti-

Corruption Strategy and Implementation Action Plan,” has been a welcome step in the right 

direction.  

 

Azerbaijan 

 

Azerbaijan has a population of 8.4 million and a GDP per capita of $4,800. The economy is 

heavily based on the oil and gas industry. Massive movement of the adult Azerbaijani population 

to Russia, Ukraine and other CIS countries for temporary work also helped to decrease 

demographic pressures. According to the Russian Migration Service, about two million 

Azerbaijani citizens worked legally and illegally in the Russian Federation. An armed conflict 

with neighbouring Armenia over Nagorno-Karabakh from 1988 to 1994 led to an influx of over 

one million refugees and internally displaced people. Human flight has decreased due to the 

socio-economic reforms launched by the government, which resulted in increasing wages rates 

and new jobs.  

 

According to the IMF, the average growth in real GDP from 1999 to 2006 was 12.96%, with a 

growth rate of 18.7% in 2005 and 34.3% in October 200612.  

 

Azerbaijan faces a number of challenges, the most pressing of which are corruption, uneven 

economic development, and the resolution of the conflict in the Nagorno-Karabakh region. The 

current government has made some efforts to address corruption, including adopting an Anti-

Corruption Law.  

Georgia 

 

Georgia has a population of 4.7 million and a GDP per capita of $ 3,300. The unemployment rate is 

high and is estimated at 20-25 %, (twice times the official figure) . The high unemployment rate has 

caused many people to emigrate from the country. Armed conflicts in South Ossetia and Abkhazia led 

to forced migration movements of over 300,000 IDPs). Despite the efforts of the government to deal 

with the IDP problem the situation remains very difficult and is compounded by lack of progress in the 

negotiations over the conflicts in South Ossetia and Abkhazia.  

Georgia has a high level of income inequality. Although Georgia suffered from negative economic 

growth right after its independence in 1991, there were positive growth rates from 1995-2005. 

Georgia managed to stabilize its currency and reduce inflation significantly, and the economy grew by 

an estimated 10% in 2005. The human rights situation has improved since the “Rose Revolution”. The 

current government of Georgia faces a number of challenges, the most 

                                                           
11 Fund for Peace data 
12 Economic Intelligence Unit and Azerbaijani Embassy website 
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pressing of which are the unresolved conflicts, separatism and the prevention of the 

consequences of uneven economic development. The growing trade deficit, continuing problems 

with tax evasion and political uncertainties, cloud the short-term economic picture. 
 

Figure 2 Migration Issues in the South Caucasus 

 

Project Coherence 

 

Migration management is an extremely complex challenge in countries with transition 

economies, as the population has high levels of education and hence attendant expectations, 

while the economy still has to generate sufficient livelihood opportunities. There are several 

backward and forward linkages which need to be managed simultaneously. Strategies must take 

account of, and pay attention to, both pull and push factors at the same time; otherwise the 

impact and efforts on any single factor may actually result in negative externalities and  

aggravate the situation. For example, imposing a cap on legal migration without adequately 

dealing with the push factors in the catchment areas could simply lead to greater trafficking and 

smuggling. 

 

The following diagram is adapted from various literature on migration management and presents 

schematically the complex, dynamic relationship between various aspects of migration 

management. 
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                                                                     Figure 3 Dynamics of Migration Management 

 

 

 

The IOM’s project portfolio in the region appears to be quite balanced, diversified and healthy.  
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Table 2 Project Portfolio of the IOM in South Caucasus 

ARMENIA 

Regulating migration: Micro-Enterprise Development in Armenia (MDAR); Further 
Expansion and Establishment of the Network of Border management information 

system: Republic of Armenia (BMIS);  Integrated Solutions to Directly Access 
Interpol Criminal Information; Capacity Building in Migration Management 

Programme: Armenia Assessment (CBMMP); Combating Trafficking in Humans in 

Armenia: A Social Mobilization Project (CTSMP)  

Facilitating migration: Informed Migration: An Integrated Approach to Promoting Legal 

Migration through National Capacity Building and Inter-regional Dialogue between the 

South Caucasus and the EU (AENEAS); Prevention of Irregular Migration from Armenia 
through Vocational Training and Creating Job Opportunities; Capacity Building and Public 
Awareness for Labour Migrant Support Points  
Movement, emergency and post conflict: Assisted Voluntary Return; United States 

Refugee Programs; Resettlement Assistance, Customer Services for Canadian Temporary 

Resident Visa Applications, Work Permits and Immigration to Canada under “Skilled 

Worker Category (CAVA) 

AZERBAIJAN 

Regulating migration: Return and Reception Assistance for Victims of Trafficking, 

Integrated Border Management (IBM), Assisted Voluntary Return and Reintegration 

Facilitating migration: Informed Migration: An Integrated Approach to Promoting Legal 

Migration through National Capacity Building and Inter-regional Dialogue between the 

South Caucasus and the EU (AENEAS) 

Movement, emergency and post conflict: United States Refugee Programme, Canadian 

Warrants Programme, Movement Assistance to European Countries and New Zealand, 

Food Assistance Programme for the IDPs in Western Regions of Azerbaijan 

Migration and development: Community Owned Sustainable Water Use and Agriculture 

Initiatives 

GEORGIA 

Regulating migration: Personal Identification and Registration System for Georgian 

Border Check Points; Training of Border Police in Document Inspection, English 

Language, Computers, Legal Issues and Personal Identification and Registration System; 

Assisted Voluntary Return and Reintegration of Georgian Citizens from the United 

Kingdom and Switzerland, Assistance to former drug users and capacity building for drug 

programs in Georgia; Capacity Building of Government Officials on the Combat of 

Trafficking in Persons and Smuggling of Migrants, Equipping Evidence Facilities and 

Police Training Units and related training preparation and delivery, Establishment of the 

Job Counselling and Referral Centre, Reintegration Assistance to the Redundant Personnel 

at Ministries of Defence, Internal Affairs and Justice 

Migration facilitation: Informed Migration Project (AENEAS) 

Movement, emergency and post conflict: United States Refugee Programme, Canadian 

Warrant Programme, Resettlement Cases to Europe 
 

Thus the portfolio in the three countries including regulation, facilitation, information 

dissemination, national capacity building, support to returnees and facilitating the international 

agreements on return, re-admission and mobility, and (in Azerbaijan) promoting economic 
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development and income generation among the potential migrants and seems to be addressing all 

the key aspects of migration management. 

 

In many ways, the project is complimentary and supplementary to other IOM interventions in all 

three countries and fills an important gap created after the end of the last rounds of cluster 

meetings and information dissemination in 2001-2. 

 

FINDINGS 

 

Brief description of the project 

 

The two year regional programme, funded by the European Commission, was launched in 

December 2005. The project, extended till June 2008, aimed to deepen the benefits of an existing 

inter-regional migration and asylum management dialogue between the sending and transit 

countries of the South Caucasus and receiving EU Member States as well as non-EU Member 

States such as Switzerland through the cluster process.  

 

Key objectives include promotion of the cluster process dialogue on negotiations/actions on re-

admission, return and re-integration, combating irregular migration, promoting legal migration; 

establishment of Migration Resource Centres as a basis for outreach, institutional sustainability 

and information dissemination to promote legal migration; dissemination of objective 

information on foreign and domestic employment opportunities and living and working 

conditions abroad; processing data collection and analysis and enhancement of labour 

administration skills of public and private sector. 

 

The Cluster Process 

 

The history and the origin of the cluster process is rooted in a series of regional consultation and 

dialogue processes that started in the 1990s to resolve regional disputes and tensions. There have 

been several other regional processes in operation in the past, the Puebla process, the Manila 

process, the Colombo process and CIS process just to name a few.  

 

The Informed Migration Project envisaged holding of three cluster dialogues among the South 

Caucasus and the EU and theses three were held with a regular yearly frequency  in May 2006 

(Brussels), March 2007 (Tbilisi) and May 2008 (Nuremberg). 

 

The first cluster process dialogue was held in May 2006, involving the officials of the three 

countries and Belgium, the Czech Republic, Germany, the Netherlands, Switzerland and 

Sweden. Delegates from Romania and Moldova were also present as observers. The agenda was 

developed in participative style with the governments in the three countries.  

 

As is clear from the documentation made available by the project staff, there were several 

iterations developed by IOM Brussels/Helsinki and the country offices and the final agenda was 

reflective of the agreed priorities. 
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The second cluster meeting in Tbilisi in March 2007 discussed the developments since the last 

cluster meeting and presented the EC’s priorities and perspective on migration management in 

the south Caucasus. There were presentations from the IOM technical and the training units to 

enhance sharing of experiences and knowledge. On the whole the meeting was well structured to 

allow for discussion of progress, priorities, challenges and opportunities in promoting legal 

migration in the region.  

The third cluster meeting was held in Nuremberg in May 2008 and was structured along the lines 

of the earlier meetings though there seemed to be a more pronounced emphasis on readmission 

issues, particularly on day 2. The inclusion of the biometrics in the technical capacity building 

session was welcomed by the south Caucasian delegates. 

The cluster process provided the much needed political space for dialoguing on a common issue 

between these three countries sharing the geographical boundaries. They were well attended and 

well appreciated among the three governments. 

 

The agenda setting 

 

The first drafts of the agenda were drawn by Helsinki and the three country offices then sought 

feedback from government officials, which was delivered with varying levels of enthusiasm. 

There also seems to be gradual broadening of the agendas dominated in the beginning by more 

EU centric issues on re-admission and legal migration to include some discussions on mobility 

agreements and technical cooperation in setting up systems and procedures. 

Though there was considerable space for roundtable discussions, there could be more South 

Caucasian delegates among the lead presenters and speakers. Though it is not easy to bring 

together a diverse range of actors under one unifying objective or theme, a greater attention to 

this would help enlist relevant participation and optimise meeting outcomes.  

 

Participation 

 

While key ministries and agencies from the three countries participated, the level and the 

designation were not always the desired or most effective. Similarly ensuring the planned 

participation of EU countries (originally envisaged to be around ten member states) also proved 

to be more challenging than originally envisaged. This could be on account of changing priorities 

among the donor/EU states. 

 

The content and the conduct of the dialogue 

 

The cluster meetings spread over two to three days and consisted of several technical 

presentations from the EU participants and the South Caucasus countries sometimes at the cost 

of a fuller discussion13 . There was also a view expressed by participating Azerbaijani 

government officials (and agreed by those in Armenia and Georgia) that the meetings often took 

the form of a reporting back session for the South Caucasus countries while no such norm was 

applied to EU states. Though this may not be the whole truth, perceptions matter in processes 

which are informal, aimed at confidence building and enhancing or building a working 

relationship. 

 

                                                           
13 Views of the officials and the programme agenda 
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The outcomes 

 

The cluster meetings were on the whole useful and achieved some important intended results. 

Key among these were: 

 

• Facilitation of the formation of bilateral country teams between Sweden and Armenia and 

Switzerland and Azerbaijan. Sweden funded a Migration Management Assessment, which 

also included technical exchange visit of high ranking Armenian officials dealing with 

migration to Sweden. Similarly, Switzerland invited a group of the Azeri officials to learn 

about the Swiss practices and procedures in migration management. 

 

• Sharing best practices: Most South Caucasus officials stressed the relevance for such 

meetings as an opportunity to learn about other countries’ experiences in migration 

management and get to know about the latest, state of art measures in migration management 

in EU member states. 

 

• Confidence building measures among the South Caucasus states: The cluster meetings 

provided rare opportunities for the technical and the high officials to exchange views and 

share experiences. There is a clear need for more of such dialogue and interchange in the 

region. 

 

The process set in motion some useful bilateral cooperation though by and large, the 

operationalization of the country team cooperation and the ‘twinning’ was limited and patchy 

and some expressed intents at the cluster meetings were not followed e.g. the Czech Republic 

was unable to support Azerbaijan as expressed earlier by its delegation. There was a strong 

feeling among the participating South Caucasus country teams that IOM should facilitate more 

of these agreements and lesson learning.  

 

The following SWOT table aims to present in nutshell the opportunities and challenges for an 

effective regional cluster process in the South Caucasus. 
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Figure 4 SWOT of the South Caucasus Cluster Process 

 
 

Information dissemination 

 

The project planned to set up MRCs in all three countries with an aim to strengthen the 

information base amongst potential migrants and improve the awareness level regarding avenues 

of legal migration as well as the risks of illegal migration. These capacities/centres were planned 

to be transferred to a government body for the sustainability and the continuity of the project 

intervention. The project rightly recognized the important need to fill the information vacuum 

and proposed three MRC centers with extensive monthly outreach activities in the rural and hard 

to reach areas of each country. 

 

There were some creative adaptations of the original plan esp. in Azerbaijan and Georgia. In 

Azerbaijan two centres, one in Baku and one in Nakhichevan were opened. Georgia eventually 

set up four MRCs, one each in Tbilisi, Kutaisi, Gurjaani and Batumi. This was further reinforced 

with regular outreach activities and the project staff worked hard to disseminate information out 

amongst hard to reach potential migrants. 

 

In Armenia the MRC was set up with considerable delay in September 2006. Once up and 

running the MRC staff and the project staff organized the planned outreach activities on a 
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monthly basis in Giumri, Shirak Region, Vanadzor, Lori Region, Kapan and Goris, Siunik 

Region, concentrated in the North and South of Armenia. 

 

Though final figures are still being consolidated, in the course of the entire project life over 

13,000 callers and visitors were assisted with information on migration rules and procedures and 

sometimes with job referrals.  

 

Information dissemination tools 

 

• Free hotlines were made available to the potential migrants and callers in Armenia and 

Azerbaijan (the latter establishing a toll free hotline for callers, one each for Baku and 

Nakhichevan). Georgia too established a well publicized hotline. These hotlines were 

available during working hours and some primary data was captured on the location, age, 

educational background and purpose of the call and inputted into a database. All of the 

consultations were completely anonymous and confidential, an important reassurance for 

those who wanted to discuss the possibility of illegal immigration. 

 

• Websites: Azerbaijan and Georgia set up an informative website to support the information 

dissemination of the MRC. The Georgian website is very user friendly, constantly updated 

and contains useful information on the legal provisions of the destination countries and the 

phone numbers of their embassies in Tbilisi, as well as links to credible job sites.  

 

• PSA (Public Service Announcements) (info campaigns through radio, TV, posters etc): The 

project design was ambitious in planning for a multi-channel information dissemination 

exercise, though the choice of the channels and the resources allocated needed considerable 

change and revision, which was successfully carried out. Azerbaijan and Georgia made some 

imaginative adaptations, such as the posters in public spaces like the Metro. Armenia  

distributed flyers and fact-sheets  in airport and through Foreign Embassies in Yerevan and 

Tbilisi. It recently agreed with the EC to produce a more substantial 5 part documentary on 

various aspects of migration challenges and to sponsor ten articles in newspapers. The 

resources set aside for the PSA in Azerbaijan were largely unused, but despite this the 

activities of the MRC seems to have received regular media coverage and publicity. 

 

Evaluation and needs assessment 

 

A comprehensive needs assessment capturing both the urban and the rural population was 

envisaged to guide the counselling/advisory role of the MRCs, message content and channelling 

of the information dissemination/awareness raising campaign. The needs assessment in three 

countries was performed using a range of strategies. In Armenia it was outsourced to a 

professional social research agency that administered a comprehensive questionnaire to a 

nationally representative sample and whose findings can be truly held as representative of the 

national needs. Georgia employed its staff to gather data from over 100 potential migrants in 

Tbilisi, Kutaisi and Gurjaani. The existence of prior experience and expertise in running these 

centres and conducting similar surveys was a definite advantage and harnessed well, resulting in 

many cost saving and effective adaptations of the planned activities in the project document. The 

needs assessment report of Georgia is practical document, though not entirely nationally 
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representative. In Azerbaijan a less ambitious strategy of capturing the needs of the visitors was 

employed and report produced. It was a great help that the personnel manning the IOM 

information centre during 2001-2003 were able to join the MRC in a similar capacity.  

 

Data gathering and policy influencing 

 

All the MRCs developed a well designed database using Access as a front-end and inputted data 

gathered from the users (potential migrants) of the MRC. Though some useful patterns can be 

gathered from these MRCs data, additional work needs to be a carried out to supplement the 

available data and analysis to properly utilize it in wider policy making. This though in no way 

undermines the important work done in the project in an area which was in need of urgent 

attention and which is otherwise sorely lacking in systematic data. Findings from this and the last 

round of data gathering have been referenced in other papers and a major migration policy watch 

website. 

 

Despite current limitations, the data has a potential of informing evidence based policy making 

and should have been and be more extensively accessed by the governments and other 

organizations working in migration. For example, in Armenia, staff reported that the MRC’s 

work enhanced the knowledge of the Armenian local administration/officials on migration rends 

and  legislation.  

 

Training and capacity building 

 

A series of training workshops for government officials, private sector participants and NGOs in 

the three countries formed the crux of the capacity building element of the project. Starting with 

a regional ‘kick off’ training event, not planned in the project document, a series of national 

training workshops was organised. The national training workshops, taking on board the views 

and the feedback of the participants inspired a series of provincial training workshops.  

 

The regional training in Bakuriani in Georgia was a training for trainers event and some of the 

participants have subsequently delivered the training in their respective departments, underlining 

the relevance of this strategy that maximized the impact of the regional event. 

 

Participation in the trainings session has been mixed across the region, reflective in some ways 

of the agenda and the priority of the day’s government. In Armenia and Azerbaijan, the trainings 

were keenly attended by government migration officials while in Georgia, given the backdrop of 

recent national unrest14 and the rather laissez faire attitude of the present government to 

migration related issues, it was difficult to obtain and sustain participation. Nonetheless, the 

country mission persisted in difficult circumstances and was able to roll out its national trainings.   

In June 2007, a readmission workshop was organised in Baku at the government’s request and 

facilitated by IOM specialists from Vienna and Moscow. The workshop was well timed as 

Azerbaijan is currently engaged in negotiating readmission agreements with EU member states.  

 

                                                           
14 September-December 2007 was a period of large-scale political unrest, with state of emergency declared in November. Human 

Rights Watch criticises government for using "excessive" force against protesters in November. International Crisis Group warns 

of growing authoritarianism.   
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Considerable appetite exists among the officials for such trainings as an opportunity to learn 

about the latest practices, policies and measures in migration management though some opined 

that the trainings needed better targeting and more practical content. 

 

Policy work 

 

One key output of the policy work in all the three countries is the migration policy assessment 

exercise carried out by IOM. These studies are amongst the first comprehensive attempts at 

outlining the migration related challenges and suggesting practical, best practices in improving 

migration management. One important aspect of this exercise has been the intensive consultation 

with the national officials and institutions in the course of the assessment and hence the resultant 

awareness, orientation and above all ownership of the product. Though the three countries are at 

varying stages of policy and institutional development in migration management, there was an 

almost universal appreciation of this work supported under the project and carried out mainly by 

the technical unit in Vienna. 

 

The Azerbaijani governments’ acknowledgement of IOM’s good work done in formulation of 

their State Migration Service and the setting up of the State Migration Agency in its presidential 

decree is something the project and the IOM can be justifiably proud of. Similarly, officials 

contacted in Georgia and Armenia, during the course of this evaluation, expressed high 

appreciation for the work done by the IOM on assessment of the migration management 

structures and policies in these countries. 
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Figure 5 Project Timeline 
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PROJECT PERFORMANCE 
 

Effectiveness of Preparatory Phase 

  

There appears to have been consultation conducted with the three country offices and the project 

was largely devised by an IOM staff member based in Baku who left the Organization in 2004, 

i.e. before inception of the project. The project in many ways was well grounded in the available 

experience of the IOM in the region and this seems to have served the project well despite a 

difficult start and intermittent implementation challenges.  

 

The logframe 

 

The project logframe was developed as per the EC AENEAS programme guideline though it 

lacked more rigorous risk analysis15. Inconsistencies between the project document and the 

logframe and the inadequacies in the activity budgets were discovered early on, though there was 

a delay in feeding it back to the EC and getting a revised logframe approved. The monitoring 

team from Brussels in May 2007 reiterated these anomalies and recommended submission of 

revised logframe and budgets to the EC.  

 

The assumption(s) 

 

While the column of assumptions appears fairly conventional and all the customary items are 

included there should have been part of the project objective and hence activities/inputs,  

‘Like strengthen support among the governments in the South Caucasus through research, policy 

dialogue etc...’  

The assumption of availability of support among the governments in the South Caucasus, esp 

taking into account that the region has a two frozen( armed ) conflicts,  for policies on migration 

management, re-admission, re-integration, etc. appears to be presumptive 16. In 2004, there might 

have been more credence in this assumption but there was no allowance for rapid change in 

2005-2006, in the wake of the internal political turmoil17.  

                                                           
15 ‘Which risks should be taken into consideration?’ is a specific question in the assumption column of the logframe 
guideline. 
16 ‘continued support to the process and follow on commitments taken over the cluster meetings’ 
17 As in Georgia 
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The project budget 

 

The budget had the following key elements shown in figure 4 below. 

 
Figure 6 Project Budget 

 
 

 

The project staffs were quick to realise that many of the budget lines were inadequate. More than 

50% of the resources were meant for human resources and a good percentage of this was for 

temporary external consultants (Table 3 and Figure 7).  

 

Table 3  Human Resource Costs Break-up 

 Original  Revised 

   
National staff  226780 255254 

International staff  109008 81756 

IOM liaison offices  29585 29585 

IOM Brussels and Vienna tech. astt. 14000 14000 

External international experts 74340 52215 

Per diem  82038 86954 

Total  535751 519764 
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Figure 7 In-project and Temporary International Expertise Costs 

 
 

 

While a higher proportion of the human resources budget is expected in capacity building 

projects, these resources are often long term, technical experts available in the country or in the 

region, and work closely with the governments to develop capacities and guide policy work. 

 

While the staff  rightly recognised problems with the budgeting of the communication activities, 

the corrections in the human resources (a line item which ended up with considerable unspent 

balance)18 (see Figure 9), even the revised budget ( presented in July 2007) to the EC appeared 

ambitious ( see Table 4 and Figure 8) . The staff informed that this less than drastic revision in 

the budget was also on account of rather strict EU policies which allows for only 10% variance 

in the approved and the revised budget lines. 
 

Table 4 Original and Revised Project Budget 

 Original  Revised Variance 

 

Human Resources 

535,751  519,763 15,988 

Travel 50,740  54850 -4,110 

Supplies and equipment 26,385  27444 -1,059 

Local office action costs 75,052  90053 -436 

Other costs services 98,316  89617 8,699 

Database and info campaign 121,930  126447 -4,517 

Administrative costs 88,720  63572 25,148 

                                                           
18 The less than optimal/expected participation of the officials of the EU member states and the South Caucasus 
countries also contributed to this. 
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Figure 8 Original Approved and Revised 

 
 

Figure 9 Example of Break-up of Unspent Balance 
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Figure 10 Features of the project design 

 

 

  

Project Management 

 

There was a need for greater clarity on the overall management and coordination role, and an 

organogram as suggested by the Brussels monitoring team would have helped clarify  roles and 

responsibility and establish accountability. Different offices exercised some measure of expected 

delegated responsibilities and strove to achieve the planned outputs. While this allowed for some 

very effective and encouraging adaptation and innovation at the country mission level, the lack 

of any office assuming a stronger coordination role resulted in avoidable and costly delays. The 

failure to agree on requesting the EC for the second no-cost extension, despite some vigorous 

communication- albeit belated one- yet again underscored this.  

 

Sustainability 

 

The project was built on an existing experience in the region both within the IOM and its 

counterparts. In 2001-2003 IOM had implemented an information dissemination campaign, 

though focused more on counter-trafficking and illegal migration issues. There were also a series 

of cluster meetings organised to which the three governments had sent delegates to, some of 
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which were able to attend the recent round of IOM facilitated cluster meetings and hence 

possessed an extremely useful historical perspective on the process. 

 

Sustainability of the project can be viewed from two angles. One is the sustainability of the 

results and the other the sustainability of the project activities. The only project activity which 

was planned to be continued within the government and hence remain physically sustainable was 

the MRC function.  

 

First, regarding the sustainability of the project outcomes, it is to be noted again that the 

evaluation was carried out just as the project activities closed. Financial accounts are still being 

collated. The lack of baseline data on legal migration and its end-project status was another 

factor limiting any impact evaluation.  

 

The policy support on development of the migration management strategies, policies, acts and 

institutions in all the three countries and especially in Azerbaijan will have sustainable impacts, 

having explicitly informed and guided them. 

 

The MRC, which was planned to be handed over to the government structures to ensure 

sustainability, was ambitious. Varying success has been achieved for uptake by national 

governments. In Azerbaijan the State Migration Service has agreed to take on the function while 

Armenia and Georgia are yet to agree on a hand over strategy though there is no lack of 

expressed intention and ambition on the part of some departments to take over.  

 

Georgia continues to run the MRC with a skeletal staff and plans to mainstream the function 

within its operation. The MRC coordinator will continue to inform and counsel potential 

migrants and the website will be maintained as part of the corporate country page. The Georgian 

formula of ensuring the sustainability seems to be effective and relevant for the larger good of 

the potential migrants. Armenia and Azerbaijan seem to have developed plans to carry forward 

the good work of the MRCs, though admittedly there has been an unfortunate severance in their 

services, entailing a larger potential cost of resuming them. 

 

Efficiency 

 

Efficiency analyses how well resources in general (funds, expertise, time, etc.), or inputs, are 

used to undertake activities and are converted to results. 

 

The project obtained mixed results on cost and time efficiency. As indicated in the revised 

budget submitted to the EC in July 2007, several activities could be performed with cost savings 

and skilful innovation mainly due to the use of local/office expertise and staff, and the original 

budgeted amount being too high. 

 

On the other hand certain activities within the information dissemination campaign were grossly 

under-budgeted and expending more than envisaged.  

 

Considerable efficiency was exhibited in setting up migration information resource centres in the 

hard to reach, poorer, remote areas - the catchment area of a large number of potential migrants 
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with least access to information. It appears that the post of legal counsellor, which was meant to 

be full time post in all three countries, was more of a luxury and rightly employed in moderation. 

Savings from this budget line and other activities allowed for a more intensive and regular access 

to remote areas. 

 

The information dissemination campaigns utilised cost effective channels including, and perhaps 

somewhat surprisingly, newspapers19 and posters in public spaces. Azerbaijan best illustrates this 

as shown in the Table 4 and Figure 8 below. 

 
Table 5 Cost efficiency estimates of the communication channels in Azerbaijan 

Communication Channel Total expenditure till 

Dec 2007 
No of callers using 

this source 
cost per 

caller 

Print ads 2062 1927 1.070057084 

Word of mouth 0 153 0 

Radio ad Azerbaijan 371 107 3.46728972 

Poster/banner in public space  1504 1312 1.146341463 

Website  366 213 1.718309859 
 

Figure 11 Cost Efficiency Estimates of Communication Channels in Azerbaijan 

 
 

The website should prove the most cost effective in the long run if costs are limited to the fixed 

one off construction cost and minimal running costs. Most of the potential migrants accessing the 

services of the MRC were well educated (see Figure 9) and websites can be accessed and utilised 

as a reliable source of comprehensive information on migration. In that context absence of a 

website in the Armenian component was an opportunity missed. 

 
 

 

 

                                                           
19 Maximum number of visitors/callers at the MRCs were inspired by the newspapers adverts 
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Figure 12 Education levels  of potential labour migrant in Georgia 

 
 

Figure 13 Effectiveness Estimate of Communication Channel in Georgia 

 
 

Delay in implementing the capacity building workshops compromised on the potential of 

maximising the cluster process and the information dissemination campaigns. A rank of well 

informed and motivated officials would have been an asset in furthering the political 

commitment between cluster meetings and allowing better link ups with the potential migrants. 

Much of the trainings delay could be attributed to the delayed availability of the IOM corporate 

training handbook. Other reasons could be traced to the lack of a strong coordination within this 

regional project, which clearly needed a well-synchronised steering to bring all the involved 

entities together. The Brussels monitoring team rightly emphasised this issue and recommended 
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drawing of an organigram to clarify the roles and responsibilities. Another reason was the failure 

to procure the services of relevant training expertise well in time. 

 

Monitoring and evaluation 

 

The following internal mechanism appears to be existent within the project: 

• Drawing  an implementation action plan and outline strategies 

• Updates on the action plan (particularly Georgia) 

• Financial reports, monthly and six monthly (though the overall consolidation was lacking)  

• Monitoring visit from Brussels (only one during the entire project life) 

• Informal report (for the EC upon request July 2006) 

• Project interim narrative report (for the EC) at the end of the second year 

• Monthly MRC data and report 

• Staff meetings at the country level 

• Regional meeting at Tblisi (March 2007) 

• Regional meeting in Tbilisi (February 2008) 

• Regular exchange of e-mails / phone calls between regional project development officer for 

the Caucasus based at MRF Helsinki and the country missions 

 

The first monitoring mission from Brussels arrived in May 2007 and was found extremely useful 

by the project staff. The monitoring report incisively presented the successes and the challenges 

of implementation. Apparently, a second mission could not be organised due to lack of funds, 

which had not been budgeted for, either in the original budget or in the revised one.   

The role of the agency was almost absent and could have played an important role in monitoring 

and evaluation. This was on account of EC Brussels office failing to delegate adequate oversight 

responsibility to the in-country EC delegations, though it must be added that both Azerbaijan and 

Armenia had till recently lacked any adequate EC representation. Despite this absence of formal 

role there is ample evidence of a regular exchange and interaction between the EC delegation 

and the project staff around the project activities in Georgia.  

 

Achievements 

 

• In all the three countries MRCs played a strong role in counselling potential migrants, 

maintaining data on the users  

• The governments have been working  with the IOM project staff on developing strategies on 

migration management and strengthening institutions 

• Some good working relationship has been established among the three countries in the South 

Caucasus, facilitating practical sharing of information and especially useful and 

commendable for Armenia and Azerbaijan 

• Migration assessment studies provide useful direction and guidance for further work in the 

region on migration management. 

 

Self evaluation of the project staff 

The views on project effectiveness and achievements ranged from very good to very average. 
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Since there was only one view grading the project as very good and very average, these could be 

isolated and dropped and the dominant self-evaluation opinion graded the project as ‘GOOD’ 

 

Best practices 

 

Several good practices can be drawn from the project. A few key among these are presented 

below:.  

 

 
Figure 14 Key best Practices from the Project 
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Gender  

 

The project scores well on gender-sensitivity. There was a suitable balance between male and 

female staff. There were 7 males and 8 females. 

 

The MRC database maintained gender disaggregated data (Fig 12) that follows global trends as 

there seems to be an increase in female migration in Georgia though the male migrants in 

Azerbaijan seem to outnumber women (globally female migrants outnumber men, apart from 

Asia and Africa where the proportion of female migrants has actually declined20). 

 
Figure 15 Gender data on MRC information seekers in Georgia and Azerbaijan 

 
 

 

In Georgia, where the majority of callers were women, it did help that the MRC 

coordinator/counsellor was a female in all four centres. The MRCs provided valuable 

counselling and information on the potential threats being faced especially by women. For 

example, MRC would provide information on potential trafficking threats. 

 

CONCLUSIONS AND RECOMMENDATIONS 

 
The multi-pronged approach on migration management consisting of information dissemination, 

promotion of dialogue between South Caucasus and the EU member states and providing 

assistance in policy formulation, has delivered results. Migration management has risen on the 

public agenda in these three South Caucasus countries. Some useful twinning relationships have 

been established between the South Caucasus and the destination member states. The dialogue 

                                                           
20 Interntional migration from countries with economies in transition. ‘By the end of the 20th century, women 
were more numerous than men among international migrants in Latin America and the Caribbean, North America, 
Oceania, Europe and the former USSR, although they remained under-represented among those in Africa and Asia. 
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between the governments and IOM has strengthened and often IOM is the first point of advice 

and reference for the national governments. 
The following recommendations are drawn to strengthen the performance of such similar 

initiatives: 

 

For project design  

 

• A stronger and sharper analysis of the medium and long term political economic context 

should be programmed in. 

• Specification of the level, the designation and the function of the officials participating from 

government in the project document 

• If possible explore the possibility of joint proposal of the IOM and the host governments. 

• More consultation with the in-country staff, who are best aware of the context and 

challenges.  

• A technical capacity building project aiming to support policy development should make 

available preferably in-country technical resources. The human resources working on the 

project should consist of strong technical experts, capable of working closely with the 

technical counterparts in the government. These experts could be national or international. 

Full time technical support rather than relying on a series of contractors who may not be 

available when the project needs them should be considered. In other programmes donors 

have recruited/funded full time fixed term technical expertise/staff. 

 

For the cluster process 

 

• Advance preparations: The success of the cluster process depends on an agreement at the 

outset of the process on the nature of the problem or issue to be addressed, recognition of the 

common and diverging views and interests of participants, and a commitment to act 

cooperatively. Such preparations in advance of a full and frank discussion are well worth the 

additional effort. In some regional cluster processes, such advance preparation is undertaken 

by the dedicated secretariat; in other cases, the host or interim or working group chair may 

conduct consultations and prepare the documentation for discussion. 

• Agenda setting: A few questions that could be asked at outset for clarifying the overall 

objective of each of these cluster meetings: 

1. Is this meeting aimed at facilitating sharing of experience among the three South 

Caucasus countries? 

2. Is this meeting aimed at facilitating sharing/dissemination of EU’s best practice 

among the South Caucasus countries? 

3. Is this to help agree priorities among the South Caucasus states on one hand and 

between then South Caucasus and the EU member states on the other? 

4. What role can IOM play in each of the above spheres at the meeting?  

• Strengthening data and information exchange: The participating states can work together 

to agree on a common interpretation of the shared data while working towards a common 

goal of maintaining and sharing accurate, reliable and up-to-date data on migration. 

• Strengthening follow up/in cluster process: The processes are informal, and the results are 

non-binding, though very often consensual. Hence the follow up processes and mechanisms 

contribute immensely to sustaining and operationalising the consensus and decisions agreed 
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at the meetings. A closing or conclave/summit statement should come out and distributed 

timely in the participating countries. The statement should be incorporated into the action 

plan of the project and if possible mainstreamed within the country mission annual action 

plan. IOM has a facilitating role in not only the source countries of the South Caucasus but 

also in the EU destination countries.  

 

Information dissemination  

 

• Project should carry-out a real time analysis of the cost effectiveness of the information 

dissemination activities/channels and adjust strategies. 

• A sharper analysis of the target audience and the choice of the channel, timing and the 

frequency of the message. The Armenia office should consider the airing of the five 

documentaries with this analysis focusing on the target audience and their media habits 

(timing, programme). Similarly on the plans to publish 10 newspaper articles the objective 

should be clear. Is it capacity building of the media, in which case all the important and 

popular media houses should be targeted. Or is it maximising the information reach, in which 

case sequential use of a single media channel could be more appropriate. 

• Continuance of a strong relationship with the media is recommended. Inclusion of a specific 

component on capacity building for national journalists in understanding and reporting of the 

migration management issues will support a more specific information dissemination 

campaign.  

 

Monitoring and evaluation 

 

The starting point for effective monitoring and evaluation is the clarity of roles and 

responsibilities of the various entities. 

 

The following is a suggested list of the various tools that can be used to ascertain division of 

roles and responsibility: 

 

• Role analysis first at the office/mission level (for example the regional office and the country 

office 

• Value addition chain: What is the value added by the missions( i.e. the HQ, the MRF in 

Helsinki, the IOM’s Technical Centre in Vienna and the country missions) 

• The density mapping of the roles and identification of the heavy traffic/activity centres 

• Appropriate delegation and establishing the overall coordination role 

 

The following are some key areas that any multi-country/mission programme needs to assign at 

the preparatory and planning phase: 

 

• Donor reporting 

• Financial reporting 

• Internal monitoring and evaluation 

• Mobilisation/garnering support of the destination countries  

• Coordination with the MRF, HQ and the IOM Vienna technical unit 

• Follow up and preparation of the cluster process 
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• Drafting of the implementation strategies and action plans  

• Facilitating lesson learning and sharing of best practices 

 

Figure 16 is a suggested list of actions at various stages of programme management cycle 

required for enhancing project monitoring and project performance: 

 
Figure 16 M & E though the project cycle 

 
  

The project manager should establish clear reporting requirements early in the project and 

finalise the ME matrix which details the types of data collected, the persons responsible for 

collecting it, the frequency of the collection, the types of reports to be produced and the users of 

the reports. 

 

Handing over and mainstreaming the MRC 

 

The cost efficiency of a MRC with a planned budget21 of four staff (a 

counsellor/coordinator/director, legal adviser, data base manager and receptionist) prima facie 

appears to be poor, especially if the annual case load handled was in the range of 2000-3000 

individuals, most of whom used the telephone. While there is no doubt that the MRCs are 

meeting important concerns among the potential migrants, the same function can be performed in 

a more cost effective manner. Minimal costs more realistically allow both the handing over of 

                                                           
21 Though the actual number of staff deployed in each centre ranged any where between 1 and 4. The practice of 
budgeting fraction  of staff time makes it difficult to estimate the exact whole number of staff employed.   
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the MRC and retaining a basic information dissemination and counselling role within the IOM. 

The Georgia office seems to have best approximated this solution. 

 

Capacity building and trainings 

 

• A cadre of national trainers (based in various project countries) should be prepared for such 

projects for future engagements.  

• The trainings could be targeted at both beginners and advanced practitioners. 

• Field exposure, simulation and more practical experience sharing should be included in the 

content. 

• Feedback and evaluation should be collected and made available to all the country offices 

and a plan for improving the next training programme devised. 

• The training agenda and content should be derived in consultation with the potential 

participants, as in the case of Armenia. 

  

Policy development support  

 

• In order to support policy development necessary political will has to be available and cannot 

always be assumed. Political support is often easier to obtain if public opinion is galvanised 

and favourable. For migration to gain political currency in the project countries and receive 

appropriate support there is a need to spark national debate through national major studies 

involving key stakeholders and agencies. 

• A technical capacity building project aiming to support policy development should 

preferably make available in country technical resources. The human resources working on 

the project should consist of strong technical experts, capable of working closely with the 

technical counterparts in the government.  

 

Data collection  

 

The key challenge to supporting evidence based policy making in many regional processes is the 

lack of reliable data on migration trends, stocks and flows and information on migration 

programmes and policies. Meaningful information and documentation are essential to informed 

exchanges. A national baseline study could be developed in coordination with national 

governments and a more comprehensive support to an integrate database and updating system to 

the state agencies should be considered. 
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Dr. Ilham Mazanli, MRC Director 

Taleh Zeynalov, Head Adviser, The Apparatus Cabinet of Ministers of the Azerbaijan Republic, 
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Rza Zulfugarzade, Programme and Project Manager, EU Delegation  
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Ministry of Foreign Affairs 

Rashad Mammadova, Head of the Consilar department, Ministry of Foreign Affairs 
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Kanan Jafarli 

Saltanat Mammadova 
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Mary Sheehan, IOM, Chief of Mission 

Ruth Krčmář, IOM, Programme Officer 

Zaza Imedashvili, Head of the Department for Migration, Refugees and Repatriation, Ministry of 

Refugees and Accommodation 

Eter Kamarauli, Director of Consular Deapartment, Ministry of Foreign Affairs  

Zane Bandere, Project Manager, EU Delegation 
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Armenia 
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Head 

Ms. Dziunik Aghajanian, Ministry of Foreign Affairs Republic of Armenia, International 

Organizations Department, Director 
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Mr. Artur Sargsyan, Ministry of Foreign Affairs Republic of Armenia, Consular Department 

Mr. Stepan Vardaniants, Head of  Division of Combating Illegal Migration and for International 
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Mr. Aram Kocharyan, Leading Specialist, Wages Policy Department, Ministry of Labour and 

Social Issues; 
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Annex 3 

 

Composite Development Landscape of the South Caucasus 

(Please refer to Fund for Peace Website for in-depth understanding of the terminology)  

 
Intimidators  Armenia  Azerbaijan Georgia 

Social 

Demographic pressures 6.0 6.0 6.0 

Refugees and displaced 

persons 

7.1 8.1 6.8 

Group grievance 5.0 7.3 7.4 

Human flight 7.0 5.0 6.1 

Uneven development 6.0 7.5 7.0 

Economic 

Economy 5.1 5.9 5.5 

Legitimacy of state 7.0 8.1 7.7 

Public services 6.5 6.5 6.3 

Political/military 

Human rights 6.0 6.0 5.6 

Security apparatus 4.5 7.0 8.1 

Fractionalised elites 5.8 7.5 7.1 

External influence 5.5 7.0 8.6 

Total score 71.5 81.9 82.2 

Failed state index 

2007 

112 62 58 
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Annex 4 

 

 

  Example of a Risk Analysis Matrix 

1.  Risk Profile Of a Potential Cash Transfer Project among the Rohingya Refugees 
 

Risks/Opportunities Initial 

importance in 

May 007 

Planned Response 

Lack of GoB’s approval of switch 

results in failure of the change to take 

off  

High-High 

(Impact: high 

Likelihood: high 

) 

Use international pressure to consider change in the 

position; intensify local advocacy with the GoB; consider 

organising a field trip of the Refugee Relief Affairs 

Commissioner to a country with cash transfers 

programmes among the refugees. 

Increased hostility of the local 

community and the concomitant lack 

of pressure from international 

community hampers the physical 

access of the markets for the refugees 

and hence policy change 

Medium-High 

(Impact: high 

Likelihood: low) 

Support the ongoing efforts of the UNHCR and the joint 

UN Initiative on the Livelihoods and education, and 

other international organizations to raise the profile of 

the suffering among the Rohingya refugees; establish 

and maintain the coordination and consultation 

channels with the Government/Department of Affairs 

for the Refugee /Home Ministry  

Outbreak of epidemic in the refugee 

camps will erode project attainments 

and impacts 

High -High 

(Impact: high 

Likelihood: high) 

Regular coordination with the GoB for upkeep of the 

water and sanitation facilities; outbreak of any potential 

epidemic monitored in the monthly monitoring of the 

project; coordination with WHO and UNICEF for full 

immunization of the children to increase their immunity 

against any potential epidemic outbreaks  

Impacts of fresh conflicts results in 

increased pressures on the camps esp. 

on water and sanitation and making 

the whole process of monitoring and 

registration very difficult 

Medium-High 

(Impact: high 

Likelihood: low) 

Support the international advocacy for more 

humanitarian assistance for the refugees; utilize the 

situation/monitoring reports produced within the 

project to inform this advocacy; carry out a sensitization 

campaign on the need for safe water and hygiene 

practices for health and education among the refugee 

populations  

Impacts of fresh conflicts results in 

making the whole process of 

monitoring and registration very 

difficult 

Medium-High 

(Impact: high 

Likelihood: low) 

Support the international advocacy for more 

humanitarian assistance for the refugees; utilize the 

situation/monitoring reports produced within the 

project to inform this advocacy  
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Failure of partners to continue their 

complimentary activities of de-

worming, therapeutic centres feeding 

aggravates the malnutrition levels 

further affecting the proposed project 

outcomes  

Medium-Low 

(Impact: 

medium 

Likelihood: low) 

Negotiate for stand-by arrangement with UNICEF and 

WHO to implement these complementary activities in 

case of supply failures 

Deterioration of security within camps 

hampers the policy change and switch 

to cash transfers which are intrinsically 

more ‘risky’ than food transfers  

Medium-Low 

(Impact: 

medium 

Likelihood: low) 

Maintain Regular Coordination with UNHCR and the 

Department of the Affairs for Refugees; security 

monitored and information shared with the these 

agencies; consider implementation of cash transfers 

using a mobile ATM van22 

Negative publicity of an official/staff 

distributing cash kidnapping impeding 

resource flow and project 

implementation 

Medium-Low 

(Impact: high 

Likelihood: very 

low) 

Provide security briefing and follow UN security advice. 

In case of security deterioration negotiate and provide 

for security cover of the intern 

Run-away Inflation in the local area or 

nationally erodes the real value of 

cash transfers impacting the food 

security and the nutritional status 

further. 

Medium-Low 

(Impact: high 

Likelihood: very 

low) 

Implement the switch to cash transfers in phases; 

institute a food security monitoring system( including 

price); include inflation-indexed cash transfers in the 

project design  

Inadequate mobilization of cash 

resources impedes the switch to cash 

transfers  

Medium-Low 

(Impact: high 

Likelihood: very 

low) 

Results-based managed of project emphasized to show 

impact to the donor; exploring linking with the 

sustainable Income Generation Projects; promote 

sustainability through increased employment to the 

poorest refugees in the project implementation and 

explore feasibility of beneficiary contribution from 

better off households 

Inadequate capacity of the 

implementing partners in managing 

cash transfers enhances the risk to the 

refugees and compromises quality of 

delivery and the project outcome 

 

Medium-Low 

(Impact: high 

Likelihood: very 

low) 

Results-based managed of project emphasized to show 

impact to the donor; training of the staff of the 

implementing organisations in implementing and 

monitoring cash deliver; implement Management 

Information and monitoring systems; consider 

implementation of  cash delivery through mobile  ATMs  

Overall Risk Rating of the Project:  Medium-High 

(Impact: high 

Likelihood: low) 

 

 

                                                           
22 Like the one used by DFID in Malawi 
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Annex 5 

Terms of Reference 

Evaluation of the Informed Migration – An Integrated Approached to Promoting Legal 

Migration through National Capacity Building and Inter- regional Dialogue between the 

South Caucasus and the EU 

 

1. BACKGROUND 

 

The two year regional programme, funded by the European Commission has been launched in 

December 2005. The project, extended till June 2008, aims to deepen the benefits of an 

existing inter-regional migration and asylum management dialogue between the sending and 

transit countries of the South Caucasus and receiving EU Member States as well as non-EU 

Member States such as Switzerland through the Cluster Process.  

 

Key objectives include promotion of the Cluster process dialogue on negotiations/actions on 

readmission, return and reintegration, combating irregular migration, and promoting legal 

migration; establishment of Migration Resource Centres as a basis for outreach, institutional 

sustainability and information dissemination to promote legal migration; dissemination of 

objective information on foreign and domestic employment opportunities, living and working 

conditions abroad, processing data collection and analysis; enhancement of labour 

administration skills of public and private sector.  

 

Migration Resource Centres in each country are involved in raising awareness by providing 

free and anonymous consultations to calling and visiting persons, and to those seeking 

assistance through internet. MRC staff deliver consultations on legal migration opportunities 

and notifying the target groups on risks of irregular migration, including trafficking and 

smuggling. Published materials such as flyers, stickers, calendars, posters, etc. have been 

produced and disseminated in all three countries. Newspaper ads, radio and TV 

Announcements are also broadcasted through national and local mass-media, the posters have 

been distributed through a wide network of partner organizations and displayed at central 

places of high visibility across the three South Caucasus countries  

 

The Regional Training of Trainers session for Government representatives from Azerbaijan, 

Georgia and Armenia was organised in Bakuriani, Georgia in October 2007. As a follow-up to 

this event, National Trainings took place in each country in the first half of 2008. The training 

curricular was developed by IOM based on the IOM/ OSCE /ILO Handbook on Labour 

Migration. 

 

2. MIGRATION RESOURCE CENTRES’ INSTITUTIONAL CAPACITY AND 

SERVICES 

 

As a direct result of the 2001-02 Cluster meetings, IOM established central points in all three 

South Caucasus countries in the framework of information dissemination campaigns to prevent 

trafficking in persons and irregular migration. The constant demand for these IOM services 

among prospective migrants, transit migrants and returnees underlined that often the lack of 
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information on legal migration opportunities (in particular for regular work opportunities 

abroad) and the risks associated to irregular migration is a factor that makes people turn to 

smugglers and fall prey to traffickers.  

 

Taking these needs into consideration as well as the target governments’ request to 

institutionalize these centres, Migration Resource Centres were established to enhance 

awareness among migrants on the legal channels and possibilities of working legally in the EU, 

complemented by a range of services and links to local agencies providing social and 

vocational training or support services for returned migrants to successfully re-enter the 

domestic labour market. 

 

The MRC staff provides requested information and legal advice to visitors and callers about 

migration. The MRC is well equipped and possesses up to date information in national and 

English languages from official in-country and foreign sources as well as informative materials 

widely disseminated among the population such as brochures, lists of contacts of diplomatic 

missions abroad, IOM missions worldwide as well as organizations offering various services to 

migrants. The publications also contain information about difficulties experienced by migrants 

abroad and inform people about risks of applying to suspicious agencies and middlemen 

dealing with illegal transportation of travellers. 

 

 

3. OBJECTIVES OF THE EVALUATION 

 

The overall objective of the evaluation is: 

 

To evaluate the overall performance and achievement of the project in line with its objective 

and project purposes.  

 

More specifically, the evaluation will: 

 

- Evaluate the relevance of the strategy with respect to IOM approach, the South Caucasus 

Governments’ co-operation objectives, the needs and development of the selected countries 

- Evaluate the effectiveness in reaching the objective, project purposes and expected 

outcomes of the project as defined in the project document; 

- Analyse the effectiveness in implementing the various components of the projects and of 

the mechanisms put in place; 

- Analyse the gender dimension of the project,  

- Analyse the efficiency and cost-effectiveness of the project; 

- Evaluate IOM overall management of the project; 

- Propose any recommendations deemed necessary for increasing the performance and 

impact of the AENEAS initiative; 

 

4. METHODOLOGY 

 

The methodology will consist of an extensive documentation review and a series of interview 

with the various partners in all three South Caucasian countries. 
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IOM Baku, Yerevan and Tbilisi will be in charge of providing the necessary documentation.  

 

- In Azerbaijan  – 3 full working days 

- In Georgia   – 3 full working days 

- In Armenia   – 3 full working days 

 

A more detailed programme and timing will be finalised before travelling. The first visit 

should however take place in IOM Baku.  

 

 

5. RESOURCES AND TIMING 

 

The cost of the evaluation will be borne by the Informed Migration Project as specified in 

budget lines. A draft report should be made available to IOM for comments by mid-July 2008. 


