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EXECUTIVE SUMMARY 

MAIN FINDINGS 

Below, the team has listed the most important findings of the process evaluation of IOM’s response 
to the Libya crisis. The work was undertaken from July till September with some review and editing 
work conducted in October 2011. One should be reminded that the overall response to the Libya 
crisis by IOM has been very positive. The statements are not meant to criticize but as constructive 
criticism in an attempt to improve IOM’s performance even further. Many of the challenges 
mentioned here are fairly well known inside the organization and some of them have been 
considered in the ongoing restructuring process.  

Overall 

1. IOM’s response to the Libya crisis has been viewed by all stakeholders – including member 
states, donors and international partners as successful.  
 

2. IOM’s performance is generally commended for its broad mandate and flexibility in 
addressing most immediate humanitarian needs, and with a workforce that is experienced, 
dedicated to their tasks, and often described as practitioners with a can-do mentality.  
 

3. Despite its good performance, IOM’s is clearly hampered in its response by shortage of 
human and financial resources.  
 

4. IOM has been slow in addressing some of these known limitations. The lack in preparedness 
to an emergency of this scale is evidence to this. 
 

5. The team feels the areas of management and coordination are particular areas where 
improvements can be made to improve performance.  
 

6. The collaboration with UNHCR has been a good opportunity to enhance inter-agency 
collaboration and there are many lessons to be learned for future collaboration.  
 

7. IOM has put significant efforts in strengthening its IMS and subsequent communication for 
operational and fund raising purposes. This is a clear strength that IOM can build upon in 
future.  

 

Relevance and appropriateness vs IOM’s mandate and intervention 

8. There is overall agreement between member states, donors and humanitarian community 
that IOM’s mandate and interventions have been relevant and appropriate.  
 

9. There is also agreement that IOM has used the right means for delivering outputs 
(integrated humanitarian support, health support and evacuation and repatriation by land, 
air and/or sea), and appropriate in relation to assessed needs. 
 

10. The only weakness perceived in relation to the appropriateness of the intervention is the 
view that IOM has had difficulties to respond at scale within the short time frame.  
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Management 

11. IOM’s policy and operational guidance (SOPs) for staff to work in the disaster management 
cycle – with particular emphasis on the preparedness and response phase is relatively 
weak. The Emergency Operations Manual is a useful resource but outdated and is currently 
under review. The lack of guidance is particularly felt in such complex emergencies with 
involvement from HQ, ROs and CMs and management of operations in different geographic 
spheres.  
 

The following challenges have been identified regarding management: 

12. Weak translation of the strategic course set out by senior management into operational 
guidance – in particular on the way to collaborate with UNHCR. This should have translated 
itself earlier on in clear guidance on comparative strengths and possible division of labour 
followed by SOPs and communication protocols. 
 

13. A lack of clarity on roles and responsibilities for operational staff - terms of reference, and 
SOP in the different theatres that influenced the efficiency and effectiveness of staff. This 
caused duplication of efforts and made monitoring of staff performance difficult to measure 
against.  
 

14. The lack of an up-to-date operational roster of EM staff, and a strategic reserve of staff to 
support the consecutive waves of operational staff in HQ, RO and CMs. 
 

15. Lack of prepositioning of equipment to enable quick and efficient start of the field 
operations.  
 

16. A lack of a robust response to the magnitude of the crisis by sending out individual staff 
members rather than multi-disciplinary teams from the start. It is recognized now that the 
organization should have better set up appropriate procedures for all disciplines from the 
start. 

17. While considered a strength, a flexible response carries with it the risk of non-compliance to 
instructions and rules, which hurts overall accountability.  

Coordination  

18. The operations lacked a dedicated emergency coordinator in IOM overseeing all operations, 
able to organize the response and establish/ monitor clear lines of command and 
communication channels. This should not be the task of the DoE Director or the Cairo RD. 
 

19. The close coordination with UNHCR responding jointly to the Libya crisis has been 
beneficial and has been viewed as a positive example of inter-agency collaboration by 
member states and donors. 
 

20. The HEC has been successful as it combined IOM and UNHCR’s operational capacity to 
arrange air transports. 
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21. The HEC was handicapped in its operations as the two agencies did not establish joint 
programmes nor shared joint accounts. This meant in many respect that both organizations 
conducted business separately leaving the HEC at times outside established lines of internal 
decision-making and communication. 
 

22. The crisis response (through the HEC) was dominated by IOM as CBMs concerned TCNs and 
not IDPs. IOM has had particular control over IMS and repatriation of TCNs through RMM. It 
is clear that the IOM built on its expertise in mass movements built up over the years. 
 

23. Coordination with external partners such as donors and member states has been excellent. 
Coordination with other UN agencies under the Humanitarian Cluster System has also been 
generally satisfactory. 
 

Information Management 

24. The IMS system established by IOM has provided oversight and pressed for the right data to 
be collected, processed, analyzed and reported for operational needs and streamlined the 
information output towards external partners with assistance from DRD. 
 

25. IOM has the experience with registering large numbers of people in relatively short periods 
of time.  
  

26. The team commends IOM and UNHCR for working on a common new web-based design and 
procedures for registration and referrals in the field.  

Communication and advocacy 

27. Internal operational communication by IOM around its Libya crisis response has been 
detailed and frequent. 
 

28. Communication lines between relevant stakeholders in HQ, the RO in Cairo, affected 
missions and field teams seem to have not been well spelt out. Issues of operational 
leadership seem to have hampered the establishment of clear lines of command and 
corresponding channels of communications. 
 

29. Communication with external stakeholders – in particular the daily sit reps - was viewed by 
many member states and donors as a great asset in granting donors/ member states full 
access to updates on the situation in the field. 
 

30. Communication in IOM’s response is absolutely key as it involves a number of subsequent 
time-bound operational steps and if a single chain breaks the operations may be at risk.  
 

31. Communication in the field has been hampered by the lack of prepositioned ICT field kits – 
SAT phones, lap tops, cell phones, etc. and is largely said to be caused by burocratic reasons.  
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Administration (Staffing)  

32. The team believes that IOM staff is the organizations biggest asset – as proven by this 
emergency response to the Libya crisis that despite various challenges observed, the 
performance is good. 
 

33. The operations have been understaffed and a fairly small group of dedicated staff have been 
seen carrying the bulk of the work – in addition to their normal tasks. There was a general 
shortage of all experts with language skills – Arabic and French 
 

34. The organization is flexible in its response because of the deployment of TDY staff during 
the initial 1-2 months. 
  

35. IOM has a small pool of (ageing) emergency operational and logistician managers that 
respond quickly in case of emergencies.  
 

36. The emergency response lacked an up-to-date functional roster of experts (internal and 
external), which could be drawn from immediately and serve as a back-up for subsequent 
waves of deployment. 
 

37. The problems with staffing have been compounded by the limited capacity in the HRM team 
in HQ and Manila to facilitate the recruitment and deployment of (new) staff to the various 
theatres of intervention and a lack of understanding/ capacity of staff deployed in MENA 
operations as to how best leverage what limited HR capacity there is in HQ and Manila. 

Finance 

38. Admin/Finance staff in HQ and Manila has been viewed as providers of strong support to 
the operations. 
 

39. The limited initial funding, lack of an Emergency Funding Mechanism and high daily burn 
rates has hampered IOM in a quick roll-out of response capacity in the field, which is often 
front-loaded.  
 

40. Many observations were made in the field that they miss clear instructions how to fast track 
the process of procurement requests or other administrative tasks faster in complex 
emergencies. 
 

41. Clear instructions or a guide to assist in the procedures of admin and finance during 
emergencies – going beyond the procurement manual (IN/168), which contains a 
procedure to by-pass normal procurement procedures is not available to RMOs. 

 

Security 

42. The team has received complaints from staff that security has been compromised on several 
occasions. IOM Security Officers were not always deployed to facilitate assessments and 
general operations to advice staff on reducing exposure to violent incidents.   
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43. IOM staff has been hurt in violent incidents in and outside the transit camps, and even 
extended to airports where returning TCNs rioted when their luggage did not arrive on the 
same flight.   

 

Ethical Values 

44. Due to capacity problems many staff members in the field have not received the benefits of 
R&R. While this is understandable from an operational point of view, the risk for burn outs 
and/or psycho-social problems are too large to ignore.   
 

45. The Code of Conduct does not seem to be used everywhere. It was observed that local staff 
in Tunisia was not required to sign the CoC.  
 

46. IOM staff has been commended for its diplomatic skills and respecting cultural specificity. 
The division by nationality of TCNs in the transit camps has been a good measure to 
mitigate cultural clashes.  
 

47. The protection of migrants has at times been insufficient. This links mainly to the large scale 
of CBM and a lack of resources by the local military.  
 

Capacity Development/ Knowledge Management 

48. The organization is not systematically taking stock of experiences. Staff is aware of the 
weaknesses but the wheel seems to be reinvented every time.  The body of knowledge 
resides in the minds of a few experienced individuals in the organization.  
 

49. The team feels too few opportunities for training are provided to local staff. Based on their 
working experience with IOM, they could provide a welcome source of capacity to depend 
on in emergencies if training and guidance would be provided.  
 

50. IOM may not put enough efforts in strengthening the emergency response capacity of its 
member states.  
 

51. Real-time and ex-post evaluations are not a standard tool in IOM’s project management and 
information management cycle, which reduces the opportunities to learn from experiences 
(success and failures).  
 

52. Emergency Operational Manual (2002) is available but outdated in many areas. It seems 
that not all staff use it as a key back-up resource.  
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RECOMMENDATIONS 

The following recommendations are based on the findings listed above. One should note that the 
team has tried to focus on practical action points some of which are already under consideration by 
management. This includes arrangements to increase the response capacity in human and financial 
terms. The team hopes the recommendations provide additional ammunition in the organization’s 
stride to a more efficient and effective organization.  

Overall: 

1. While suggestions for checks and balances have been made by the team to improve overall 
performance of the organization, it is critical that IOM’s strengths – of broad mandate and 
flexibility in operational response - remain at the heart of its response.  
 

2. IOM is requested to boost its capacity for responding to emergencies, particularly in the 
area of preparedness. Easier access to a financial reserve early on as well as having access 
to a significant pool of experienced and capable staff – within IOM (core staff, local staff, 
pensioners, etc.) and supplemented by experts on stand-by arrangements. 
 

3. IOM is suggested to refer also to other humanitarian actors such as ICRC, UNHCR, UNICEF 
and WFP for practical advice on how better to organize itself for a multi-sectoral approach 
and enhance its response capacity. This includes all areas such as management practices, 
procedures, prepositioning of staff and equipment, physical and ICT infrastructure, 
standard field equipment, capacity development, etc.     
 

Relevance and appropriateness vs IOM mandate and intervention 

4. IOM, member states and donors should review the architecture of the humanitarian cluster 
approach as it currently excludes a coordinated response – with IOM in the lead - to an 
international migration crisis as observed in Iraq, Kosovo, Lebanon and now Libya. 
 

5. IOM is advised to put its broad mandate, flexible institutional approach and response 
capacity to good use. This means that IOM should continue to have the possibility when 
operationally and legally prudent to operate independently (outside the Humanitarian 
Cluster Approach) if assessments show that this would better respond to humanitarian 
needs.  

6. The team believes that in-depth research is required to better understand the real trade-
offs for TCNs in situations and their CBMs (back and forth) such as the Libya crisis. It is 
possible that additional areas of vulnerability could be identified to which TCNs get 
exposed. This additional knowledge could then inform new intervention strategies for the 
humanitarian community.  
 

Management 

7. IOM should strive to provide better strategic guidance to its staff (policies) and operational 
guidance (TORs and SOPs) for working in preparedness and emergency response in 
different contexts.  
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8. The team supports the idea of DoE to classify emergencies clearly defined as Level 1, 2 or 3 
as it provides a great opportunity to clarify roles and responsibilities for all stakeholders 
internally. It should also help in a greater focus on the preparedness and contingencies for 
these emergencies, for instance, a CM should be able to respond to a level 2 Emergency for 
the first 24 hours. CD needs become immediately evident.  
Clear objectives1, indicators and threshold levels should trigger the organization’s response 
with clear policy guidance and prepared procedures, clarity on roles and responsibilities, 
lines of command, and communication channels to facilitate the interaction.    
 

o Level 1 emergencies would be dealt with by CMs with support from the ROs; 
o Level 2 emergencies would fall under the responsibility of the RO, with support 

from HQ ; and 
o Level 3 emergencies are the largest (global) emergencies with HQ in charge.  

Triggers should be developed, so there is clarity on the proposed course of action. Level 2 
and 3 emergencies could trigger the drawing rights from the Emergency Fund.  

9. IOM should consider the early deployment of multi-disciplinary assessment teams that 
supports regional emergency officers based in ROs - whose recruitment is under way. The 
teams’ composition would allow for a comprehensive review of an emergency situation and 
would have representation from experts on operations, logistics, security,  protection, 
health, admin/finance and communication. 
 

Coordination 

10. Emergency operations need dedicated emergency coordinators overseeing all types of 
operations common in IOM, covering different geographic spheres and theatres and 
providing necessary coordination between HQ, ROs and CMs. 2 
 

11. Clearer instructions and lines of command may be needed to facilitate the coordination of 
complex emergencies and their interventions.  
 

12. A joint exercise to be conducted with UNHCR regarding the lessons learned from the HEC 
with the view to be better prepared the next time such an operation would be necessary.  
 

13. The exercise would be successful only if clear TORs, clear division of labour, channels of 
communication, etc. would be established based on scenarios with alternatively IOM or 
UNHCR in the lead. At the same time, other opportunities for collaboration may exist and 
could be adopted (such as data collection tool under the IMS). 
 

                                                             
1 Perhaps IOM should set itself a realistic target that it should be able to deal with only 2 Level 3 Emergencies 
at the same time.   
2 DoE Management has already learned this lessons and has assigned emergency coordinators to the various 
ongoing operations (Horn of Africa and MENA)   
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14. No specific recommendations are deemed necessary to improve coordination with external 
partners.  

Information Management 

15. IOM is called for evaluating the most appropriate registration system for this type of 
emergency – mass movements in short periods of time, taking into account operational, 
protection, transparency and accountability concerns. 
 

Communication and advocacy 

16. The communication protocols established with a key role for the (daily) situation reports 
informing internal and subsequently external stakeholders may be used in future as well.  
 

17. More capacity at various levels may be needed to sufficiently communicate key messages to 
an internal and external audience to sustain operations over time and improve effectiveness 
of the operations. 
 

18. IOM is requested to give priority to prepositioning of ICT equipment for the field as it 
severely limits its performance of a fine-tuned logistical and time-bound operation.   

Administration (Staffing) 

19. IOM, its member states and donors are recommended to review all possibilities within its 
organization or outside through partnerships or stand-by agreements to expand the pool of 
experts it can depend on when responding to a crisis such as Libya. This would allow for 
longer deployments, with staff selected appropriate to the local context and with the right 
assets as to experience and language skills. This could include the better use of: 

a. IOM national staff and Retirees 
b. Expert volunteers such as from UNV or country specific organisations such as 

Cascos Blancos (Arg) 
c. Secondments of experts from national aid agencies (SIDA, USAID, DFID, etc. ) or 

NGOs such as the Norwegian Refugee Council, Canadem, DRC, for which agreements 
already exist, etc.  

d. HRM should embed an experienced HR professional in DOE to augment HR capacity 
and preparedness 
 

20. The team recommends that the DoE should expand its capacity significantly, starting with a 
multi-disciplinary teams of experts in HQ and the ROs. Such teams would provide DoE with 
true flexibility in organizing its response, for phase 2 and phase 3. The teams would be 
responsible for reviewing/amending emergency response procedures and guiding the 
larger needs for preparedness and prepositioning of stocks. The team would provide 
technical backstopping to the emergency officers in the field while themselves staying close 
to their technical departments for technical backstopping services. 
 

21. It is proposed that assessment teams visiting the field early on should be composed by 
multi-disciplinary experts with representation from Admin(HR)/finance, logistics, 
operations, health and security that allows for a comprehensive review of an emergency 
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situation. This copies the arrangements in place with other humanitarian agencies such as 
ICRC.  
 

22. Shrink the DoE Roster, but have it more targeted and managed on a daily basis by the HR 
expert from the multi-disciplinary team in HQ, developing TORs, maintaining the roster/ 
network, set criteria for recruitment (TDY), develop standards for deployment, managing 
stand-by arrangements, etc. Further, it is recommended that all corporate IOM rosters be 
collapsed into one managed roster to be used for multiple purposes.  

 

Security 

23. A review of the security arrangements for its staff is recommended. Minimum requirements 
for security should be reaffirmed and procedures put in place to adhere to them. This is 
considered a minimum to assure a tenable working environment for IOM field staff despite 
often crowded, volatile geographic confines.  
 

Finance 

24. The evaluation team supports the recommendation of the establishment of an Emergency 
Fund, which would allow IOM to pre-finance a more rapid deployment of its resources to 
the field. The proposed investment would go some way in assuring a consistently high 
quality performance from IOM and the opportunity to respond to different emergencies at 
the same time 
 

25. Given the many complaints for lack of essential equipment in the field, IOM should take 
necessary measures to preposition critical equipment such as satellite phones, lap tops, cell 
phones, security kits, first aid kits, etc. to allow for quick deployment and use by its field 
staff. 
 

26. It may be advantageous to develop clear procurement guidelines for RMO’s in emergency 
operations in particular with the use of PRISM in emergency. These do not exist and are said 
to hamper the fast-tracking of any key equipment or services required at short notice.  
 

Ethical values 

27. R&R rules should be applied where possible, as it is a workers’ right to function to the best 
of his or her capabilities, while reducing chances for making mistakes, psycho-social 
problems and burn-outs.  
 

28.  The Code of Conduct may be reviewed to make it more concise, and then pushed more 
consistently as an essential part of IOM’s operations.  
 

29. IOM’s new PSEA policy needs to be fully implemented to assure protection of the most 
vulnerable population groups in the field such as mothers and children and unaccompanied 
minors.  
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30. A short training module on ethical values could be designed and made compulsory for all 
local staff recruited during the emergencies. 

 

Capacity Development/ Knowledge Management 

31. The evaluation supports the initiative taken to update the 2002 emergency operations 
manual that should be modular. The EOM should become a living document, supported by a 
website, where staff can post comments, leave formats used, discuss topics, etc.   
 

32. The team recommends that a CD person also joins the multi-disciplinary team to guide the 
larger effort of enhancing the capacity of the Departments and individuals and facilitates the 
above accumulation of knowledge and experience in the organization. 
 

33. The Organization is recommended to continue reinforcing the use of real-time and ex-post 
evaluations of its emergency response as it is expected to provide the organization with 
more qualitative data to improve its operational response to emergencies. At the same time 
these evaluations go to great length in showing the organization’s accountability and 
transparency towards its beneficiaries and donors.  
 

34. IOM may also put more efforts in strengthening the response capacity in its member states - 
in addition to strengthening its own. At the same time, coordination mechanisms may be 
established with regional governmental bodies such as ASEAN to establish policies and 
SOPs to facilitate evacuations and repatriations of TCNs in the future.  
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CHAPTER I  INTRODUCTION 

1.1  BACKGROUND 

IOM has been actively engaged in assisting migrants and displaced populations since the start of the 
popular protests in the Middle East and North Africa (MENA) region and in particular following the 
major displacements caused by the 2011 Libyan crisis, on which the focus of the current lessons 
learning assessment is placed. Libya has witnessed unprecedented civil unrest since 16 February 
2011, when demonstrators took to the streets to protest economic and social conditions, and 
demanded their leader Muammar Qaddafi to resign. The ensuing level of violence and insecurity 
has prompted a massive exodus of Libyan nationals and Third Country Nationals (TCN) from Libya 
into the neighboring countries. Most of the estimated 1,120,000 who fled the violence travelled into 
Egypt and Tunisia. Some of them fled to other neighboring countries such as Chad, Niger and 
Algeria, while boats full with Libyan nationals and migrants reached the shores of Italy and Malta. 
About half (an estimated 530,000) were Libyan nationals. Large groups of Egyptian, Tunisian, 
Chadian and Nigerian nationals also crossed the direct border between Libya and their respective 
countries (285,000). The other TCN evacuees, almost 300,000were from other countries around the 
globe, predominantly nationals of North-African, Sub-Saharan and South-Asian countries.  

The return assistance and evacuation activities were rapid, large and complex. They consumed 
most of the IOM human and financial resources made available for the institutional response. The 
evacuation component consisted of several inter-linked sets of activities such as registration, travel 
health assessment, provision of ground transport from the 
borders and transit centers to the airport and seaport facilities 
and organization and provision of group charter flights and 
individual travel arrangements for the individual returnees. In 
addition this segment also required a substantial and on-going 
level of inter-governmental and inter-organizational 
coordination and collaboration. The cumulative result was the 
provision of return-travel assistance to 265,000 TCNs to more 
than 25 countries by end of July 2011.  

1.2  PURPOSE AND OBJECTIVES OF THE 
EVALUATION  

The main focus of the evaluation will be on the identification of important strengths and 
weaknesses in IOM’s organization of its response. It will not be on the effectiveness of the 
implementation and the performance of IOM in relation to each project objective. In order to 
achieve this, IOM is opting for a process evaluation which will examine the internal dynamics of 
IOM as a main implementing organization, its policy instruments used in response to the crisis, its 
service delivery mechanisms, its management practices, and the linkages among these.       

The evaluation will therefore look at processes, structures, tools and programming and the overall 
purpose of the exercise. It will review both the operational and institutional response to the 
precedent setting Libya evacuation and humanitarian assistance, with an aim to take forward for 
future responses through developing a framework and procedures. 



External Evaluation of IOM’s Response to the Libya Crisis by STAKEHOUSE International Page  
 

18 

The review was achieved by answering a number of more specific questions related to (1) 
operational set-up; (2) financial set-up; (3) administrative set-up; and (4) ethical values. More 
details on this set of guiding questions can be found in the terms of reference (Annex 1) 

It may be worthwhile to note that this is also one of the first external reviews of IOM’s emergency 
operations requested by IOM itself. The evaluation therefore serves an implicit existential goal of 
showing openness and accountability in particular towards its own staff, member states and key 
partners. 

1.3 SCOPE OF THE STUDY 

The evaluation team has been asked to conduct a process evaluation rather than an ex-post project 
or programme evaluation that reviews results against a number of set objectives, outputs and 
outcomes. Therefore, this evaluation will focus on the process of achieving the results, determining 
the extent to which the program has harnessed inputs to undertake the mass evacuation and 
provide humanitarian support with a clear eye for the institutional and operational environment to 
achieve the outputs.  
 
In so doing, the team will use the widely adhered to OECD DAC evaluation criteria of relevance, 
appropriateness, coverage, efficiency and effectiveness.  The criteria of impact and sustainability 
will play a minor role as they fall outside the scope of the current exercise. The additional criteria 
accountability and transparency will also feature when appropriate. The latter are promoted by 
initiatives such as the Humanitarian Accountability Partnership (HAP) International – a 
collaboration that strives for accountability to people affected by humanitarian crises. 
 
The Team is very much aware of the specific difficult circumstances under which humanitarian aid 
is provided. These operations are no exception. The Team is acutely aware that (1) information (e.g. 
objective indicators) may not be so easily available as humanitarian action by its nature is often 
quickly planned; (2) due to a high turnover of staff there are limitations to interviewing key 
informants who were there from the start of the operations; (3) humanitarian action takes place in 
disordered conditions, without a clear time span, which limits an Organization’s ability to commit 
funds early for purposes of greater efficiency and effectiveness (ALNAP, 2006). 
 
The exercise will cover IOM’s operations concerned with Libya during the period from February to 
1 April 2011 at the field level (including receiving missions), the regional offices concerned, and 
headquarters (all divisions including HRM, ACO, LEG, SSU, DRD) as well as the joint IOM-UNHCR 
HEC. This timeframe specifically focuses on the start up phase of the program.  

Based on the review, findings, recommendations and lessons learned will be drafted in order to 
allow the organization to start a process towards absorption of good practices in the organization 
and address some of the challenges found in the institutional and operational environment.  

It may be useful to highlight again that this evaluation should not be viewed as a terminal 
evaluation but as a formative and forward-looking document that seeks to enhance the efficiency 
and effectiveness of IOM internal operations, and strengthen IOM’s relationships with other 
important stakeholders.  
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Target Audience  

The targeted audience and potential users of the evaluation have been identified as primarily IOM 
staff at HQ, regional and country level staff, starting with senior and middle management, Dept. of 
Operations and Emergencies, Donor Relations Department, and Department of Migration 
Management a.o. Other stakeholders that may be interested as a secondary audience include (1) 
IOM member States - Donors of the operations (ECHO, US, DFID, Australia, etc.); (2) IOM Member 
States – transit and recipient countries (Egypt, Bangladesh, Niger, Philippines, Sudan, etc.); and (3) 
partners in the exercise, in particular UNHCR, ICRC, etc. 

1.4 EVALUATION APPROACH 

1.4.1 EVALUATION APPROACH DEFINED 

 
As stated earlier, this study is not a standard ex-post project/programme evaluation where 
predicted results are being reviewed versus actual achievements on the ground. These evaluations 
often follow the so-called logical framework approach, used by most stakeholders in the 
international aid sector, including humanitarian response to emergencies. As this study focuses 
more inward on the actual operations, the term “process evaluation” has been used as the 
overarching term for the study. It is therefore appropriate to define this term from the start to 
guide the readers on its intentions. A useful generic definition has been provided by Gomby and 
Larson (1992). 

“A process evaluation focuses on what services were provided to whom and how. Its 
purpose is to describe how the program was implemented- who was involved and what 
problems were experienced.” 

The specific focus of this study can be further clarified in an overview explaining the different 
evaluation functions versus the main entities used in a logical framework approach (see figure 
below).  

Process evaluations are more common in the education and health sector than in the humanitarian 
emergency response cycle, although in many instances it would be instructive to not only review 
the results but also learn why certain anticipated results were or were not achieved. It seems 
worthwhile to distinguish the individual factors for ensuring successful outcomes, characterization 
of failures and success, and documentation of steps in the implementation of a specific or multiple 
interventions (Steckler and Linnan, 2002). 
 
Moreover, process evaluations should also contribute to a better understanding of the relationships 
among different interventions or program components. It is viewed particularly beneficial if a set of 
different interventions is provided in different geographical locations –in the case of IOM, a package 
of services where some standardization is required for effective and efficient operations and 
optimal synergy between the activities. 
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Figure 1: A Logical Flow model and positioning of process evaluation versus other types of evaluation 

 

 

 

 

 

 

 
 
 
 
 
 
 
 
 
 
 
Source: Adapted from Valerie Ridde, 2004: AMI/DG Relex in Afghanistan, Final  Evaluation Report 

 
 
So without the logical framework to fall on, the team has decided to use the project cycle3 and 
emergency or disaster management cycle4 to facilitate and provide a clear and well-understood 
structure - with clearly defined subsequent steps - for the review of the process.  

1.4.2 METHODOLOGY 

The methodology for the evaluation consisted of the following phases: 

1. A briefing and detailed documentation review has started the process in order to prepare 
answering the key questions raised and for identifying the mechanisms put in place. This phase 
produced an inception report that included details on the scope, objectives, expected outputs and 
organization of the exercise; data collection tools, etc. It’s a further elaboration of the terms of 
reference, which was signed off by all parties two weeks into the exercise, at the end of the 

                                                             
3The project cycle contains the following phases: (1) Programme; (2) Identification; (3) Formulation and 
Appraisal; (4) Commitment and Financing; (5) Implementation; (6) Evaluation. 
4The emergency or disaster management cycle contains the following phases: (1) Preparedness; (2) 
Response; (3) Recovery; and (4) Mitigation. 
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evaluation team’s visit to Geneva in July and before further the field visits. A full list of literature 
and documentation reviewed by the team has been included in Annex 4. 

2. Stakeholder consultations have been conducted throughout the data collection phase, mainly in 
July up till the end of August. This included a number of data collection tools such as: 

(1) An anonymous structured questionnaire distributed via email to an ad-random sample 
of staff involved in the operations from IOM and key partners such as UNHCR involved in 
the HEC. The questions ask for observations on things that worked well and others that 
didn’t worked so well during the operations. A copy can be accessed in Annex 2; 

(2) Individual interviews in person (face-to-face in Geneva, Cairo, Tunis, Djerba airport, 
Zarzis and Ras Jedir border in the south of Tunisia) and by telephone;  

(3) Focus groups discussions (in Geneva, Cairo and Tunis and Zarzis).   

All levels within IOM from the DDG downward were included in this process. External partners 
were also interviewed consisting of UN agencies including UNHCR, WFP and OCHA and member 
states, predominantly through their Permanent Representations in Geneva. 

The timing of the exercise, conducted over July and August - summer holidays in the northern 
hemisphere - may have had some impact on the response of the data collection. It may have 
particularly impacted the late and fairly weak response to the questionnaires distributed via email. 
Responses were received until the end of August when the report was to be ready.  

3. Data analysis based on e.g. documentation, large number of questionnaires and notes from 
interviews  

4. Report writing, using an agreed outline, and length of report 

5. Workshop/ Review of draft findings, lessons learned and recommendations with Steering 
Committee members 

6. Draft of Final Report incorporating feedback from the workshop and including conclusions and 
recommendations finalised by the Team Leader.   
 

1.4.3 STAKEHOLDER ANALYSIS 

Key stakeholders from within and outside IOM were identified with assistance from the core team 
in IOM. A significant number of them have been interviewed with a particular focus on assessing 
the relevance, effectiveness and efficiency of the mass evacuations. Stakeholders include a large 
group of stakeholders at HQ, the Regional Office in Cairo, IOM Country Missions in TCN transit 
countries and destination countries, donors and international technical support agencies. It has 
been estimated that in IOM alone already more than 320 staff members of IOM have been involved 
up till now.  The Evaluation Team recognizes the importance of all stakeholders, but has limited 
interaction to a selection of key stakeholders listed above. INGOs and civil society have therefore 
not been contacted.  A full list with people met can be identified in Annex 3. 
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1.5 LIMITATIONS TO THE STUDY 

There are a few limitations to the study, which need to be acknowledged. 

 The time frame of the study (set at 30 days for 2 people) limited the time available for 
visiting different theatres of the operation and partners in their respective HQ and the field; 

 Similarly, there has been little time (and few resources to depend on) to interact with 
beneficiaries. The team was however able to interact to some small extent with TCNs 
receiving IOM assistance during the month of August, and recorded some of the perceived 
problems; 

 The timing of the study, during the European summer holidays, has also affected the 
response rate to the questionnaires distributed among IOM and UNHCR staff, which was 
below 20 percent (n=75). Nevertheless, it is felt that the questionnaires have filled an 
important function as they have allowed for the triangulation of sources, in particular for 
the interviews and group discussions conducted. 

 The team feels unable to review the quality of the interventions as much of the reporting 
has been on numbers. This is a general limitation that the team feels IOM needs to address.  

Perhaps, it needs to be reiterated that this study is not an organizational review, nor an in-depth 
review of the operations and chain of support services provided by IOM, for which a comparison 
between various interventions would be needed. 

1.6 OUTLINE OF THE REPORT 

The report has been arranged as follows: 

Chapter 1 contains the background to the study, the objectives, methodology and data collection 
strategy. Chapter 2 reviews the relevance and appropriateness of the intervention strategy versus 
IOM’s mandate and whether they were appropriate (in quality and quantity). Chapter 3 provides 
the context for the process evaluation, describes the main actors and their main tasks during the 
operations. A timeline with main events completes this chapter. Chapter 4 reviews the operations 
in relation to the evaluation criteria of efficiency and effectiveness. This chapter uses the individual 
steps of the project cycle and emergency management cycle to review IOM’s performance on the 
ground. Overall management and coordination performance and concerns receive special attention. 
Chapter 5 analyses the whole information management cycle from conception, design and data 
collection to analysis and communication with internal and external partners. Chapter 6 lists the 
findings of the evaluation where as chapter 7 presents the main recommendations.      
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CHAPTER 2.  RELEVANCE AND APPROPRIATENESS 

 

2.1  RELEVANCE OF THE INTERVENTION  

In the absence of an international treaty or UN convention on migration, the mandate for IOM is 
instead based in its own constitution. The constitution is broadly formulated and upholds the key 
principles of voluntary, humane and orderly migration.  

Therefore the IOM response to the Libya crisis was found generally relevant and linked to its’ 
mandate as its overall objective of the intervention was formulated as  

“..providing all necessary multi-sector assistance in the border areas of Tunisia, Egypt and 
Niger, to people fleeing the violence in Libya, mostly TNCs, previously residing in Libya.”5 

This is further supported by IOM’s strategic priorities as determined by its member states6, in 
particular to point 9 of these: 

 “To participate in coordinated humanitarian responses in the context of inter-agency 
arrangements in this field and to provide migration services in other emergency or post-crisis 
situations as appropriate and as relates to the needs of individuals, thereby contributing to 
their protection.” 

 
The lack of a specific well-defined (narrow) mandate under international law allows IOM to provide 
assistance in various service areas, including transport and humanitarian support. IOM is 
appreciated by donors for its effective service delivery. These characteristics have been highlighted 
in previous evaluations7 and recent reviews, such as DFID’s recent Multilateral Aid Review8. Its 
broad mandate is translated in a needs-based approach supported by a decentralized set-up.   

In response the Libya crisis, IOM has closely collaborated with other UN agencies responded to the 
UN Security Council Resolution 1973 (March 2011) which refers to  

“take all necessary measures to protect civilians, (…) and civilian populated areas under threat 
of attack.”9 

There is overall agreement between member states, donors and humanitarian community that the 
humanitarian assistance provided by IOM to migrants, including evacuation and repatriation of 
TCNs to their countries of origin was highly relevant.  

                                                             
5Objective as defined in the IOM Regional Flash Appeal for the Libyan Crisis, March 2011 
6As listed in the 
http://www.iom.int/jahia/webdav/shared/shared/mainsite/about_iom/en/council/99/MC_2297.pdf 
7Study of the International Organization for Migration 2008:40, Swedish Institute for Public Administration 
(Sipu) under commission from the Swedish International Development Cooperation Agency (Sida) 
8DFID Multilateral Aid Review: Assessment of International Organization for Migration February 2011 

9http://www.guardian.co.uk/world/2011/mar/17/un-security-council-resolution accessed 4 September 
2011 

http://www.guardian.co.uk/world/2011/mar/17/un-security-council-resolution
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First of all, the interventions responded to the needs of the many governments that requested the 
assistance of IOM to return home safely their nationals. The appreciation among governments that 
had their nationals evacuated by IOM was palpable during interviews and as to the relevance of the 
intervention for their nationals, one of the government representatives summarized it very plainly 
that…“Without IOM they would have died”. 

Governments from Libya’s neighboring countries also asked for assistance to help decongest their 
border areas. Similar demands were made by donors in order to 
save and preserve lives, prevent suffering and safeguard the 
integrity and dignity of those affected by the humanitarian crises. 

History supports the idea of ‘movement of people’ as a core activity 
of IOM. After its establishment in 195110, as a logistics organization 
with a focus of returning of people that had been uprooted by 
WWII, significant movement interventions through the years 
followed with the most recent ones being Kuwait/Iraq (1990); 
Kosovo/Macedonia (1999); and Lebanon (2006).  

Finally, evidence suggests that approximately 260,000 people made use of the voluntary return 
offered by IOM, while many more have received humanitarian support. This confirms the relevance 
of the response for the immediate beneficiaries.  

2.2 APPROPRIATENESS OF THE INTERVENTIONS 

In addition to the relevance of mandate and overall type of interventions – in short: humanitarian 
assistance and transportation - it is important to consider the appropriateness of the intervention 
(magnitude and means) as well. So, while the broad range of activities provided under the 
intervention, covering humanitarian assistance, evacuation and repatriation are perceived as highly 
relevant, the means for provision and scale of the intervention needs to be assessed as well.  

In this respect, the team wants to point out that the means used for assistance, integrated 
humanitarian support – protection, reception, travel health assistance and psychosocial support , 
food and NFIs (closely collaborating with other service providers on the ground) and the various 
means selected for transport (by land, air and/or sea) are appropriate in relation to assessed needs, 
especially taking in the various geographic and political challenges. Perhaps the only weakness the 
team perceives is the overall capacity of IOM (and partners) that may be challenged in providing 
continuous support over a longer period of time and while having to address other humanitarian 
crises. This implicates that at times it is plausible that the support capacity has been inefficient to 
meet the scale of the demand.11 It is also opportune to include areas of concern of the beneficiaries, 
which is often overlooked in humanitarian emergencies. The following areas were identified. It 

                                                             
10Then under the name Intergovernmental Committee for European Migration. 

11From a staffing point of view it is evident to the team that the organization was challenged by the 

intervention. Several respondents pointed to the problem of identifying qualified staff with the right technical 
and the right language skills for the intervention. Weaknesses were identified in the lack of updated rosters, 
emergency/surge teams, streamlined training of COMs in emergency responses, as well as pre-positioned 
staff and equipment. 

“IOM had the lead, it was 
clearly a migration 
crisis.”  

(Source: A Donor) 
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needs to be kept in mind that the interventions were complex and conducted in difficult 
circumstances with a need to respond very quickly:   

(1) Food distribution: Responsibility of WFP and sometimes of IOM and UNHCR. Rations were 
based on WFP minimum calorie requirements and were not perceived as sufficient, neither by the 
beneficiaries nor by IOM staff in the field. This caused much anxiety among TCNs and added to the 
social pressure in the camps. Many of the TCNs were 
relatively well-off migrants and they were not used to the 
small rations and the monotonous meals served. As a 
result, some donors stepped in to provide additional 
meals. This is a clear indication that relief items often are 
predicated upon many years of operations in less 
developed countries and geared to displaced populations, 
whose needs do not necessarily correspond to those of 
populations in more developed countries. This has been 
identified in other evaluations related to food distribution 
as well, for instance in the evaluation of the response by 
the International Federation of the Red Cross and Red 
Crescent to the 1999 earthquake in Turkey12.  

(2) 20 kg luggage limitations: Another sore in the eyes of the beneficiaries was the 20 kg a person 
limitation of luggage for repatriations by air. This caused a lot of frustration and delays for the 
voluntary return of the migrants. While the humanitarian aspect of the operations comes first, and 
luggage second, it has to be understood that in these times of need, migrants try to carry home their 
most valuable belongings. It would provide them with a small capital and help them making a start 
in their country of origin. IOM managed to convince donors to dedicate flights sending 
unaccompanied luggage later on (e.g. SIDA). Overall, IOM staff has to be commended for their 
understanding, dedication and patience in communicating about this issue and facilitating the 
successful repatriation of the majority of them.13 

(3) Psycho-social support: While perhaps the former two points may be qualified as not essential, 
the capacity issue has had an impact on the psycho-social support available to migrants during the 
immediate surge of CBMs. The team received reports from various sources that the needs were 
very high and in fact higher in the Libya crisis than many other emergency contexts.  IOM was not 
able to respond to scale – lack of sufficient number of qualified and well-versed psychosocial 
experts on all sites to assess needs and provide individual support from initial transit until return 
home that is not covered by WHO nor other agencies.  It was also suggested to the team that 
psychologists/psychosocial experts did not take part in all the initial assessments. 

The staffing situation underlines a weakness and vulnerability in the operation. IOM succeeded 
with the operation, but had there been another, coinciding global humanitarian disaster, it is the 
opinion of the team that IOM’s capacity constraints would have been more exposed.   

                                                             
12 IFRC (2000) The Turkey Earthquakes Evaluations: an Independent Analysis of the Red Cross / Red 
Crescent Response to the Earthquake of August and November 1999 in North-west Turkey, with 
Recommendations. Geneva:IFRC 
13 On field visit, a team member observed the possessions loaded onto the buses set for transfer to the 
airports. They included refrigerators, plasma TV’s, etc.  Restraint needs to be considered as the origin of these 
goods cannot be established - stolen goods  are suspected to be among them. 

“Consider that the migrants in 
such situations will attempt to 
carry as much of their 
belongings as possible and 
that this has to be considered 
in the transport plans from the 
beginning.” 
(Source: Statement by IOM 
staff member) 
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CHAPTER 3 CONTEXT AND ACTORS 

3.1 POLITICAL CONTEXT 

Many of the humanitarian disasters that the international community is responding to are man-
made. Mass movements of nationals and TCNs escaping violence are a common feature of war or 
civil strife. The Arab Spring in the MENA region that started off with public mass protests in Tunisia 
in December 2010 quickly spread to Egypt, Yemen, Syria and Libya. The uprising quickly caught the 
attention of the world. The UN Security Council adopted a UN Security Resolution (1973) on 17 
March authorising "all necessary measures" to protect civilians in Libya from pro-Gaddafi forces 
when the protests in Libya exploded into violence. The response from the international community 
to the plight of fleeing Libyans and TCNs has been exceptional largely because of: 

1. A concern about large number of victims under the civilian population by pro-Khadaffi 
forces in Libya; 

2. A moral obligation by Europe and the USA to support authentic democratic aspirations by 
Arabs; mitigating the destabilizing effects of Libya on Tunisia and Egypt – and their 
transitional governments moving towards democracy;  

3. A strong interest by certain donors who became part of NATO’s response in protecting 
civilians based on the UN Security Council Resolution1973; and   

4. A fear in Europe for a possible large influx of North-African and Sub-Saharan migrants into 
the EU.  

As a matter of fact, Libya’s neighboring countries, including Niger and Chad have a challenging 
political climate. In two of the main transit countries- Tunisia and Egypt, transitional governments 
are in place and the power vacuum even extends to the military, which has possible implications for 
the capacity to provide protection for the international humanitarian support provided. 

As we have seen in other theatres of war such as Afghanistan, Iraq and Somalia, the clear division 
between armies (NATO involvement), war and humanitarian support for all is also challenged. One 
could make a case that IOM – together with its UN partners has shown a willingness to move from a 
position of offering relief on the margins of a conflict, to be perceived as becoming more involved 
for instance when supplying Misrata with basic health materials and food for the stranded migrants 
and vulnerable population stuck in the camps or at the seaport. This is a reality that IOM needs to 
consider for the future as it increases the security risks for staff operating in the field. 

The perception of donors interviewed is that IOM is one of the organizations that strives hard to 
remain neutral, steered by its guidelines on civic – military cooperation, which prevents the use of 
NATO services/equipment as part of the evacuations for instance.  

3.2 ORGANIZATIONAL CONTEXT 

At the start of 2011, IOM was still in the process of completing a major restructuring exercise of its 
primary (support) functions. As part of this process the number of regional offices was reduced and 
their responsibilities increased. Cairo would take over the regional support function for the MENA 
region from the Rome mission by the middle of 2011 – and staff were already moving out of Rome 
in anticipation of this and as part of the yearly staff rotation exercise. 
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IOM largely depended on existing staff (TDY) for the initial deployment wave in the affected 
countries in addition to local staff in the affected countries.  This provides the organization with 
flexibility for the initial staffing. At the same time there are limitations to the use of TDY-ers. In an 
organization where 95% of the staff is projectized14 and 100% committed to a specific project, the 
options for TDY15 and fully commit oneself to a particular emergency operation is limited. The use 
of TDY staff from other missions has been a burden on a number of IOM CMs around the world – 
although at the same time it has allowed CMs that were in the process of downsizing to transfer 
staff within the organization.  

The early response capacity is reported to have been slowed down by the lack of core funding 
and/or the existence of an internal emergency fund, which could pre-finance initial operations and 
allow for pre-positioning of staff and equipment.  The time spent by the organization on seeking 
funding for the initial set-up needs to be included in the response and donors/member states need 
to be aware of this.  

Moreover, not all IOM Country Missions have the capacity to respond to emergencies. For instance, 
this was the case for the Tunisia office, which soon after received support from HQ.  

At the time of the Libya crisis there were other humanitarian situations around the world that 
necessitated IOM resources and attention as well. In Cote D’Ivoire, post election struggles led to 
population displacement, culminated by the end of March and beginning of April 2011,when the 
struggles reached Abidjan. IOM has assisted with evacuations and provision of other humanitarian 
assistance.  

Following the 2010 earthquake in Haiti, IOM is still implementing activities including health 
provision, provision of shelter and displacement tracking, among others. The IOM response to the 
2010 floods in Pakistan is still ongoing.  Similarly South Sudan remains a hot spot, where IOM is 
providing support to displaced populations, stranded migrants and integration of ex-combatants in 
follow-up to the peace agreement and the country’s independence.  

This should all provide evidence that IOM’s response capacity to the Libya crisis was tested from 
the start, although subsequently rapidly strengthened through deployment of staff and resources – 
with strong support from donors. 

3.3 OPERATIONAL CONTEXT 

The scope of the Libya crisis was perhaps not unique but the immediate surge of CBMs and the 
scale of operations have been extraordinary. It was a very complex logistical operation, not only 
because of the sheer numbers of TCN’s in need of humanitarian assistance, but also the number of 
countries involved in the evacuations. 

A total of almost 50 countries were affected and the operations were not limited to the evacuation 
countries but extended to over 45 reception countries for third country nationals. Over 320 

                                                             
14 Refers to the financial management approach applied by IOM.  Similar to activity-based costing, staff and 
office costs associated with implementing a project are charged to projects through a time-allocation concept 
referred to as projectization. Every activity in IOM is assigned a distinct project code. 
15 Refers to Travel on Duty 
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international and national IOM staff were involved in moving more than 100,000 TCNs to various 
countries.  

When compared to other humanitarian operations involving movement, the scale of the operation 
becomes even more evident.  During the Kosovo crisis for example, IOM operated around 600 
flights over a period of 2 years, while in Libya approximately 700 flights left over a couple of 
months. During the Lebanon crisis in 2006, approximately 12,000 migrants were evacuated over 
1.5 month.  

In this type of highly logistical operations, everything has to happen in a short time span and this 
puts enormous pressure on coordination of the individual steps of the operation, from registration 
at the border to health screening, support to camp management, to transport to the airport and 
actual accompaniment at the movements, to reception and sometimes further transportation in the 
destination countries.  

Similarly, the complexity of the entire chain of activities that enables the movement of people, from 
securing funding, ensuring caseloads to contracting of flights and arranging reception at the 
destination airports, demands high level of coordination, flexibility and communication.  

Adding further to the complexity, IOM did not only have their own flights to coordinate, but also 
flights arranged by certain governments for their own nationals, including for instance the 
Philippines and Thailand. 

Along the same lines, donor agencies had their own people in the field to observe events and IOM 
HQ dealt simultaneously with requests from donor capitals and donor field staff, which at times 
made coordination necessary but time consuming.  

The funding requirements to implement the operation were very large, with a burn rate as high as 
US$3 million p/day. This made the operation sensitive to a lack of cash flow. At the time of the 
earthquake in Japan, for instance, funding stalled for a while and operations almost came to a stop.  

Planning of the operations and in particular the flights, was made difficult due to the quick surge of 
movements but also the fact that camps were open and people could come and go as they wished. 
Evacuation was voluntary and people wanted to wait and see how things developed. As funds 
flowed there were periods when planning of operations was difficult, at the longest planning was 
possible for a week ahead. This had cost implications since reduced volume-pricing for multiple air 
rotations scheduled over a period of time was not obtainable. 

It was also reported that the displacement situation was unique in the sense that a large part of the 
TCNs were young males, labor migrants, and there were not as many families in the camps. IOM 
staff reported about volatile crowds and at times hostile atmospheres that led to problems in the 
camps.  It was suggested by some interviewees that the situation could possibly have been 
mitigated by better communication towards migrants, explaining IOM’s assistance, processes and 
procedures, using language appropriate information tools. 
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3.4 MAIN INTERNAL AND EXTERNAL STAKEHOLDERS EXPLAINED 

3.4.1 IOM INTERNAL STAKEHOLDERS  

The number of IOM-ers involved in the Libya operation was estimated at over 320 international 
and national staff, which underlines the large dimension of the intervention. The number of IOM 
country missions and regional offices involved in various aspects of the operation was similarly 
high and in this regard the organization faced a unique situation. Apart from the offices located in 
neighboring countries that were at the very center of events, the large airlift effort to evacuate and 
repatriate TCNs included the involvement of several IOM offices in transit and final destination 
countries. Furthermore, several missions around the world contributed to the intervention by 
‘lending’ staff to the operations. The particular multi-country character of the crisis and the 
response, contributed to the decision to locate the management of the intervention at HQ.  
 
Below some of the key missions and their roles in the operation are described.  
 
Country Missions 
 
IOM Libya  
The office in Tripoli was evacuated and a new office was set up in eastern Libya, Benghazi. The 
office undertook sea and road evacuations, camp management, management of transit centres and 
logistical transportation. The office also provided support to Misratha. Rescue operations by ship 
were implemented to evacuate stranded TCNs and to deliver large amounts of humanitarian aid as 
well as medical personnel and medical supplies.   
 
IOM Tunisia, Chad and Niger 
The IOM offices in adjacent countries provided various support, since the countries served in fact as 
final destination for some of the TCNs and transit countries for others. The activities ranged from 
registration, transit camps, distribution of food and non-food items as well as logistical 
transportation, health care and referrals, psychosocial and travel health assistance. 
 
IOM Italy and IOM Malta 
Provided humanitarian assistance to migrants arriving by boat. The offices expanded their staffing 
recourses in order to deal with the crisis. While IOM Italy was officially the MRF for the MENA 
region until 1 July 2011, IOM Cairo assumed the regional support function ahead of time, as it was 
better positioned to respond. The first CBMs from Libya to Egypt appeared in early February. 
 
Transit and receiving IOM Missions  
A large number of IOM missions assisted from the migrant-receiving end, providing important 
coordination with host governments and often assistance or onward transportation to migrants 
arrival in their home countries. 
 
Regional Offices 
 
IOM Cairo 
As of May 2011 the RO was in charge of the MENA region, with an overall responsibility of 
monitoring and coordinating within the region as well as in Egypt. The RO established initial 
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contact with the rebels in Libya and then with their representatives, to allow for the operations. The 
RO assisted migrants in transit on the Egyptian border and to final destination, and established the 
presence in Benghazi as well as the support structure for the transit and inland movement of 
migrants. Arrangements for the first boat evacuations from Benghazi and Misrata, were also done 
from Cairo. HQ provided direct support to other MENA countries such as Tunisia, Chad and Niger.  

IOM Brussels 
The office facilitated coordination with stakeholders in Brussels, in particular ECHO which was a 
major donor to the intervention. Assistance was also provided to Cairo in the original project 
formulation. 
 
IOM HQ 

The magnitude of the crisis and IOM’s response also meant that several HQ departments were 
involved and provided support to intervention. 

DoE 
The department led the operation and its’ director was responsible for the supervision of the 
intervention. Within the department, RMM for natural reasons carried a key responsibility, since 
the main focus was on evacuation and repatriation of TCNs. However, across the department, staff 
was involved in different aspects of the operation, from needs assessments to data management, 
recruitment and coordination/participation in the HEC. 

DRM 
With the general task of establishing and implementing the human, financial and information 
technology resources required for the organization to carry out its activities efficiently, several 
divisions and/or units under DRM were involved in the Libya intervention.  

ACO provided financial control and oversight function to ensure that expenditures were in line with 
available resources. This was particularly important in view of the large scale of the intervention, 
the high burn rates and the rapid and unpredictable flow of migrants.  ACO also delivered daily and 
weekly expenditure monitoring and real-time information for the operations on availability of 
funds.  

HRM had a role in the deployment of staff, TDY-ers and recruitment of new staff for the large scale 
operation. Staff deployment was also facilitated by DoE. 

DMM 
Under the Department of Migration Management, the Migration and Health division (MHD) was 
actively involved in the response to the Libya crisis. MHD is tasked with the continuity of care 
through the cycle of movement.  Health and psychosocial support are key components of the 
humanitarian assistance provided, including provision of pre-departure fitness-to-travel health 
checks, health referrals, medical escorts, as well as strengthening the capacity of local health 
authorities in managing certain communicable diseases such as tuberculosis.  
The Migration Assistance Division (MAD), was  involved and tasked with addressing the protection 
needs and possible trafficking situations. 
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ODG 
Within the office of the Director General, the Office of Legal Affairs (LEG) is overall responsible for 
ensuring that the Organization’s activities are carried out in accordance with the constitutional and 
other relevant provisions and that its relations with governments, organizations and private 
individuals have a sound legal basis. The office was involved in the operations, providing technical 
guidance on legal issues in particular related to contractual issues and staffing matters, of the 
operation, not least related to the boat movements. 
 
The Staff Security Unit (SSU) is in charge of the safety and security management throughout the 
organization, with its human resources spread between Geneva, Manila and Panama.  

MCD oversaw IOM’s overall media relations and communication strategy for the Libyan emergency. 
It reported on IOM’s activities and responded to intense global media interest in the emergency. 
Furthermore, it promoted the plights and needs of migrants and wrote up factual operational 
updates for broad distribution. 
 
ICP 
Within the department, DRD was heavily involved through fundraising efforts, drafting of appeals 
and project document. The department undertook donor briefings, liaised and maintained contact 
with donors, governments as well as UN agencies and answered to information requests.  
Furthermore the department was responsible for translating the internal sit reps into an external 
report, which for 1 month during March-April was done daily and later 2-3 times a week, as well as 
preparing progress reports. 
 
Humanitarian Emergency or Evacuation Cell (HEC) 
A joint venture between IOM and UNHCR and set up to coordinate the response of the two 
organizations in preventing a humanitarian crisis at border areas with Libya. The collaboration was 
announced on the 3rd of March by leadership of both organizations. The collaboration between 
UNHCR and IOM peaked during the initial month, when both IOM and UNHCR facilitated the 
repatriation of TCNs by air.  

3.4.2 EXTERNAL STAKEHOLDERS  

 
OCHA 
Coordinating the UN agencies and others. Work was coordinated through OCHA’s HQ in Geneva – 
the Inter-Agency Standing Committee (IASC) and its Regional Office in Cairo. Responsible for 
organizing joint assessment missions to which IOM was formally invited.   
 
UNDSS 
UNDSS is responsible for providing leadership, operational support and oversight of the security 
management system, ensure the maximum security for staff and eligible dependents as well as 
enable the safest and most efficient conduct of the programmes and activities of the United Nations 
System. UNDSS clearance is required for field missions. Its clearances also provide coverage by the 
UN Malicious Acts Insurance and facilitates medical evacuations in case of injuries.  
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UNHCR  
Strong collaborator with IOM in response to the Libya crisis. The collaboration was forged at the 
highest level, a novelty that may be repeated in the future. Otherwise, UNHCR is one of IOM’s 
partners on the ground in providing protection and shelter for the transit camps.  UNHCR 
colleagues also assist with data collection and referrals.   
 
UNICEF 
Strong partner for the organization, in particular as they provide a strong back-up function as to the 
referrals of the conducted health assessments in the field (fit-for-travel, need for emergency 
medical and/or psycho-social support, support to unaccompanied minors, etc. ) 
 
WFP 
Responsible for the provision of food to the migrants in the transit camps. WFP also provided an 
expert in logistics to the HEC.  
 
WHO 
Responsible for ensuring access to health care services for migrants in transit camps, disease 
surveillance and coordination with respective Health Ministries and health cluster partners. IOM 
engaged with WHO and health cluster coordination mechanisms at country, regional (Cairo) and at 
the Global Health Cluster level. 
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CHAPTER 4 EFFICIENCY AND EFFECTIVENESS 

4.1  INTRODUCTION 

This chapter will review IOM’s performance by analyzing how IOM organized its response and what 
important weaknesses can be identified in its response to the Libya crisis. IOM’s performance will 
be reviewed through the project (management) cycle. The project cycle allows a systematic 
examination of the interventions – following their logical steps from design to implementation and 
review of results. It must again be noted that the focus of this review is not on the effectiveness of 
the implementation and the performance of each project objectives. It is rather on the way IOM has 
organized its response and what important weaknesses and challenges can be identified and 
learned from to improve future performance. 

 
  Figure 2: Project Management Cycle 

 

Moreover, the overall objectives set out by IOM (and UNHCR) at the start of the operations (1) to 
avoid a humanitarian disaster at the borders and (2) allow the orderly CBM of migrants and 
persons of concerns into Libya’s neighbouring states has been achieved with the valiant support 
from a host of stakeholders. They include above all: (1) Libya’s neighbouring states, their national 
and local governments and armies- responsible for security; (2) national states supporting the 
return of their foreign migrant force, (3) donors and (4) the international humanitarian community. 
Contacts with the former regime and the rebel forces have also been indispensible to the evacuation 
process from within Libya (Tripoli and Benghazi). 

The following chapter provides the core of the review of IOM’s performance with a focus on the 
challenges of IOM’s response to the Libya crisis. The operations will be assessed through analysis of 
the Project Management Cycle. The analysis will also use the Emergency Management Cycle to 
highlight the relative strengths and weaknesses of IOM in their respective domains. The review of 
the information management cycle is discussed separately in chapter 5.  

 

Programming  

Identification 
Appraisal 

Financing Implementation 

Evaluation 
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4.2 PROGRAMMING (STEP 1)  

Programming includes activities such as initial scoping, which takes place before the actual start of 
the operations or even formulation of concrete proposals. In this case, contingency planning was 
well under way when the RO Cairo responded by sending an assessment team to Saloum at the 
Egypt-Libya border when the first clashes occurred in Libya on 11 February 2011. In fact, a special 
MENA contingency planning team was established in early February. In consecutive days, 
IOM started to build up local capacity to respond to the crisis. By 25 February the Organization was 
in full swing responding to large CBMs by facilitating authorities in managing Third Country 
Nationals (TCN) through registration, document processing, health screening and return travel to 
their countries of origin at the Libya – Egypt border and at the Libya-Tunisia border.  

The team found the first well-articulated comprehensive intervention strategy, prepared in 
February published in the joint IOM/UNHCR regional flash appeal of 7 March. The strategy aimed at 
a response to the crisis in Libya, including the protection and management of a sudden influx of 
mixed migration flows. The actions were aimed at: 

1. Facilitation of the evacuation of TCNs currently stranded at the borders with Libya, in 
support of the governments’ ongoing evacuation efforts; 

2. Support to the provision of reception and emergency humanitarian aid to Egyptians, 
Tunisians, Libyans, Nigeriens, Chadians and other TCNs stranded at the Libyan borders; 

3. Provision of travel health assistance through fitness‐to‐travel checks, facilitation of 
health care and referrals and medical escort services when needed, plus emergency 
psycho‐social assistance for TCNs and other vulnerable groups; and 

4. Facilitation of onward repatriation of TCNs already evacuated to Egypt, Tunisia, Niger, 
Algeria and Chad. 

 
Further contingencies were put in place to organize a large new outflow of evacuees from northern 
Africa in three spheres (Source: contingency plan, March 2011 – version 5): 

1. On-shore at source African/Middle East states (Egypt, Yemen, Tunisia and Libya); 
2. In-transit before persons of concern reach European state shores; and 
3. On-shore at European state arrival points (thus far in Greece, Italy and Malta)  

 
Early circulars and updates on the impending crisis by the DG and DoE Director to IOM colleagues 
have also been shared with the team from as early as mid-February. IOM’s experience in 
responding to such crises is well understood to have served them well into responding quickly.  

The operational strategy was supported by an advocacy effort to ensure that warring parties would 
respect migrants and the evacuation process. 

The MENA contingency planning team has been conducting regular updates ever since.  

4.3 IDENTIFICATION (STEP 2) 

Within the broader context of the intervention strategy, local needs assessments provide specific 
intelligence for the actual content of programmes. IOM has conducted regular and ad-hoc needs 
assessments at border crossings; in the besieged cities of Benghazi, Misrata and Tripoli; and the 
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transit camps. IOM has undertaken needs assessments by itself but often in close collaboration with 
other agencies, including the UN, ICRC, NGOs, etc.  

Local conditions vary and determine needs. They include factors of geography and political realities 
that set out the rules of engagement. Some of the countries did not allow for the set up of transit 
camps for instance given the TCNs a markedly more difficult life – with less humanitarian 
assistance being provided. 

There are other considerations such as response time and local capacity of the (inter-) national 
humanitarian community that influences who is going to do what and where. IOM’s flexibility and 
hands-on attitude has allowed them to take on support activities that are normally undertaken by 
other humanitarian organizations but have no presence on the ground (yet). These translate into 
different assessed information needs and subsequent IMS design. A last consideration, often 
overlooked, is the constitution of the teams that provides the analytical lens through which the 
crisis is perceived – logisticians look for logistic solutions for instance.  

Therefore one of the suggestions made by IOM staff would be to send out well-prepared and 
experienced multi-disciplinary teams that are able to undertake a comprehensive review of the 
situation, as well as during the baseline needs assessment phase. The lack thereof in some areas – 
mainly due to lack of resources - has left the proposed response (and subsequent staffing) short of 
staff. Indications were received this was for instance the case for health support, where psycho-
social needs were not sufficiently assessed. The regional emergency officer – soon to be operational 
under the new DoE structure from the ROs - could then prepare for and lead these teams in the field 

The team was struck by the ability of IOM to send out rapid assessment teams to check on small or 
larger groups of migrants stuck in various situations often in need of help. Various reports have 
been read that showed IOM’s quick action to assess immediate humanitarian needs and arrange for 
subsequent supplies such as food, water and NFIs as other partners are often not (yet) present.  

Guidance for the assessment (and planning) is provided by the IOM 2002 Emergency Operations 
Manual under Chapter 116. The first chapter is still relevant as it includes advice on preparation of 
the assessment; assessment methodologies; data collection strategies; and tips for reports and 
planning. This view was echoed by IOM staff deployed in countries such as Niger and Chad that 
were not so familiar with the conduct emergency needs assessments and where the EOM filled a 
clear need.  

4.4 FORMULATION & APPRAISAL (STEP 3) 

Based on the needs assessments, concept papers and short project outlines are written and shared 
with colleagues and selected individuals outside the organization. Large donors such as USAID, 
ECHO but also smaller ones such as Switzerland and Sweden are typically represented on the 
ground through an emergency advisor. Ideas for project interventions are often discussed between 
these experts in the field. When consensus is reached between these parties, it would justify the 
development of a larger proposal, which then is shared more widely, including the respective CMs, 
RO and HQ. This is often seen as an efficient way to engage with potential donors – for appraisal 
and receive early approval. 

                                                             
16 The guide uses a shorter field-adapted project cycle that only includes the areas of (1) assessment and 
planning; (2) implementation and monitoring; (3) evaluation; and (4) adaptation. 
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In this operation, the first project proposal was written in Egypt for ECHO for an amount of only 
€90K. As the interventions become more predictable (and repetitive in a way) the same project 
documents are used and amended where necessary. The team was told that the original project 
proposal for €90K has served as the basis for much of the channeled donor support, especially with 
ECHO, where the donor contribution was soon expanded to €3-6 million, then €16 million and 
finally €20.6 million. 

It is worthwhile noting that with the return of IOM to Benghazi, Libya, the formulation of project 
proposals has fairly quickly come to include not only humanitarian emergency assistance per se, 
but recovery measures for the east of the country as well.  

4.5 COMMITMENT & FINANCING (STEP 4) 

The request from transit countries as Egypt, Tunisia, 
Niger, Algeria and Chad to facilitate the clearing of 
border areas has put constant pressure on IOM and 
partners to provide humanitarian assistance, evacuate 
migrants and repatriate them to their countries of 
origin. This requires an exceptionally high level of cash 
flow - with daily burn rates of US$2-4 million no 
exception. While donors responded generously, there 
was a constant need to monitor operational cost to 
keep up the operations.  

Based on previous experience DoE as early as 25 
February made inquiries for funding that would help 
build up operational capacity - registration and 
repatriation mechanism - in Egypt and Tunisia and 
allow an initial response. Given the urgency of the 
crisis and some initial delays in receiving funding, 
during several brief periods, IOM was obliged to 
expend funds in advance of receiving firm donor 
commitments. 

IOM was not able to access substantial amounts pre-funding from CERF as the mechanism is not 
specifically designed to fund international migration emergencies involving operations in multiple 
countries simultaneously. It can fund activities in single countries relatively quickly, such as 
transport from border to camp and back but not international movements to prevent humanitarian 
crises and decongest borders is not yet part of its eligibility criteria.  

Also, CERF’s mechanism for reviewing proposals works for individual countries. No CERF funds 
have been made available for a global crisis response, as IOM/UNHCR’s response can be classified 
as. By mid-2011, negotiations were under way for the set up of a so-called Migration Emergency 
Funding Mechanism, which would cover such circumstances. This would be linked to a clear 
definition - level of emergency based on clear criteria and cut-off points – when to release such 
funds and under clear conditions how they can be utilized.  

“Lack of other readily 
deployable emergency 
operations equipment, such as 
basic office equipment, 
ballistic vests, helmets, back-
up power sources, vehicles, 
medical trauma kits, branding 
materials - IOM flags, car 
stickers, IOM vests, shirts, etc) 
– we need a permanent 
reserve stock of equipment, 
packed and ready to deploy 
for the future!” 
(Source: Statement by IOM 
staff member) 
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Cash flow has been a key challenge throughout the operations and despite the excellent response 
from donors in general, it takes time for donor commitments to translate into actual money 
transfers. IOM has limited abilities to advance funds. There is no Emergency Fund or special budget 
line it can tap into such as other organizations have (UNHCR for instance). IOM found itself obliged 
to threaten to stop the interventions if no additional donor funds were pledged. Although such an 
action would have been universally condemned by the donor community, IOM would have had no 
option given the fundamental weakness of IOM’s financial position. What would help is the 
establishment of an Emergency Funding Mechanism, which has been proposed by member states – 
led by countries such as Bangladesh, Pakistan and the Philippines that have a large labour force 
working abroad and that are dependent on IOM for the emergency assistance, evacuation and 
repatriation in major crises. Most donors interviewed were in agreement on the need for IOM to 
easier access funds during the start-up of an emergency response.    

Generally, IOM staff – in particular RMM – were positive about received support from 
Admin/Finance in Manila (under DRM). In the field, there were complaints about slow 
procurement. However, in exceptional circumstances, the Organization was able to respond quickly 
as in the contracting of ships for evacuation from Benghazi and Misarata This flexibility has allowed 
the organization to be perceived very effective in its response to emergencies.  

Some of the perceived problems with slow procurement of equipment could be solved with 
appropriate measures to preposition critical equipment such as satellite phones, lap tops, cell 
phones, security kits, first aid kits, etc. Perhaps stand-by agreements with partners such as UNHCR 
or ICRC could be assessed. The most elementary advice that has been made would be to include a 
dedicated person from DRM in all teams that set up the operational base, which allows the SOPs to 
be set up in the right manner from the start. RMOs interviewed also mentioned the need for an 
emergency manual covering all DRM tasks in the field.  

Finally, the operations are said to be hampered by the 
challenges of identifying and deploying rapidly qualified 
staff. HRM is said to be reviewing possible alternatives in 
recruitment options. These include recruitment of UNV’s 
or experts through NGOs, stand-by partners, or volunteer 
movements.  This would allow the organization to tap into 
a wider humanitarian community, assist in the 
mainstreaming of volunteerism into emergencies in IOM 
and expand its capacity to respond wave after wave – with opportunities for longer deployments, 
with staff selected appropriate to the local context and with the right assets as to experience and 
language skills. This becomes even more necessary if and when other major emergencies occur 
where IOM is requested to respond.  

4.6 IMPLEMENTATION (STEP 5) 

The implementation of projects and programmes is viewed by many interviewees as a great 
success. This includes the evacuation of TCNs to their countries of origin, including provision of 
relevant humanitarian support services from point to point; the evacuation of vulnerable groups 
and wounded from the war theatre in Libya (Benghazi and Misrata) - including the provision of 
vital supplies estimated at 17,000 tonnes. The complex operations managed to provide 
humanitarian and health assistance to migrants and evacuate and repatriate more than 200,000 

“I have a whole new level of 
respect for IOM after the 
operations” 
(Source: Statement by 
donor) 
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persons to more than 45 different countries (of origin) by July 2011. UNHCR has significantly 
contributed to the capacity of facilitating the repatriation of TCN’s by air as shown by the number of 
flights arranged (150 versus 300 by IOM).  
 

4.6.1 MANAGEMENT  

IOM’s leadership has been very active in IOMs 
response to the Libya crisis, especially in forging a 
new strategic partnership with UNHCR at the start of 
the crisis and the subsequent creation of the HEC. In 
addition, the joint field visits conducted by their 
leaders have set an example where the immediate 
needs of migrants have been highlighted. This has 
been much appreciated by member states and donors. 
Furthermore, IOM staff felt strong moral support from 
senior management throughout the operations. In 
short, the overall management of the operations 
setting a strategic course for the organization has been 
excellent. Its success is reflected in good press, high 
funding levels from donors and also a dedicated 
response from IOM staff.   

While the success of the overall operations points to 
successful conduct of their tasks by management, the team identified a number of weaknesses 
related to management performance. They include the following:  

Preparedness: 

(1) Lack of policies guiding the EM response who is doing what when and where –with clear roles 
and responsibilities spelt out for HQ, the new ROs and CMs. This is reported throughout the 
organization;  

(2) The lack of an up-to-date comprehensive operational roster of EM staff, and deployment teams 
and plans for start-off and consecutive waves of HR;  

(3) Lack of prepositioning of equipment to enable quick and efficient start of the field operations.  

In response:  

(1) Weak translation of the strategic course into operational guidance – in particular on the way to 
collaborate with UNHCR. This should have translated itself in clear guidance and rules of 
engagement, SOPs, earlier on; 

(2) A lack of a robust response to the magnitude of the crisis by sending out individuals rather than 
multi-disciplinary teams. It is recognized now that they would have better set up appropriate 
procedures for all disciplines from the start; 

(3) A lack of clarity on roles and responsibilities for operational staff - terms of reference, roles and 
responsibilities and SOP in the different theatres that influenced the efficiency and effectiveness of 

“IOM was neither clear nor 
consistent on identifying and 
respecting specific 
leadership. The quick speed 
and large scope of the 
service opportunity gave 
excuse for multiple skilled 
and experienced personnel 
to initiate semi-independent 
contacts, assessments, 
decisions and instructions”  
(Source: Statement by IOM 
staff member) 
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staff. This caused duplication of efforts and made monitoring of staff performance difficult to 
measure against.  

 (4) An ad-hoc approach to deployment of TDY staff with no clear guidance on sharing the burden 
by various missions. There should be policies in place that guide the selection of TDY-ers and surge 
personnel and an Organizational commitment to release staff when required. The profiling of 
missions’ outfit was pointed out as a need – related to 
Roster; and finally: 

(5) While considered a strength, a flexible response 
carries with it the risk of non-compliance to instructions 
and rules, which hurts overall accountability.  

Perhaps the main reason for these perceived weaknesses 
is that the organization’s capacity has been truly tested 
despite its success in facilitating support to TCNs and 
others. It needs to be pointed out at some stage that the 
organization seems to have outgrown its own set-up. In 
past 15 years IOM has grown tremendously. Its 
operational budget has quadrupled, and numbers of 
member states has doubled. In 2011 IOM employs 
around 7000 staff, with a HQ supporting worldwide 
operations of only 200 (or almost 3 per cent). Ninety-five 
per cent of the staff are projectized- so little core staff 
can dedicate themselves to respond to large 
emergencies. IOM member states share the burden of 
responsibility by sticking to the principle of zero nominal growth of its core budget and the five per 
cent percentage of overhead IOM can charge to donors, with the exception of some donors such as 
ECHO that allow seven per cent overhead on emergencies.   

The team feels that IOM, equal in size to UNHCR staff wise, may need an injection of checks and 
balances and stronger policies and procedures to adjust to its size.17 The main challenge will be to 
find a balance between what seems to be the organization’s forte of flexibility and hands-on 
approach with a stronger hand in defining roles and responsibilities and combining it with careful 
monitoring and stronger enforcement of the rules.  

It is important to note that in discussions with the team, IOM management seems fully aware of 
these challenges and has made this a key ingredient of the ongoing restructuring process. When 
brought to bear, the new set-up would indeed see a larger investment in the operational capacity of 
its emergency response. For instance, IOM is in the process of recruiting dedicated emergency 
officers in the regional offices, tasked with raising the capacity in the region for emergency 
preparedness and response to crises.  

The new direction links well with other priorities set by senior management of putting more 
emphasis on M&E and knowledge management. The team is of the opinion that the organization 
could make significant progress in performance if the experiences from these emergencies were 

                                                             
17 For instance, the team is surprised to note that IOM has only recently starting to consistently review the 
performance of its staff. 

“The priority area that IOM 
should focus on, in my view, is 
to create a Standard 
Operating Procedure for 
emergency scenarios – it 
seems that with each 
emergency the teams on the 
ground have to ‘re-invent the 
wheel’, as no guidelines exist 
(or if they do they are not 
given to the team by 
headquarters)” 
(Source: Statement by IOM 
staff member) 
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better documented in a repository of vital information and training tools around the new EOM to 
increase the internal (and external for that matter) human capacity.  

4.6.2 COORDINATION  

The coordination of the Libya response has gone reasonably well, despite the various challenges 
listed above. This is interesting given the large number of stakeholders and different operational 
theatres involved - IOM departments, HQ, ROs and 
CMs, donors, member states, the broader humanitarian 
community, the military in transit countries, NATO, etc.  

The coordination structure within IOM has somehow 
been split between HQ and the RO in Cairo. RO Cairo 
was in charge of operational support to Egypt and 
Libya (Benghazi and Misrata) while IOM-HQ in Geneva 
headed the other operations in transit countries such 
as Tunisia, Chad and Niger. Of course, HQ providing 
much more – overall supervision of the support 
functions – DGO, DoE, technical Departments, 
Admin/Finance, DMM, HRM, communication, DRD, 
media, as well as IMS, and provided hands-on 
operational support to the CMs that lack the 
operational capacity to respond. In addition, much of 
the coordination with external partners was also 
conducted through HQ.  

The core coordination of IOMs response between HQ, the Regional Office in Cairo, Manila (DRM) 
and relevant CMs in the MENA region lacked a dedicated emergency coordinator from the start, 
one that fully oversaw all aspects of the operation. This might have had improved clarity on lines of 
command and clear communication channels, which were often said to be confused.18  This 
immediately makes coordination much easier as the lines of command are clear and 
communication channels can be more easily established.  

In HQ much of the initial coordination was conducted through the large MENA TF, which was set up 
22 February. Focal points from different departments attended, but it was viewed, by many, as too 
large and members’ roles and responsibilities were not always clearly understood. The evaluation 
team was told that no records of minutes are available and although a constraint for reviewing the 
TF by the team, it seems that most operational decisions were taken outside this TF. After a few 
weeks into the response a much smaller (and more efficient) operational coordination team met on 
a daily basis, mainly comprised of key technical focal points staff at the practitioners’ level.  

HEC 
A key structure in the coordination of the operations was the Humanitarian Evacuation Cell (HEC), 
which was established as a result of the agreed collaboration between IOM and UNHCR to respond 
to the Libya crisis. The HEC was most active for a period of about 1 month (March) when UNHCR 
and IOM collaborated fully. This collaboration has been viewed by all to be beneficial, especially 

                                                             
18 This lesson has been learned early on and currently he practise has been established to assign a 
coordinator to every emergency, including Horn of Africa, etc. 

“The HEC was established 
within the UNHCR and it 
took time to adjust to such 
reality that was responding 
more to a political decision 
than to serve better the 
operational side: this created 
confusion and duplication in 
the beginning of the 
operation.“ 
(Source: Statement by IOM 
staff member) 
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gaining new respect with member states and donors on inter-agency collaboration benefitting the 
fundraising significantly.  

While the decision for the establishment of the HEC was taken quickly at the highest political level, 
its operational mandate still had to be defined. Rules of engagement between IOM and UNHCR were 
only gradually established until end of March, at the time when IOM took over the entire 
responsibility of evacuation of migrants. This lack of 
clarity on SOPs left the HEC – set up as the main 
operational coordination unit – vulnerable from the 
start.  

A number of issues have undermined the smooth 
working of the HEC. They include the following 
factors: 

1. The HEC was initially located inside UNHCR as 
IOM did not have a situation room. This gave 
the HEC an awkward start as it burdened 
rather than facilitated the lines of 
communication within IOM; 

2. While the HEC was responsible for 
repatriations both agencies remained 
operationally separate entities with no joint 
programmes nor joint accounts. This meant in 
many respects that both organizations did 
their business separately, leaving the HEC at 
times outside established lines of internal decision-making and communication;   

3. Soon, the operations turned out to focus on TCNs (not refugees) – IOM’s forte;   
4. UNHCR’s operational capacity to arrange flights – even with added capacity from 2 DFID 

plus 1 WFP logisticians was seen as limited. Their expertise was in moving of goods rather 
than people;  

5. UNHCR and IOM have been competitors historically, and it appears that when it comes to 
transport of people in particular, it is felt by IOM-ers as a clear intrusion into their mandate. 
This resulted in a lack of basic trust;  

6. The team feels that there is a clash of different organizational cultures as well. UNHCR is 
viewed to be a centralized, well-established single mandate structure used to work 
exclusively within the Humanitarian Cluster approach whereas IOM is perceived to be a 
decentralized, flexible service provider that at times operates outside the Cluster approach 
– as it does not provide the right structure for migration related CBMs (not IDP).     

In the field, where the HEC structure had been copied, similar frustrations were felt on both sides 
on how to collaborate exactly as IOM controlled most of the actual operations, particularly in 
support of TCNs. The team feels there is enough scope for a joint review with UNHCR of the HEC’s 
performance to learn from the experience and discuss parameters for future collaboration.  

The overall coordination with IOM’s member states (with particular attention on the donors, transit 
countries and countries of origin) has been led by DGO, DoE and DRD to good effect.  

“Establish a dedicated unit 
with specific positions very 
early on with authority and 
responsibility to manage the 
program. Start with a 
Coordinator. Add Human 
Resources, Finance, and 
Logistical specialists. Do not 
assign other responsibilities 
to this dedicated unit – have 
them 100% focused on this 
program” 
(Source: Statement by IOM 
staff member)  
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Most of the actual coordination with external partners in the field seems satisfactory although the 
team didn’t investigate this in detail. The lack of communication equipment (satellite telephones, 
lap tops, cell phones, etc.) during the opening stages must have impacted IOM’s performance 
negatively.  

The collaboration with UNHCR extended into activities on CBM, protection, registration, referrals 
and camp management. Most interviewees have commended coordination of work with other UN 
agencies as well, in part aided by a clear division of labour and well-established protocols. UNICEF 
for instance assisted with health screening of, and support to vulnerable groups (lactating women, 
children and unaccompanied minors). 

Relations with OCHA have also been reputable in Geneva, Cairo and Libya and its neighbouring 
countries. IOM has at times operated outside the UN’s Humanitarian Cluster Approach. For 
example, the operations to and from Misarata and Benghazi - shipping supplies (17,000 tonnes in 
total) and transporting migrants, the sick and wounded – proves that IOM is flexible to undertake 
difficult and often dangerous missions in very short timeframes.  The multi-sectoral support that 
IOM has made available often crosses the strict lines of the existing Clusters.  Suggestions have 
been made for OCHA to address the coordination of such international emergencies of CBMs with 
migrants being the bulk of the people involved. The nature and response time is very different from 
supporting IDPs and IOM’s role more prominent.  

4.6.3 ADMINSTRATION (STAFFING)  

Humanitarian operations depend strongly on well-trained and experienced staff to facilitate the 
provision of services to migrants in an efficient and effective manner – and with attention to dignity 
of the people served. The team believes that IOM staff is generally very dedicated and have been a 
big component of IOM’s perceived success in responding to the Libya crisis. This includes the ability 
and commitment of IOM’s international and local staff throughout the project cycle.  

Despite this overall good record a number of challenges 
have been identified, which are quite well known inside the 
organization:  

(1) The emergency response lacked an up-to-date 
functional roster of experts, which could be drawn from 
immediately and through different deployment waves 
while competing for staff needs with other geographic 
theatres; 

(2) IOM’s capacity to respond to large emergencies is 
limited due to a small core staff that is able to respond 
immediately, and depends on a large number of projectized 
staff who cannot easily be released from their project 
commitments. Responding to one emergency should not 
create problems with IOM’s performance in other areas 
(these are not yet known); 

(3) The HRM team in HQ/Manila (6 Professional staff in 
total with little operational budget) did what it could but is 

“Identification and 
contracting of required 
technical personnel was 
severely retarded by a lack of 
available and competent 
human resource specialists. 
Requests were not guided to 
timely results. Delays in 
necessary deployment 
cascaded problems. IOM was 
unable to perform at levels 
that should be expected on the 
organization.” 
(Source: Statement by IOM 
staff member) 
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clearly understaffed in comparison to other similarly sized international organizations and could 
not provide sufficient operational support to the recruitment/ deployment of staff to the various 
theatres of intervention;      

(4) As a consequence there was a shortage of experts with the right assets (emergency response 
experience and language skills – Arabic and French) to allow regular rotation of staff; 

(5) Due to capacity problems the operations have had 
to depend on a number of staff members that have 
been working throughout the operations (5-7 months 
up until now) without any or very little R&R. While 
this is understandable, the risk for reduced 
performance and staff burn out on the ground is 
significant. It is suggested that R&R is given to these 
individuals who run a considerable risk of burn outs 
and alternatives are sought to replace them;    

(6) Local staff in Tunisia was not asked to sign the 
code of conduct as part of contracts. This is an 
indication that the values represented in them are not 
given enough significance. It seems difficult to raise 
awareness of human dignity if the basic awareness is 
lacking.  

It seems that the benefits of the restructuring of the 
DoE – and its associated capacity development are 
not yet visible. Interviewees suggested that IOM’s 
institutional memory lacks a formal structure – rather 
much of the experience is generated by individuals 
and personal contacts; 

Based on the above, it is seemed necessary for IOM to 
consider a thorough review of its HR policy in these 
matters, with specific attention on an increased preparedness and more flexible recruitment 
mechanisms. They would include various options to increase its capacity: 

(1) Decrease dependence on projectized staff: increase core staff that can dedicate itself to 
the operations; 

(2) Embedding a human resources professional staff member in DOE to augment 
emergency preparedness, strengthen partner arrangements, streamline roster management 
and to be deployed in situ in emergency contexts.; 

(3) Provide resources to streamline IOM’s various rosters to make one corporate roster, 
more dynamic and responsive to emergency needs;  

(4) Make intelligent use of experienced IOM-retirees (operations and operational support 
through training, writing of manuals, etc.); 

“An R&R system should have 
been put in place immediately, 
in order to avoid staff’s burn-
out, which became an important 
problem in the operation, and 
which also promoted a “Rambo” 
and “macho” working culture, 
whereby those who could work 
18 hour days, 7 days a week for 
at least four weeks straight were 
praised and rewarded; the ones 
who needed and asked for a one 
day rest after two weeks (of 
working 7 days a week for 18 
hours a day or more) were 
frowned upon and asked why 
they would want to work in an 
emergency operation” 
(Source: Statement by IOM staff 
member) 
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(5) Consider investing in staff, including national staff, through training programmes, 
(including language training). RMM has set a positive example of how its investment in 
training of staff around the world (Level 1-3) has built up the necessary capacity that was 
clearly at the heart of the emergency response – the repatriation of TCNs.  

 (6) Early deployment of multi-disciplinary response teams that build up the operations. 
Many interviewees said this should greatly enhance the efficiency of operations.  

 (7) Engage with a host of external stakeholders to increase spare response capacity. These 
would include: 

 National aid agencies such as USAID and SIDA (under negotiations at the moment) 
for secondment of specialized staff on a temporary basis (similar to the 
deployment of DFID experts to the HEC by UNHCR) or full-time basis; 

 Civil society specialized INGOs, universities; for spare capacity; 

 Private companies – airliners, transport/ logistical companies, etc .or 

 Volunteer movements such as UNVs (under review by HRM) 

(6) IOM staff – including at HQs - may need greater awareness on IOM’s Code of Conduct, 
PSEA guidelines and clearer instructions on the actual use of it (accountability).   Ethics in 
humanitarian interventions may require a course obligatory to all IOM staff – similar to UN 
courses that exist on security basic + advanced, gender, etc.   

4.6.4 SECURITY  

One area of clear concern to the team is the security situation in and around the borders and transit 
camps. The security situation has been described by many respondents as volatile. IOM security 
staff has not always been present to advise its own staff. Dependence on UNDSS or security 
personnel from other agencies is seen as a poor substitute. At times, the situation at the border – 
Ras Jedr border in Tunisia - has left IOM staff without any protection. And while the security itself 

falls on the military, this seems a false excuse when the 
need arises. The criticism is not on the IOM staff, with 
many able to deescalate situations based on their 
diplomatic skills and general good relationship with the 
migrants but rather on the management to allow 
operations to continue when it is viewed unsafe. 
Without the presence of the security officer, the 
pressure is on IOM staff to decide, and chances increase 
for mishaps. The team heard of IOM staff that was 
threatened and attacked, with one staff member 
withdrawn because of injuries sustained in Ben Gardin, 
Tunisia. 

Similarly, under the camp population the team heard of cases of rape, murder and fights. Part of 
Choucha camp was actually burned down. It is clear that the socio-economic characteristics of the 
migrants – often single males predominantly between the age of 25-40, the mix of nationalities in 
the camps, and the long waiting times for some nationalities produced an explosive combination. 
And while UNHCR was in charge of camp management, IOM staff on the ground indicated that on 

‘ID cards, badges etc. were 
missing, for security 
reasons. T-shirts identified 
staff in missions where 
people worked every day.” 
(Source: Statement by 
IOM staff member) 
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occasions there has been clear danger for IOM staff. One internal report indicated that the Chouga 
camp was fully insecure with little military presence felt.   

A health expert illustrated the atmosphere when she said that she had never seen such stress 
among migrants, with a very large need for psycho-social support. The team feels that it should be 
made a priority that at all times security officers are in the field to advise their staff and facilitate 
the securing of physical infrastructure, provision of security and first aid kits, establish safety 
protocols and provide training sessions – in association with UNDSS/ICRC. 

Violent incidents even occurred at airports in Nigeria and Sudan where returning TCNs rioted when 
they heard their luggage did not arrive on the same flight.   
 
The relief missions to Benghazi and Misrata fall into 
another category altogether as these single events 
where prior to departure all efforts were made – 
coordination with Khadaffi loyalists, rebels, UNDSS and 
NATO to minimize the risks. The team has had no 
insights into the risk assessment conducted prior to 
departures of the ships. It is an example of a risky 
activity, but the overall exposure from IOM staff and 
passengers to a security threat (mine, ground fire, etc.) 
is difficult to assess in hard terms.19 

Finally, there is a security concern if IOM operates 
without UNDSS clearance as it has consequences for 
insurance coverage of staff. While insurance coverage 
can be purchased, similar to the UN malicious Act, the Office of Legal Affairs emphasizes that it is 
not the equivalent, as it does not cover all aspects, including medical evacuation by the UN. 

4.7 EVALUATION  

The organization and in particular the IMS team has been strong in reporting on the operations – 
CBMs, people transported, repatriated, etc. on a daily basis. This has allowed the key internal and 
external actors to monitor the flows of migrants moving into Libya’s neighbouring (and transit) 
countries.  

Monitoring the operations – documenting the process seems to have been conducted on a smaller 
scale. It seems that only recently IOM (and UNHCR) has been consolidating operational procedures 
and practices, formalizing operations through SOPs, etc. While it is appreciated that an emergency 

                                                             
19 It may be necessary to quote a section from a recent HPN Issue 47 (June 2010) article by Christine 
Williamson, (People In Aid) on staff security. “Of course, what constitutes ‘acceptable risk’ varies from 
organisation to organisation and is heavily dependent on the organisation’s culture and how critical staff are 
perceived to be to the organisation’s success. However, it is not at all certain that the term ‘acceptable risk’ 
would carry weight in a court of law. In a world where knowledge and information is readily and quickly 
accessible, a court is likely to take the view that most risks to staff safety are known...” and “Organisations that 
do not examine these risks carefully and show clearly the steps they have taken to mitigate them are likely to 
be found to have acted irresponsibly and may be subject to legal action.” 
 

“No security officer was 
provided in a very insecure 
situation.  I was attacked 
three times as were many 
other staff” 
(Source: Statement by 
IOM staff member) 
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response needs flexibility and initially may prevent staff to work with clear terms of reference, 
there is an inherent need for clarity on roles and responsibilities (accompanied with a strong effort 
on internal communication) to prevent duplication and enhance efficiency and effectiveness of the 
interventions. Similarly, structure needs to be there to attune for greater transparency and 
accountability versus IOM and its donors as well.  

The suggested new web-based design and procedures for registration and referrals discussed by 
IOM and UNHCR providing all migrants and “persons of concern” with a unique barcode (and 
bracelet to wear) would be significant improvement for monitoring purposes throughout the chain 
of services. It is perceived attainable despite 
some concerns regarding the short time 
available for IOM to facilitate the evacuation of 
TCNs. 

Real-time evaluations and ex-post evaluations, 
two specific evaluation tools often used in 
emergencies, are not mandatory in IOM; when 
conducted they are often initiated at the 
request of donors in particular for financial 
reasons and prioritization.  Evaluations are key 
to reflect on lessons learning and therefore an 
essential ingredient to improving one’s 
performance. IOM conducts however its own 
reviews mainly through internal audits, both management and financial audits. These audits 
include the qualitative data collection and should not be confused by tasks of a financial audit. 

The team believes that real-time evaluations, in combination with rapid assessments in IOM, – that 
include a more detailed review of operational needs versus IOM’s ability to respond (appropriate to 
size that is) would have drawn out many issues that this evaluation has not been able to identify. 
The current practice really lacks appropriate tools to monitor the needs and responses from the 
beneficiaries of IOM’s services. Indications from staff that IOM was not able to deliver on the large 
assessed needs for psycho-social support under camp residents is an example where we need to 
assess results not only through numbers moved but also more qualitatively. This is an area of 
attention where IOM is asked to look into and provide guidance to its staff.  

Finally, it is promising that the stronger role of M&E has been recognized by senior management. It 
has been identified as a key ingredient to strengthen the overall efficiency and effectiveness of the 
Organization alongside the strengthening of knowledge management inside IOM.  

4.8 REVIEW OF THE OPERATIONS THROUGH THE EMERGENCY 
MANAGEMENT CYCLE  

After review of the project cycle it is worthwhile to look at the emergency management cycle (see 
figure below for the 4 phases) as this offers an additional analytical perspective to the operations of 
IOM’s relative strengths and weaknesses.  
 
Overall, it can be said that IOM’s record is strongest in the emergency response phase – supported 
by a broad mandate, a flexible institution and dedicated staff. More than 350 staff members have 

 “IOM has capacity / info to share with 
member states, safe routes, when to 
move nationals, contact points etc. We 
see a bigger role for IOM to coordinate 
this in the future.” 

(Source: Statement by IOM Member 
State) 
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contributed to a large and complex emergency that covered different geographical theaters. The 
overall management, coordination (internal and external), support functions, communication and 
its operational response have been lauded by all.  
 
Instead, the preparedness phase is viewed by the team as weak, and clearly the area where most of 
the gains for the organization are to be made. Ad-hoc arrangements are said to have dominated the 
response. It is at the same time clear that budget constraints are at the heart of an inability to build 
up sufficient capacity to respond to emergencies like this. Throughout this report examples can be 
found of suggestions for improvement. This is a key area where IOM and its member states are 
requested to take action. The proposed establishment of an Emergency Fund of US$30 million 
would go a great length in providing financial flexibility to respond early and consistently. Similarly, 
stand-by arrangements with other agencies are considered important to gain additional capacity if 
the need arises. Another priority would be to better train IOM staff- throughout – based on learning 
modules and possibly supported by expert institutions of higher learning. Knowledge management 
is key to learning from successes and mistakes and share experiences and lessons learned. 
 

Figure 3: Emergency or Disaster Management Cycle explained 

 

 
In this respect it needs mentioning that IOM may put more efforts in strengthening capacity in its 
member states as well besides strengthening its own response capacity. In discussions with 
member states requests were made to help build capacity in countries to deal with consequences of 
international migration crises such as in Libya. It was recommended that IOM helps build up 
response capacity of its member states and work with regional bodies such as ASEAN and ECOWAS. 
Policies and procedures may be negotiated during the preparedness that would enhance IOM’s 
response time and broaden the response base.  
 
The other phases of recovery and mitigation have been of limited value during the start-up of the 
response to the Libya crisis. The emergency response has engaged a significant part of IOM’s full 
capacity. Further on, support for TCNs reintegration in their countries of origin is high on the 
agenda of their governments. Based on the information analyzed, reintegration programmes can be 
developed, although it remains to be seen if donors would be interested to fund them.  Perhaps 
adjustments can be made in ongoing programmes – such as expressed in the case of FAO in Niger.  
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Similarly, the team believes “mitigation” measures 
have a place in the immediate follow-up to 
emergencies. They would include activities as the 
promotion of orderly border management policies and 
the communication of risks (and benefits) to the 
public. While IOM focuses on the emergency at hand, it 
may raise its profile on the need for greater efforts in 
these latter areas.  
  

 “Member states do not have the 
capacity to manage crises. 
Capacity needs to be built, IOM 
could assist in setting up systems. 
(…) Governments need base 
capacity.”  

(Source: Statement by a Member 
State) 
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CHAPTER 5 INFORMATION MANAGEMENT 

5.1 INTRODUCTION  

Good communication of timely and accurate information within an organization and with its 
strategic partners is crucial to any successful humanitarian operation. IOM’s response to the Libya 
crisis is no exception. The demand for information in this case has been exceptionally high both 
from internal and external users.  

Overall, external stakeholders interviewed felt that IOM has really stepped up its effort in 
responding to this expressed need for information. Situation reports for both internal and external 
audiences were distributed daily (later 3x a week, then weekly), with information on important 
indicators  - e.g. newly registered TCNs by nationality, projected case loads for each border 
crossing, transports (by ground, air and sea), etc.  

Concerned staff said they felt the constant political and operational pressure to provide updates on 
CBM, especially during the start-up and height of the crisis (Feb-April 2011). Perhaps, the pressure 
was felt even more as IOM was tasked by its senior management to work closely with UNHCR on its 
response to the Libya crisis through a joint coordination and operational cell, the HEC.  

Similar high demand existed for financial monitoring reports, with specific focus on the donor 
pipeline versus daily burn rates to pay for the ground, air and sea transports. With daily burn rates 
between US$2-4 million no exception, and no robust reserve for the organization to tap into, IOM’s 
concern for liquidity is well understood.  

Figure 4:   Information Management Cycle: 

 

 

Conceptualization 

Data collection 

Database design 

Data capture/ 
processing 

Analysis 

Communication/ 
advocacy 

Information usage 
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The whole information management cycle that feeds operational and strategic information needs is 
subject of this chapter. Generally, the information management cycle is broken down in a number of 
stages: (1) conceptualization; (2) data collection; (3) database design; (4) data capture/ processing; 
(5) analysis; (6) communication; and (7) information usage. The latter stage has a feed-back loop as 

shown in figure….  

The team considers it important to dedicate a chapter to 
the chain of information management as this will show 
the challenges that are inherent to such a complex 
emergency response as well as it shows areas where 
significant improvements have been made from which 
future operations can profit.   

5.2 CONCEPTUALIZATION 

IOM’s conceptualization of the Libya IMS has been 
guided by previous experience in assisting mass 
evacuations. The main operations involved evacuating 
TCNs from Kuwait/Iraq (1990); Kosovo/Macedonia 
(1999); and Lebanon(2006).20Instead, assessments of 
local and operational needs seem to have driven the set 
up of the local IMS.  

While operational needs may differ and change over 
time, agreement on the definition and data collection 
strategy for core indicators should be universally 

accepted and applied providing the basis for easy consolidation of these indicators in a master data 
base. The team feels that IOM has had some weaknesses in this respect but also has shown a steep 
learning curve. The IMS team that took control in HQ has been able to coordinate between the 
various locations, to harmonize the design and give guidance on requirements, standards and 
reporting procedures. There are indications that that engagement with the RO in Cairo – 
responsible for the response in Egypt and Libya, the HEC and UNHCR could have been more 
frequent.  

Recent IOM/UNHCR initiative for common registration 
A common new web-based design and procedures for registration and referrals was discussed by 
IOM and UNHCR at the end of June in Zarzis, the operational HQ of the humanitarian community in 
southern Tunisia. This new design provides each migrant and “person of concern” with a unique 
barcode (and bracelet to wear). This allows ideally for a more reliable system where cases can be 
easily monitored and followed through-out the chain. It would systematically arrange assistance for 
individuals from registration at the border to the final transfer to home country/ residence with 
perhaps reintegration support.  

                                                             
20The IOM 2002 Emergency Operational Manual does not feature a model database structure or 

questionnaire, which could be adapted in the field. 

 

“Definitely, language skills are 
essential, and it is far better to 
have a colleague less 
experienced that can 
communicate with the world 
around him, rather than 
someone with a lot of 
experience that needs a 
colleague next to him all the 
time to translate. In 
emergency this is not 
acceptable, in particular 
within IOM, where we have 
such resource.” 
(Source: Statement by IOM 
staff member) 
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Problems have occurred with the handwritten registration of TCNs and staff had difficulties 
identifying and mobilizing the right people for the repatriation transport. The new system could 
replace or supplement the coupon or voucher system often used for distributing food and NFI, 
which has shown is open to abuse.   

This provides a transparent monitoring and quality control system that justifies actions to promote 
the safe return of TCNs. It also provides systematic data for M&E requirements of the interventions 
- towards greater transparency and accountability of IOM’s operations.  

The team therefore commends IOM and UNHCR colleagues on the initiative and hope this system 
will be field-tested and to become a standard IMS tool for both organizations. This would send out a 
strong signal that operational collaboration is doable.  

5.3 DATA COLLECTION AND PROCESSING 

The data collection has been conducted at all border crossings by international and local staff. 
Recruitment of local staff for this task has taken time but well-qualified and committed staff has 
been identified in the region. Data has been collected at the border, transit camps, buses, airports, 
etc. to accommodate the registration of the new arrivals. The registration has been conducted by 
IOM and coordination with UNHCR has mostly followed afterwards.  

IOM has faced constraints with the data collection. Perhaps the most important is (1) the heavy 
caseloads that affected a rigorous registration during the initial start-up period and CBM peaks. 
Often groups of nationals - Egyptians arriving in Tunisia for instance - were en masse transported 
from their point of entry directly to the airport for evacuation. The team was told that initially, not 
even the head count of TCNs inside the departing planes was without flaws.21 This may have been 
due to insufficient instructions to the monitors.  

Other problems included: (2) double registration predominantly of people without IDs; (3) security 
threats preventing registration (sea transports from Misrata); (4) lack of equipment; and (5) 
shortage of staff to monitor CBMs for 24 hrs. Another constraint – that also affects other parts of the 
operations - is the (6) voluntary nature of the repatriations and lodging in the transit camps. It is 
unknown how many of the TCNs disappear after registration – and return to Libya or continue the 
journey without assistance. Therefore, the only reliable statistics should be the ones that actually 
board the buses, ships and airplanes used for actual repatriation.  
 
With this in mind, the team believes that this is an area where more in-depth research could be 
undertaken to understand the real trade-offs for TCNs in such situations. Registration with IOM is 
clearly an option for TCNs as it provides protection (and a free meal) but in the wider trade-off of 
individuals/ families– travelling with their possessions - repatriation to their home countries may 
in fact look less desirable after a day or two, when people are able to access new sources of 
information and reassess their risks and opportunities. Perhaps additional areas of vulnerability 
could be identified to which TCNs get exposed. This in turn could inform better intervention 
strategies for the humanitarian community.  
 

                                                             
21 As these limitations are well known, it is suggested that the final counts reported on assisted TCNs should 
therefore be rounded off to estimates of 10s or fifties as the start-up problems make an exact count 
impossible.  



External Evaluation of IOM’s Response to the Libya Crisis by STAKEHOUSE International Page  
 

52 

There appears to have been some competition between UNHCR and IOM (Tunisia) as to who was 
responsible for the registration of migrants and “persons of concern”. Therefore work has 
commenced more or less in isolation from each other. IOM staff has been quite frank that the data 
collection and data management was crucial to keeping control of the operations. It seems also to 
have been a matter of professional satisfaction that IOM was managing reporting requirements 
effectively and accurately.  

The frequent turnover of staff (TDY-ers) in the field has certainly contributed to this development 
as it prevents building up trust among the teams. In discussions with UNHCR it emerged that they 
had similar problems with finding staff with the right set of skills, starting with language 
requirements. In this regard, it is positive to see that the 2 organizations have made progress with a 
development of a joint data collection methodology and web-based registration and referral system 
that started in June 2011.  

Socio-economic profiling is another useful activity that is integrated into the data collection tool 
and may help the return and reintegration of the TCNs in their respective countries. The team has 
observed reports on this account in Egypt, Niger and Chad. In Niger, the profiling has been used 
with identifying appropriate sectoral interventions to help with reintegration efforts by its 
government and partners. For instance, a large number of returnees had been active in agriculture. 
FAO, was then asked to consider additional activities under their ongoing programme activities – 
making agricultural inputs such as seeds and fertilizer available to the returning nationals. While 
this clearly makes the case for adding to the burden of data collection a balance need to be sought 
not to hamper the actual movements.  

The team received complaints from border monitors over the questions included in the health 
assessment questionnaires about sexual practices (Tunisia). They clearly felt that this was invading 
people’s privacy and was not relevant to the operations per se.  This raises three issues: (1) the 
appropriateness of certain questions versus the local culture; (2) reassessing real priority questions 
in mass CBMs; and (3) necessity of training to handle protection related questions, the commitment 
of IOM’s senior management to address the problem of sexual exploitation and abuse (PSEA) of 
displaced populations by humanitarian workers must also be put in practice in order to guarantee 
protection, in line with the IOM and UN policy . The teams must find a right balance between the 
application of the policy and  considerations such as those contained in point 5 of IOM’s internal 
Code of Conduct, as included in the Emergency Operations Manual 2002 – see below: 

5. Values are enduring beliefs that influence attitudes, actions and the choices made by 
international civil servants.  International civil servants should be guided in all of their 
actions by a commitment to fundamental human rights, social justice and the dignity and 
worth of all persons.   

   
A greater gap in the data collection tool box may be the lack of opportunities for official feedback by 
TCNs. This is a common weakness in many humanitarian operations, and this one is no exception. 
The evaluation team has very little evidence to review for the quality perceived by the TCNs –apart 
from the fact that these movements were all on a voluntary basis. Based on interviews and scarce 
observations in the field, IOM seems to interact very well with the migrant population.  

IOM staff is generally commended for its reaction speed, hands-on approach and willingness to 
accept certain security risks. The ability of TCNs to stand up for themselves is certainly not in 
question for the majority of them - lively discussions have been observed between TCNs and IOM 
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staff about the limitations set for accompanied luggage. Verbal complaints have been registered for 
lack of food and monotonous of diet served by WFP. More frighteningly so, feedback on services can 
also easily get out of hand, as has been shown by violent escalations in transit camps, which even 
was directed at IOM staff at times. This is one area where the Organization may learn more through 
the conduct of real-time evaluations. Similarly, the proposed case management approach (using 
bar-coded bracelets) when implemented should also enhance the quality of ex-post reviews.    

Initial registration of TCNs has had problems with availability of equipment (lap tops). The 
organization did not have a large stock of prepositioned lap tops. Delays were observed in the 
deployment of data collection points. It is thought that IOM can improve its operations considerably 
with modernizing its equipment.  

Most humanitarian organizations use personal digital assistants (PDAs) and cell phones for data 
collection. The main advantage is speed. The data collection occurs 20-30 per cent faster on a PDA 
than on paper. The processing of the data is completely eliminated. Data access is immediately. 
WFP has been using cell phones in the field for over ten years. WFP is now using a software package 
that contains a very simple form that a monitor can be filled out and sent by text message. The data 
entry is then screened by a server on the other end, which double-checks the information. If it looks 
the monitor has made an error, the server will send a SMS stating the problem. These suggestions 
would really enable real-time monitoring of CBM. The whole chain of separate data entry can be 
skipped, while a similar amount of time is dedicated to data cleaning.  

5.4 DATABASE DESIGN 

After the initial period of rapid response to the various border areas with Libya, building up 
capacity to cope with the large influx of migrants, the IMS unit in HQ was able to consolidate the 
different Excel feeds sent to them from Egypt, Tunisia, Niger and Chad into a new web-based SQL 
database design aiming at coordinating movements during crisis with specific access protocols for 
different users (IOM, HEC, UNHCR). It contains flight information (PF number, charter provider, 
carrier, number of departed Persons, country/city from/to, etc.), CBMs and humanitarian support 
provided.  

At the heart of the design is a central data depository on movement of persons that the 
Organization has built up over the years. This is stored in a database called Mosaic, which contains 
statistics for IOM movements from 1992. The database includes core information on migrants’ and 
refugees’ nationality, sex, age, family composition and the origin/destination of each movement, 
and is supplemented by other indicators that may differ from country to country. 

Five years ago, the IOM Migrants Applications Unit (MAU)22were able to integrate the existing 
databases into one new database called “Migrant Management Operational System Application” or 
MIMOSA. MIMOSA allows IOM staff to share data between activities, projects and missions and is 
now used for operational purposes such as in the response to the Libya crisis – particularly 
comprising of registration / data entry, movement, medical examination, and visa processing. 

                                                             
22Much of the information on this section is based on information provided on IOM’s MAU website, accessed 

through http://www.mimosa.iom.int/confluence/display/MAU1/iGator+Home).   

 

http://www.mimosa.iom.int/confluence/display/MAU1/iGator+Home
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Another important part of the architecture for IOM’s response – the evacuation of TCNs by air has 
been the recently developed IGATOR (Integrated Global Airline Ticket Order Record). IGATOR is a 
web application for all airline tickets issued by IOM to facilitate invoice verification and payment in 
PRISM Financials. IGATOR has streamlined the process enabling quick and accurate tracking of 
ticket costs across workflows.  

The Receiving Mission Interface (RMI) provides a vital element of control and validation as it allows 
users to review migrant movement data entered by the MiMOSA sending IOM missions. This 
ensures that the data entered by the MiMOSA user is complete and accurate, as well as serving as 
the trigger for automating the electronic transfer of data from MiMOSA to external data base 
systems (service providers).In addition, RMI has features to enable the user in the destination 
country to enter domestic bookings from the Port of Entry to the final destination. 

The final piece of the architecture to complete RMMs Management Information System is 
AMADEUS, the programme that all airlines and travel agencies use to book commercial flights.    

Altogether, the current massive evacuations, the largest ever conducted by IOM in such a short time 
span, of which the majority of movements have taken place by air, has shown the value of such an 
integrated system. Already, individuals can be traced and tracked from registration till arrival at 
home station, which should be even easier once the new registration system in the field – assigning 
a unique bar code to all migrants - will be universally applied.  

The team responsible for putting together this suite should be commended for its work, and the 
years of training that went into building up a core of competent staff that can handle emergency 
operations in addition to regular resettlement programmes. The team feels they are a key factor to 
IOM’s success to prevent a humanitarian emergency in the border areas with Libya through the 
evacuation and repatriation of TCNs to their countries of origin.   

5.5 DATA MANAGEMENT 

While operational needs for arranging transportation were mainly dealt with between the field and 
operational units in Geneva and Cairo (for movements by ship), the IMS unit in HQ has been the 
main focal point responsible for analysis and generating the situation reports. After the initial start-
up, the unit comprised of 5 people, 3 analysts and 2 IT specialists. The latter two took the lead in 
putting together the different databases which generated the basic indicators for the internal 
situation reports, which then were reviewed and edited by IOM DRD colleagues and published as 
external situation reports.   

For the first 3-4 weeks, four different situation reports were circulating (IOM, UNHCR, OCHA and 
the HEC) using different figures of arrivals and caseloads. This caused confusion with many users. A 
solution was found in using a single source (IOM statistics) – with a cut-off point for caseloads 
numbers per day were entries received and registered between 00.00 hrs till 23.59 hrs.  

The IMS team has also been key to the success of the operations. It has provided oversight and 
pressed for the right data to be used to feed the operational needs and streamlined the information 
towards external partners. From the start the IMS team has carefully managed and protected the 
information side but it soon became clear that IOM provided the bulk of the data. Perhaps relations 
with the HEC and UNHCR could have been better– reflecting the commitment made by its senior 
management – but clarity and leadership was provided, which is vital to managing a large and 
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timely response to a humanitarian crisis. Donors and member states responded largely positive 
towards the IMS and a key component in IOM’s overall success. 

5.6 COMMUNICATION AND ADVOCACY 

While often the term “reporting” is coined for the transfer of information produced by the analytical 
unit to its users in the information management cycle, the team prefers to extend its scope to use 
the wider concept of communication, in particular as it better encompasses the wider 
communication – not just reports – and allows an easy distinction between internal and external 
communication including beneficiaries of the intervention. The evaluation literature of 
humanitarian assistance suggests that the latter is often neglected.  

Internal communication by IOM around its Libya crisis response has been detailed and frequent. 
This included a core group of IOM (and UNHCR) – with the RMM, IMS, Health, HEC, DoE-EPC and 
field missions/teams in Libya, Egypt, Tunisia, Niger and Chad dealing with the operations directly. 
A second ring provided strategic and operational support such as DGO, ACO , LEG, HRM, the RO, and 
IOM missions in the TCN countries of origin. 

A MENA Task Force was established in HQ at the start of the operations. This constituted of a large 
group of stakeholders, close to 30 representatives with representation from senior and middle 
management and focal points from all relevant technical departments. The main purpose of this TF 
was to share information and discuss possible contingencies with a wide range of stakeholders.  

The following points have been identified that could improve the internal communication: 

(1) IOM/UNHCR collaboration: One important challenge to this operation has been the early 
announcement by senior management to collaborate with UNHCR in all aspects on this operation. 
While external partners received this collaboration well, it raised a few eyebrows within the 
organization as it was viewed at the heart of IOM’s mandate. So, while the political commitment 
was there, and benefits of the collaboration recognized, it didn’t  translate into integrated 
operational capacity, or only in marginal terms. People interviewed said that the key messages 
regarding the joint operations with UNHCR should have been repeated more often, in clearer terms 
and with better operational guidance how to do this and with some level of enforcement.  

(2) Capacity aspect: The team feels that the perceived gap in internal communication has a capacity 
aspect, which is often observed during organizational reviews and/or and programme evaluations. 
However, some of the responsibility falls on (middle) management, who shares the responsibility of 
operationalizing this political commitment by guiding its staff how this to be done, and ensuring 
that these set of rules are adhered to.  

(3) Communication lines spelt out: Communication lines between relevant stakeholders in HQ, the 
RO in Cairo, affected missions and field teams seem to have not been well spelt out. Issues of 
operational leadership between DoE and the MENA RO, as well as the Chief of Mission and 
Emergency Coordinator in the field seem to have hampered the establishment of clear lines of 
command and corresponding channels of communications. Perhaps as a consequence lines of 
communication were not strictly adhered to although it must be noted that the broad geographical 
scope and involvement of many actors will always make this into a challenging enterprise. 
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(4) Equipment: During the field visits, the team also heard complaints about absence of modern 
communication equipment. The lack of ICT field kits – SAT phones, lap tops, cell phones, etc. has 
made communication difficult, especially during the start-up. Even months after the start of the 
operations key stocks are still to be said stuck in Tunisia Customs Departments. The team noted 
that IOM does not have prepositioned stocks of equipment for their emergency (logistical) 
operations. 

External communication  
While the daily situation reports were distributed and 
discussed internally in the MENA TF the DRD team 
successfully edited the reports and distributed them 
through an email list and website to a wide range of 
stakeholders, including member states, donor countries 
such as ECHO and USAID and the media.  

The member states and key donors praise IOM’s effort in 
keeping them informed at all times, although procedures 
for distribution of information (the communication 
protocol) emerged later into the operations. Some member 

states talked about a vast improvement by IOM against its earlier record, so the organization should 
feel it has improved its record considerably. A 1 and 3 months progress report was produced and 
has been distributed to donors and a joint-final report of the operations is expected later.  

Member states were in particular pleased with the close cooperation established at the start 
between IOM and UNHCR to jointly address the cross border movement preventing a humanitarian 
situation at Libyan border areas. IOM’s leadership has been noticed throughout the crisis. The 
collaboration has been covered by the international 
media –facilitated by IOM and UNHCR’s media teams. The 
organization of meetings bringing together UNHCR’s 
Standing Committee and IOM Executive Committee were 
seen as evidence how serious this collaboration was 
taken.  

Many member states give full credit to IOM in particular 
for arranging risky but successful evacuations as have 
been seen from Tripoli and Misrata. These are carved in 
people’s collective memory. IOM’s social capital with its 
member states has certainly increased as a consequence. 
IOM’s media team has made the most of producing enticing stories  

In the field, communication with external partners such as national governments, the military, 
humanitarian agencies, and embassies from TCN’s countries of origin has been viewed as quite 
effective. Relations with the military seem to have been good to excellent – despite the power 
vacuum in many of the transit countries - proof that the mandate of the international agencies was 
taken seriously and the job of decongesting border areas was received to be a priority.  

Communication with beneficiaries 
One aspect that was seen to be open for improvement is the communication with beneficiaries. 
While briefings were held with newly arrived and camp populations twice a day, a representative 

“IOM comparatively do a 
better job dealing with 
foreign governments” 
(Source: IOM Member 
State) 
 

“Quick, good cooperation 
and respect between the 
Organizations. A model we 
would like to see in the 
future”  
(Source: A Donor) 
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from a country of origin said the information provided to its nationals was not as structured as 
could be. This view is corroborated by the team through their observations in the field.  

Other humanitarian actors (UNHCR, ICRC) seem stronger in non-verbal communication with their 
beneficiaries. Although this has a capacity aspect – of able Arabic and French speakers but very few 
plans, schemes, schedules, drawings or lists with FAQ (in several languages) were observed seem to 
have been used to communicate with the beneficiaries. Subjects could include written explanations 
of the evacuations process; brochures about IOM - who is responsible for moving them; the rights of 
migrants under international law; the established procedures for complaints, etc. This is certainly 
an area where IOM can and should improve. In particular, it should learn from good practices used 
by other humanitarian actors. A minimum of resources should be made available to improve this 
area of vital communication.23 

Advocacy 
Advocacy moves beyond the means of communication with the clear intention to influence 
stakeholders. In this respect, the DG and his joint meetings and field visits with the UNHCR HC are 
clear examples whereby stakeholders are convinced that the response is in the good hands of two 
well-respected international organizations. IOM’s MCD and spokesperson for the DG have been 
responsible for influencing the public opinion with pointed stories of the large needs and IOM’s 
professional response. The IMS team has established and maintained a dedicated website for the 
media on http://migration-crisis.com/libya/main. The Cairo RO has been more or less in charge for 
its own advocacy in relation to the Arab media. The team got the impression that this has been 
quite successful.  

So, while these efforts have been recognized, there are observations that IOM’s capacity is also 
lacking in professionals in communication and advocacy. IOM staff explained that UNHCR was far 
better able to remain in the headlines (for instance in Tunisia). Others complained to the team that 
the communication was very much on the operational data (the numbers), while the opportunity 
for linking the crisis to a wider context, link to the deeper causes and help in describing possible 
solutions was not taken up. Here it seems there is still work to be done.  

5.7 INFORMATION USAGE 

In conclusion, one can say that internal and external partners are generally satisfied with the 
amount and quality of information that was made available to them. This has been used well, as the 
successful evacuation of more than a quarter of million TCNs proves over time.  

Some interviewees have questioned the strong ownership of HQ in the process, including in IMS. 
The observation that the operational management and IMS should happen as closely to the field as 
possible – making lines of communication shorter and easier to manage is a strong one. On the 
other hand, the large-scale of the operations – necessitating the mobilization of resources 
throughout the organization, the proximity to UNHCR and other UN agencies (and UN Inter-Agency 

                                                             
23 The team observed unfilled vacancies for communication staff in Cairo. It is not immediately clear if this is 
an indication of a wider shortage of staff, although experts in communication and advocacy are often seen as 
scarce commodities.  
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Standing Committee), the established communication channels with member states and donors, 
and finally the large operational base in HQ (RMM) seem to qualify HQ for the large role it has taken 
on regarding overall coordination and operational management, including its key intelligence 
function, the IMS.  

Finally, Monitoring & Evaluation is another important aspect of information usage. Evaluations are 
not a standard IMS tool for IOM, but only conducted when requested by certain donors using their 
own agreed formats, established procedures, etc. Real time evaluations – common among 
humanitarian actors are not a standard feature in IOM.  

In discussions with senior management it was made clear that M&E has been prioritized to improve 
IOM’s performance and increase its drive towards showing greater transparency and accountability 
towards its donors. It may help towards transparency and accountability of IOM versus its 
beneficiaries as well. By requesting an external review to be conducted on its response to the Libya 
crisis, the Organization signals this commitment.  
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CHAPTER 6 FINDINGS 

 

Below, the team has listed the most important findings of the process evaluation undertaken. One 
should be reminded that the overall response has been positive. The statements are not meant to 
criticize but as constructive criticism in an attempt to improve IOM’s performance even further. At 
the same time, much of the challenges mentioned here are fairly well known inside the 
organization. In fact, much of the current restructuring has been the consequence of addressing 
some of the perceived weaknesses.  

Overall 

53. IOM’s response to the Libya crisis has been viewed by all stakeholders – including member 
states, donors and international partners as successful.  
 

54. IOM’s performance is generally commended for its broad mandate and flexibility in 
addressing most immediate humanitarian needs, and with a workforce that is experienced, 
dedicated to their tasks, and often described as practitioners with a can-do mentality.  
 

55. Despite its good performance, IOM’s is clearly hampered in its response by shortage of 
human and financial resources.  
 

56. IOM has been slow in addressing some of these known limitations. The lack in preparedness 
to an emergency of this scale is evidence to this. 
 

57. The team feels the areas of management and coordination are particular areas where 
improvements can be made to improve performance.  
 

58. The collaboration with UNHCR has been a good opportunity to enhance inter-agency 
collaboration and there are many lessons to be learned for future collaboration.  
 

59. IOM has put significant efforts in strengthening its IMS and subsequent communication for 
operational and fund raising purposes. This is a clear strength that IOM can build upon in 
future.  

 

Relevance and appropriateness vs IOM’s mandate and intervention 

60. There is overall agreement between member states, donors and humanitarian community 
that IOM’s mandate and interventions have been relevant and appropriate.  
 

61. There is also agreement that IOM has used the right means for delivering outputs 
(integrated humanitarian support, health support and evacuation and repatriation by land, 
air and/or sea), and appropriate in relation to assessed needs. 
 

62. The only weakness perceived in relation to the appropriateness of the intervention is the 
view that IOM has had difficulties to respond at scale within the short time frame.  
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Management 

63. IOM’s policy and operational guidance (SOPs) for staff to work in the disaster management 
cycle – with particular emphasis on the preparedness and response phase is relatively 
weak. The Emergency Operations Manual is a useful resource but outdated and is currently 
under review. The lack of guidance is particularly felt in such complex emergencies with 
involvement from HQ, ROs and CMs and management of operations in different geographic 
spheres.  
 

The following challenges have been identified regarding management: 

64. Weak translation of the strategic course set out by senior management into operational 
guidance – in particular on the way to collaborate with UNHCR. This should have translated 
itself earlier on in clear guidance on comparative strengths and possible division of labour 
followed by SOPs and communication protocols. 
 

65. A lack of clarity on roles and responsibilities for operational staff - terms of reference, and 
SOP in the different theatres that influenced the efficiency and effectiveness of staff. This 
caused duplication of efforts and made monitoring of staff performance difficult to measure 
against.  
 

66. The lack of an up-to-date operational roster of EM staff, and a strategic reserve of staff to 
support the consecutive waves of operational staff in HQ, RO and CMs. 
 

67. Lack of prepositioning of equipment to enable quick and efficient start of the field 
operations.  
 

68. A lack of a robust response to the magnitude of the crisis by sending out individual staff 
members rather than multi-disciplinary teams from the start. It is recognized now that the 
organization should have better set up appropriate procedures for all disciplines from the 
start. 

69. While considered a strength, a flexible response carries with it the risk of non-compliance to 
instructions and rules, which hurts overall accountability.  

Coordination  

70. The operations lacked a dedicated emergency coordinator in IOM overseeing all operations, 
able to organize the response and establish/ monitor clear lines of command and 
communication channels. This should not be the task of the DoE Director or the Cairo RD. 
 

71. The close coordination with UNHCR responding jointly to the Libya crisis has been 
beneficial and has been viewed as a positive example of inter-agency collaboration by 
member states and donors. 
 

72. The HEC has been successful as it combined IOM and UNHCR’s operational capacity to 
arrange air transports. 
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73. The HEC was handicapped in its operations as the two agencies did not establish joint 
programmes nor shared joint accounts. This meant in many respect that both organizations 
conducted business separately leaving the HEC at times outside established lines of internal 
decision-making and communication. 
 

74. The crisis response (through the HEC) was dominated by IOM as CBMs concerned TCNs and 
not IDPs. IOM has had particular control over IMS and repatriation of TCNs through RMM. It 
is clear that the IOM built on its expertise in mass movements built up over the years. 
 

75. Coordination with external partners such as donors and member states has been excellent. 
Coordination with other UN agencies under the Humanitarian Cluster System has also been 
generally satisfactory. 
 

Information Management 

76. The IMS system established by IOM has provided oversight and pressed for the right data to 
be collected, processed, analyzed and reported for operational needs and streamlined the 
information output towards external partners with assistance from DRD. 
 

77. IOM has the experience with registering large numbers of people in relatively short periods 
of time.  
  

78. The team commends IOM and UNHCR for working on a common new web-based design and 
procedures for registration and referrals in the field.  

Communication and advocacy 

79. Internal operational communication by IOM around its Libya crisis response has been 
detailed and frequent. 
 

80. Communication lines between relevant stakeholders in HQ, the RO in Cairo, affected 
missions and field teams seem to have not been well spelt out. Issues of operational 
leadership seem to have hampered the establishment of clear lines of command and 
corresponding channels of communications. 
 

81. Communication with external stakeholders – in particular the daily sit reps - was viewed by 
many member states and donors as a great asset in granting donors/ member states full 
access to updates on the situation in the field. 
 

82. Communication in IOM’s response is absolutely key as it involves a number of subsequent 
time-bound operational steps and if a single chain breaks the operations may be at risk.  
 

83. Communication in the field has been hampered by the lack of prepositioned ICT field kits – 
SAT phones, lap tops, cell phones, etc. and is largely said to be caused by burocratic reasons.  
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Administration (Staffing)  

84. The team believes that IOM staff is the organizations biggest asset – as proven by this 
emergency response to the Libya crisis that despite various challenges observed, the 
performance is good. 
 

85. The operations have been understaffed and a fairly small group of dedicated staff have been 
seen carrying the bulk of the work – in addition to their normal tasks. There was a general 
shortage of all experts with language skills – Arabic and French 
 

86. The organization is flexible in its response because of the deployment of TDY staff during 
the initial 1-2 months. 
  

87. IOM has a small pool of (ageing) emergency operational and logistician managers that 
respond quickly in case of emergencies.  
 

88. The emergency response lacked an up-to-date functional roster of experts (internal and 
external), which could be drawn from immediately and serve as a back-up for subsequent 
waves of deployment. 
 

89. The problems with staffing have been compounded by the limited capacity in the HRM team 
in HQ and Manila to facilitate the recruitment and deployment of (new) staff to the various 
theatres of intervention and a lack of understanding/ capacity of staff deployed in MENA 
operations as to how best leverage what limited HR capacity there is in HQ and Manila. 

Finance 

90. Admin/Finance staff in HQ and Manila has been viewed as providers of strong support to 
the operations. 
 

91. The limited initial funding, lack of an Emergency Funding Mechanism and high daily burn 
rates has hampered IOM in a quick roll-out of response capacity in the field, which is often 
front-loaded.  
 

92. Many observations were made in the field that they miss clear instructions how to fast track 
the process of procurement requests or other administrative tasks faster in complex 
emergencies. 
 

93. Clear instructions or a guide to assist in the procedures of admin and finance during 
emergencies – going beyond the procurement manual (IN/168), which contains a 
procedure to by-pass normal procurement procedures is not available to RMOs. 

 

Security 

94. The team has received complaints from staff that security has been compromised on several 
occasions. IOM Security Officers were not always deployed to facilitate assessments and 
general operations to advice staff on reducing exposure to violent incidents.   
 



External Evaluation of IOM’s Response to the Libya Crisis by STAKEHOUSE International Page  
 

63 

95. IOM staff has been hurt in violent incidents in and outside the transit camps, and even 
extended to airports where returning TCNs rioted when their luggage did not arrive on the 
same flight.   

 

Ethical Values 

96. Due to capacity problems many staff members in the field have not received the benefits of 
R&R. While this is understandable from an operational point of view, the risk for burn outs 
and/or psycho-social problems are too large to ignore.   
 

97. The Code of Conduct does not seem to be used everywhere. It was observed that local staff 
in Tunisia was not required to sign the CoC.  
 

98. IOM staff has been commended for its diplomatic skills and respecting cultural specificity. 
The division by nationality of TCNs in the transit camps has been a good measure to 
mitigate cultural clashes.  
 

99. The protection of migrants has at times been insufficient. This links mainly to the large scale 
of CBM and a lack of resources by the local military.  
 

Capacity Development/ Knowledge Management 

100. The organization is not systematically taking stock of experiences. Staff is aware of the   
weaknesses but the wheel seems to be reinvented every time.  The body of knowledge 
resides in the minds of a few experienced individuals in the organization.  
 

101. The team feels too few opportunities for training are provided to local staff. Based on their  
working experience with IOM, they could provide a welcome source of capacity to depend 
on in emergencies if training and guidance would be provided.  
 

102. IOM may not put enough efforts in strengthening the emergency response capacity of its 
member states.  
 

103. Real-time and ex-post evaluations are not a standard tool in IOM’s project management 
and information management cycle, which reduces the opportunities to learn from 
experiences (success and failures).  
 

104. Emergency Operational Manual (2002) is available but outdated in many areas. It seems 
that not all staff use it as a key back-up resource.  
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CHAPTER 7 RECOMMENDATIONS 24 

 

This chapter provides the main recommendations based on its review of the operations. One should 
note that the team has tried to be practical in the recommendations so it is easy to consider action. 
Moreover, as has been stated earlier, much of what has been said in this report, and stated here as 
recommendations, are already under consideration by management. This includes additional 
arrangements to increase the response capacity in human and financial terms. The team hopes the 
following recommendations provide further evidence towards these objectives.  

Overall: 

35. While suggestions for checks and balances have been made by the team to improve overall 
performance of the organization, it is critical that IOM’s strengths – of broad mandate and 
flexibility in operational response - remain at the heart of its response.  
 

36. IOM is requested to boost its capacity for responding to emergencies, particularly in the 
area of preparedness. Easier access to a financial reserve early on as well as having access 
to a significant pool of experienced and capable staff – within IOM (core staff, local staff, 
pensioners, etc.) and supplemented by experts on stand-by arrangements. 
 

37. IOM is suggested to refer also to other humanitarian actors such as ICRC, UNHCR, UNICEF 
and WFP for practical advice on how better to organize itself for a multi-sectoral approach 
and enhance its response capacity. This includes all areas such as management practices, 
procedures, prepositioning of staff and equipment, physical and ICT infrastructure, 
standard field equipment, capacity development, etc.     
 

Relevance and appropriateness vs IOM mandate and intervention 

38. IOM, member states and donors should review the architecture of the humanitarian cluster 
approach as it currently excludes a coordinated response – with IOM in the lead - to an 
international migration crisis as observed in Iraq, Kosovo, Lebanon and now Libya. 
 

39. IOM is advised to put its broad mandate, flexible institutional approach and response 
capacity to good use. This means that IOM should continue to have the possibility when 
operationally and legally prudent to operate independently (outside the Humanitarian 
Cluster Approach) if assessments show that this would better respond to humanitarian 
needs.  

40. The team believes that in-depth research is required to better understand the real trade-
offs for TCNs in situations and their CBMs (back and forth) such as the Libya crisis. It is 
possible that additional areas of vulnerability could be identified to which TCNs get 
exposed. This additional knowledge could then inform new intervention strategies for the 

                                                             
24 Recommendations or calls for action are directed primarily to IOM management but in effect are also aimed 
at its member states and donors.  
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humanitarian community.  
 

Management 

41. IOM should strive to provide better strategic guidance to its staff (policies) and operational 
guidance (TORs and SOPs) for working in preparedness and emergency response in 
different contexts.  
 

42. The team supports the idea of DoE to classify emergencies clearly defined as Level 1, 2 or 3 
as it provides a great opportunity to clarify roles and responsibilities for all stakeholders 
internally. It should also help in a greater focus on the preparedness and contingencies for 
these emergencies, for instance, a CM should be able to respond to a level 2 Emergency for 
the first 24 hours. CD needs become immediately evident.  
Clear objectives25, indicators and threshold levels should trigger the organization’s 
response with clear policy guidance and prepared procedures, clarity on roles and 
responsibilities, lines of command, and communication channels to facilitate the interaction.    
 

o Level 1 emergencies would be dealt with by CMs with support from the ROs; 
o Level 2 emergencies would fall under the responsibility of the RO, with support 

from HQ ; and 
o Level 3 emergencies are the largest (global) emergencies with HQ in charge.  

Triggers should be developed, so there is clarity on the proposed course of action. Level 2 
and 3 emergencies could trigger the drawing rights from the Emergency Fund.  

43. IOM should consider the early deployment of multi-disciplinary assessment teams that 
supports regional emergency officers based in ROs - whose recruitment is under way. The 
teams’ composition would allow for a comprehensive review of an emergency situation and 
would have representation from experts on operations, logistics, security,  protection, 
health, admin/finance and communication. 
 

Coordination 

44. Emergency operations need dedicated emergency coordinators overseeing all types of 
operations common in IOM, covering different geographic spheres and theatres and 
providing necessary coordination between HQ, ROs and CMs. 26 
 

45. Clearer instructions and lines of command may be needed to facilitate the coordination of 
complex emergencies and their interventions.  
 

                                                             
25 Perhaps IOM should set itself a realistic target that it should be able to deal with only 2 Level 3 
Emergencies at the same time.   
26 DoE Management has already learned this lessons and has assigned emergency coordinators to the various 
ongoing operations (Horn of Africa and MENA)   
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46. A joint exercise to be conducted with UNHCR regarding the lessons learned from the HEC 
with the view to be better prepared the next time such an operation would be necessary.  
 

47. The exercise would be successful only if clear TORs, clear division of labour, channels of 
communication, etc. would be established based on scenarios with alternatively IOM or 
UNHCR in the lead. At the same time, other opportunities for collaboration may exist and 
could be adopted (such as data collection tool under the IMS). 
 

48. No specific recommendations are deemed necessary to improve coordination with external 
partners.  

Information Management 

49. IOM is called for evaluating the most appropriate registration system for this type of 
emergency – mass movements in short periods of time, taking into account operational, 
protection, transparency and accountability concerns. 
 

Communication and advocacy 

50. The communication protocols established with a key role for the (daily) situation reports 
informing internal and subsequently external stakeholders may be used in future as well.  
 

51. More capacity at various levels may be needed to sufficiently communicate key messages to 
an internal and external audience to sustain operations over time and improve effectiveness 
of the operations. 
 

52. IOM is requested to give priority to prepositioning of ICT equipment for the field as it 
severely limits its performance of a fine-tuned logistical and time-bound operation.   

Administration (Staffing) 

53. IOM, its member states and donors are recommended to review all possibilities within its 
organization or outside through partnerships or stand-by agreements to expand the pool of 
experts it can depend on when responding to a crisis such as Libya. This would allow for 
longer deployments, with staff selected appropriate to the local context and with the right 
assets as to experience and language skills. This could include the better use of: 

e. IOM national staff and Retirees 
f. Expert volunteers such as from UNV or country specific organisations such as 

Cascos Blancos (Arg) 
g. Secondments of experts from national aid agencies (SIDA, USAID, DFID, etc. ) or 

NGOs such as the Norwegian Refugee Council, Canadem, DRC, for which agreements 
already exist, etc.  

h. HRM should embed an experienced HR professional in DOE to augment HR capacity 
and preparedness 
 

54. The team recommends that the DoE should expand its capacity significantly, starting with a 
multi-disciplinary teams of experts in HQ and the ROs. Such teams would provide DoE with 
true flexibility in organizing its response, for phase 2 and phase 3. The teams would be 
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responsible for reviewing/amending emergency response procedures and guiding the 
larger needs for preparedness and prepositioning of stocks. The team would provide 
technical backstopping to the emergency officers in the field while themselves staying close 
to their technical departments for technical backstopping services. 
 

55. It is proposed that assessment teams visiting the field early on should be composed by 
multi-disciplinary experts with representation from Admin(HR)/finance, logistics, 
operations, health and security that allows for a comprehensive review of an emergency 
situation. This copies the arrangements in place with other humanitarian agencies such as 
ICRC.  
 

56. Shrink the DoE Roster, but have it more targeted and managed on a daily basis by the HR 
expert from the multi-disciplinary team in HQ, developing TORs, maintaining the roster/ 
network, set criteria for recruitment (TDY), develop standards for deployment, managing 
stand-by arrangements, etc. Further, it is recommended that all corporate IOM rosters be 
collapsed into one managed roster to be used for multiple purposes.  
 

Security 

57. A review of the security arrangements for its staff is recommended. Minimum requirements 
for security should be reaffirmed and procedures put in place to adhere to them. This is 
considered a minimum to assure a tenable working environment for IOM field staff despite 
often crowded, volatile geographic confines.  

Finance 

58. The evaluation team supports the recommendation of the establishment of an Emergency 
Fund, which would allow IOM to pre-finance a more rapid deployment of its resources to 
the field. The proposed investment would go some way in assuring a consistently high 
quality performance from IOM and the opportunity to respond to different emergencies at 
the same time 
 

59. Given the many complaints for lack of essential equipment in the field, IOM should take 
necessary measures to preposition critical equipment such as satellite phones, lap tops, cell 
phones, security kits, first aid kits, etc. to allow for quick deployment and use by its field 
staff. 
 

60. It may be advantageous to develop clear procurement guidelines for RMO’s in emergency 
operations in particular with the use of PRISM in emergency. These do not exist and are said 
to hamper the fast-tracking of any key equipment or services required at short notice.  
 

Ethical values 

61. R&R rules should be applied where possible, as it is a workers’ right to function to the best 
of his or her capabilities, while reducing chances for making mistakes, psycho-social 
problems and burn-outs.  
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62.  The Code of Conduct may be reviewed to make it more concise, and then pushed more 
consistently as an essential part of IOM’s operations.  
 

63. IOM’s new PSEA policy needs to be fully implemented to assure protection of the most 
vulnerable population groups in the field such as mothers and children and unaccompanied 
minors.  
 

64. A short training module on ethical values could be designed and made compulsory for all 
local staff recruited during the emergencies. 

 

Capacity Development/ Knowledge Management 

65. The evaluation supports the initiative taken to update the 2002 emergency operations 
manual that should be modular. The EOM should become a living document, supported by a 
website, where staff can post comments, leave formats used, discuss topics, etc.   
 

66. The team recommends that a CD person also joins the multi-disciplinary team to guide the 
larger effort of enhancing the capacity of the Departments and individuals and facilitates the 
above accumulation of knowledge and experience in the organization. 
 

67. The Organization is recommended to continue reinforcing the use of real-time and ex-post 
evaluations of its emergency response as it is expected to provide the organization with 
more qualitative data to improve its operational response to emergencies. At the same time 
these evaluations go to great length in showing the organization’s accountability and 
transparency towards its beneficiaries and donors.  
 

68. IOM may also put more efforts in strengthening the response capacity in its member states - 
in addition to strengthening its own. At the same time, coordination mechanisms may be 
established with regional governmental bodies such as ASEAN to establish policies and 
SOPs to facilitate evacuations and repatriations of TCNs in the future.  
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ANNEX 1 TERMS OF REFERENCE 

 

IDENTIFYING LESSONS FROM THE LIBYA RESPONSE: 

AN EXTERNAL EVALUATION OF IOM OVERALL MANAGEMENT 

1. BACKGROUND 
 

IOM has been actively engaged in assisting migrants and displaced populations since the start of the 
Maghreb events and in particular following the major displacements caused by the 2011 Libyan 
crisis, on which the focus of the current lessons learning assessment is placed. Various initiatives 
and projects have been implemented, in particular:   

Libya has witnessed unprecedented civil unrest since 16 February, when demonstrators took to the 
streets to protest economic and social conditions, and demand that Muammar Qaddafi resign. The 
ensuing level of violence and insecurity has prompted massive exodus of Libyan nationals and 
Third Country Nationals (TCN) from Libya into the neighbouring countries. Most of the estimated 
1,122,851 who fled the violence traveled into Egypt and Tunisia. Some of them fled to other 
neighbouring countries such as Chad, Niger and Algeria, while boats full with Libyan nationals and 
migrants reached the shores of Italy and Malta.  

A significant number (528,731) of the above-mentioned 1,122,851 people who crossed the border 
from Libya to Tunisia and Egypt were Libyan nationals. Other significant groups have included 
Egyptian, Tunisian, Chad and Niger nationals who crossed the direct border between Libya and 
their respective countries (283,726). The other TCN evacuees, more than 287,000, were from other 
countries around the globe.  

Since the onset of the crisis IOM was actively involved in the coordination and provision of various 
types of humanitarian assistance to all of the categories of evacuees mentioned above. However, the 
primary focus of the Organisation was to provide immediate evacuation, return and humanitarian 
assistance to the TCNs. In response to various requests from governments of the countries of TCN 
origin and in cooperation with the host governments in Egypt and Tunisia and UNHCR, IOM 
organized the registration, delivered immediate humanitarian relief and provided repatriation 
transport to more than 265,000 TCNs.  

The majority of the IOM beneficiaries were nationals of North-African, Sub-Saharan and South-
Asian countries. Fleeing migrants often arrived at the Tunisian and Egyptian borders in dire and 
destitute conditions, without sufficient assets and means to organize and finance their own way 
home. 

In order to prevent a potential secondary humanitarian crisis at the border areas (of Tunisia, Egypt, 
Niger and Chad), and at the request of concerned governments, IOM quickly organized and 
implemented a complex set of stabilizing activities and projects. At the beginning, this required the 
rapid deployment of assessment and first-response teams to the borders, strengthening of the 
existing IOM offices, establishing a new information management network and initiating massive 
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resource mobilization efforts. This initial capacity and activity surge was financed by early IOM 
donor pledges as well as by using some of the IOM internal reserve.  

The initial assessment and resource mobilisation was followed by the provision of full scale direct 
humanitarian assistance, return assistance and evacuation activities. In terms of humanitarian 
assistance IOM activities were focused on the provision of food, non-food items (NFI) and other 
necessities for the affected population in the camps, transit centres and en route to the airports and 
seaports. This was done in coordination with the host governments, UN agencies, NGOs and other 
partners.  

The return assistance and evacuation activities were rapid, large and complex. They consumed 
most of the IOM human and financial resources made available for the institutional response. The 
evacuation component consisted of several inter-linked sets of activities such as registration, travel 
health assessment, provision of ground transport from the borders and transit centers to the 
airport and seaport facilities and organisation and provision of group charter flights and individual 
travel arrangements for the individual returnees. In addition this segment also required a 
substantial and on-going level of inter-governmental and inter-organisational coordination and 
collaboration. The cumulative result was the provision of return-travel assistance to 265,000 TCNs 
to more than 25 countries.  

IOM engaged / deployed over 320 international and local staff members in Egypt (Cairo, Sallum, 
Matruh, Alexandria), Tunisia (Tunis, Ra’s Adjir, Sfax, Melita, Djerba), Chad (N’Djamena, Faya, Kalait) 
and Niger (Dirkou, Niamey). IOM offices in Malta and in Italy expanded their staffing resources in 
order to assist the migrants arriving by boats. IOM set up a new office within eastern Libya itself 
(Benghazi) and organized several evacuation and aid delivery missions under extremely complex 
circumstances from Misrata to Benghazi.  

In order to provide evacuation and repatriation assistance, IOM utilized several different modes of 
transport working through a wide array of service providers. This ranged from hiring commercial 
charter flights, coordinating charter flights offered by various governments and partner 
organisations, as well as booking and purchasing individual and group tickets on regular 
commercial flights and charter boats for evacuation of TCNs and the delivery of aid inside Libya. All 
of these logistical aspects were coordinated through the newly founded IOM / UNHCR joint 
Humanitarian Emergency Cell (HEC). 

The massive airlift effort to evacuate and repatriate the TCNs included involvement of IOM offices 
and staff members in several transit and final destination countries. In some destination countries 
IOM continued to provide additional post–return assistance to returnees (such as ground onward 
transport to final destinations and reintegration assistance).  

To date, the entire intervention has consumed more than USD 75 million provided by more than 20 
different donors. The largest contributions have come from ECHO, USA, UK, Australia, Canada, 
Japan, Germany, Netherland, Switzerland and UN CERF. The mixture of earmarked and un-
earmarked contributions included a combination of different donor requirements. This introduced 
a significant additional complexity in terms of effective project management, implementation and 
resource management. IOM substantively engaged the IOM Donor Relations (DRD) and Resource 
Management (DRM) departments to help address these concerns.  
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The extraordinary dimensions of this IOM humanitarian intervention (multi-country, high volume, 
extreme needs) necessitated the almost complete engagement of the entire Department of 
Operations and Emergencies (DOE) over an extended period of time. DOE was assisted by 
colleagues’ temporary seconded by other departments and country offices. Considerable effort was 
put into maintaining non-Libya crisis institutional obligations parallel to adequately addressing the 
Libyan crisis needs.  

2. OBJECTIVES OF THE EVALUATION  
 

Due to the complexity of the operations in the field involving various countries, the comprehensive 
response provided by IOM covering sectors such as camp management, movements, emergency 
evacuations, food/item distribution as well as registration and protection of migrants and refugees, 
and due to political implications in terms of migration management in the region including 
movement of irregular migrants to Europe, IOM will conduct a detailed lessons learning exercise of 
its institutional and operational response. 

The main focus of the evaluation will focus on how IOM organized its response and what important 
weaknesses can be identified (not be on the effectiveness of the implementation and the 
performance of IOM in relation to each project objectives). In order to achieve this, IOM is opting 
for a process evaluation which will examine the internal dynamics of IOM as a main implementing 
organization, its policy instruments used in response to the crisis, its service delivery mechanisms, 
its management practices, and the linkages among these.       

The evaluation will therefore look at processes, structures, tools and programming and the overall 
purpose of the exercise. It will review both the operational and institutional response to the 
precedent setting Libya evacuation and humanitarian assistance, with an aim to take forward for 
future responses through developing a framework and procedures.   

More precisely, the evaluation will analyse the following: 

Operational set-up 

- Relevance of the IOM interventions in the field (IOM versus other organisations such as 
UNHCR, ICRC, NGOs and governments): was it our role? Who decided on what to do and 
where? Was it only operational or it also a strategic response? The analysis should also 
briefly cover the relevance to IOM mandate in the associated service sectors and if IOM 
handled it appropriately. 

- Relevance of respective IOM unit / individual position contributions, including but not 
limited to the Office of the Director General, the HQ Departments, the Regional Offices 
(former MRFs at the time of the set-up) and the Country Missions which participated to the 
set-up: who did what, when (sequence) and why? And conversely who should not have 
done what when and why? 

- Effectiveness in sharing information on the set-up (communication protocol) and in 
elaborating key strategic guidance (intervention strategy), including decision owners: who 
led what and how? Who informed and how?  

- Relevance and effectiveness in responding to daily emerging needs and requests from the 
field (both expected and unexpected): how to respond and who responded (when 
responded)? When applicable, who should not have responded? The analysis will include 
also the effectiveness in moving from discussions to effective action. 
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- Effectiveness in prioritizing the responses to the needs: How to assess what to do first and 
what can be delayed? Who decides? 

- Effectiveness in monitoring the overall operations, including the use of IT tools and in 
organizing evaluations (‘is it still right’ assessments, real time evaluations, monitoring 
visits): who manages and monitors and how? 

- Effectiveness of the collaboration with external partners, including military forces and 
governments, and of setting up more clear working agreements and MoUs: who discussed 
what with whom and how (informal, institutional, mandatory)? Which led to productive 
results as well as did any negative consequences?    

 

Financial set-up 

- Effectiveness of the collaboration and information sharing between Headquarters, Regional 
and Country offices for assessing financial needs, preparing budgets and coordinating the 
strategy for daily mobilisation and use of resources for the start-up and for the 
continuation. 

- Effectiveness in mobilizing financial resources for the start-up of the operations (both 
internal and external resources), including roles of the field offices, the department in 
charge of resources management and the donor relations division. 

- Effectiveness in sharing information for financial control, reporting and regular financial 
management internally, and effectiveness in communicating with donors for accountability, 
follow-up and additional resources mobilisation (extension/increase of contribution). 

- Effectiveness and functionality of IT tools for financial management and reporting (PRISM) 
 

Administrative set-up 

- Effectiveness of the human resources management response in providing qualified staff 
(internal, external recruitments, short and long-term TDYs, partial contribution from staff 
from departments and field offices) and in establishing clear ToRs and decision making 
profiles. 

- Effectiveness in preparing staffing plans for short, medium and long-term assignments, for 
roving teams and successive ‘waves’, and in collaborating with other departments and 
offices in order to secure financial resources for staff recruitment, including insurances and 
security clearances. The analysis should also identify major gaps (expected and unexpected) 
and the response provided to correct them. 

- Effectiveness in providing deployment briefings, specific training such as for a rapid use of 
IOM IT tools and on major IOM rules, regulations, guidelines. 

- Effectiveness in organizing the office(s) set-up, including purchase and delivery of IT 
equipment and furniture, vehicles, insurance and other material. The analysis will not cover 
the procurements in the framework of the operations such as for an effective camp 
management set-up. However who decide what for purchasing will be analysed.  

 

Ethical values 

- Relevance of addressing issues of code of conduct, ethical value, representation guidance 
and discipline in the set-up phase by providing basic guidance to staff deployed. This also 
includes effectiveness in selecting staff reliable in terms of protection of migrants, cultural 
specificities and other similar concerns and who is responsible of what in such a field. 
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- Effectiveness of temporary staff orientation, rest, rotation and other service considerations.    
 

3. EVALUATION SCOPE AND METHODOLOGY 
 

The exercise will cover IOM’s operations concerned with Libya during February through April 2011 
at the field level (including receiving missions), the regional offices concerned, and headquarters 
(all divisions including HRM, ACO, LEG, SSU, DRD) as well as the joint IOM-UNHCR HEC. This 
timeframe specifically focuses on the start up phase of the program.  

A detailed documentation review will be necessary in order to properly answer some of the key 
questions raised and for identifying the mechanisms put in place. The review will focus however on 
the process and not on the operations themselves and delivery of outputs.  

A survey will also be conducted through individual interviews and focus groups discussions.  All 
levels within IOM from the Director General downward should be included in this process. External 
partners will also be interviewed consisting of UN agencies including UNHCR and OCHA, NGO 
partners and member states.   

A set of standards questions will be prepared and anonymously asked to allow for triangulation. 
Unscripted questions will also be asked to ensure all aspects are properly identified and covered. 
The questions should be prepared cognizant of the workload of staff to be interviewed. They will 
include such issues as:  

1. What role were you asked/told to take? (including location) 
2. What did you do? 
3. What do you think worked well? Why? 
4. What do you think did not work well? Why? 
5. What would you do differently next time? 
6. What should IOM do differently next time?  
7. What would you like to have known that you did not know? 

 

Interviews will ideally be done face-to-face however given the wide geographic scope phone 
interviews will be necessary and where unavoidable questions will be sent electronically.  
Interviewees’ inputs will be fully confidential. Field visits will focus mainly on interviews and on 
some set-up issues. It will not be necessary to visit locations for examining the effectiveness of the 
operations themselves. 

Two individuals designated by DOE will facilitate the operational work of the assessment. An 
internal Steering Committee will be set-up for monitoring the evaluation progress and for finalizing 
the evaluation exercise.   

A draft report should be prepared and first shared with the Steering Committee. The Steering 
Committee will organize a first review with the consultant(s) to examine preliminary lessons and 
verify them for applicability and relevance (significant, valid, and applicable).  This will include 
combining and/or adapting complementary or incomplete lessons; removing certain points from 
the collection and prioritizing lessons. The outcome of that review should help to classify lessons 
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identified with a strategic management plan, to prioritize the lessons and how this knowledge 
should be applied. 

The revised draft report will then be sent to the field and to departments for a limited period of 
comments. The report will consider all feedback and be finalized one week after the deadline for 
receiving comments.  

4. RESOURCES AND TIMING  
 

The process evaluation will be carried out by an external consultant allowing for open and 
“uncensored” responses.  The DoE will provide resources for the consultant (estimated budget USD 
20’000). Two IOM staff members involved in the operations will provide support.   

The following indicative timeframe is proposed as soon as the ToRs are approved and the 
consultant recruited: 

 

Initial briefing of the consultant:        2 days 

Documentation review and interviews at Headquarters:   9 days 

Field interviews, including field visits:     10 days 

Drafting of the report including review meeting    5 days 

Finalisation of the report       3 days 

Formal presentation of the report       1 day 

 

Total          30 days  
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ANNEX 2  DATA COLLECTION TOOL: QUESTIONNAIRE 

 

Introduction 

You have been selected to provide input into an external evaluation of IOM’s response to the Libya 
crisis. Note that this exercise is taking place on the request of IOM in order to gain lessons learned 
from the mass evacuation of TCNs by ground, air and sea transport to several countries. 
 
We have been asked specifically to review IOM’s operational and institutional structures and 
procedures with a focus on the start-up of the operations. Please keep in mind different areas 
where lessons can or should be learned based on your experiences. Examples would include: 
preparedness, operational response, coordination, management, deployment of staff, inter-agency 
collaboration (HEC), registration of TCNs, general or specific procedures or SOPs, internal and 
external communication, admin/ financial support, etc. 
 

Questions 

1. What role did you play? Please include location and dates of involvement – starting and end date. 

2. What did you do? Please include specific Department and arrangements through which you 
worked – TDY, etc.   

3. What part of the operations do you think worked well? Why? 

4. What do you think did not work well? Why? 

5. What would you do differently next time or what are lessons learned for IOM?  

6. What are the priority areas IOM should focus on to do a better job next time a similar crisis 
occurs?  

 

Thank you for your collaboration. Please return the completed form via email to us at 
stakehouseinternational@gmail.com  

 

 

 

 

 

 

mailto:stakehouseinternational@gmail.com
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ANNE X 3  PE OPL E ME T  

Name Title  Office / Unit Location 

IOM 

Mohammed Abdiker Director Department of 
Operations and 
Emergencies 

Geneva 

Eva Bay Movement Operations 
Specialist 

Movement Management 
Division 

Geneva 

Sylvie Breme-Gaillard Senior Administrative 
Assistant 

Department of 
Operations and 
Emergencies 

Geneva 

Christophe Franzetti Evaluation Officer Office of the Inspector 
General 

Geneva 

Monica Goracci Chief Donor Relations Division Geneva 

Michael Gray Chief Resettlement and 
Movement Management 
Division 

Geneva 

Vincent  Houver Chief of Mission  Zimbabwe Geneva 

Sarah Lotfi Donor Relations Officer Donor Relations Division Geneva 

Lea Matheson Senior Policy Advisor Department of 
Operations and 
Emergencies (DOE) 

Geneva 

Maurizio Santicola HEC Department of 
Operations and 
Emergencies 

Geneva 

Brian Quaife HEC Department of 
Operations and 
Emergencies 

Geneva 

Henrique Lima HEC Resettlement and 
Movement Management 
Division 

Geneva 

John Shabatura Head of Security Staff Security Unit Geneva 

Vijaya Souri Program Specialist Department of Migration 
Management  

Geneva 

Donna Smoljenovik HEC Resettlement and 
Movement Management 

Geneva 
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Division 

Patrice Quesada MIS DOE Geneva 

Nenette Motus Senior Migration Health 
Policy Advisor 

Migration Health 
Department 

 Geneva 

Laura Thompson Deputy Director General  ODG Geneva 

IOM  

Peter Schatzer Chief of Staff Director General’s Office Geneva 

Piera F. Solinas Programme Manager IOM Egypt Cairo 

Elisa Crowe RMO IOM Egypt Cairo 

Rana Jaber TDY IOM Egypt Cairo 

Matthieu Luciano Project Coordinator IOM Egypt Cairo 

Martina Salvatore Logistical and operations 
officer 

IOM Egypt Cairo 

Marc Petzoldt Charge d’Affaires IOM Tunisia  Tunis 

Lina Zekri Consultant IOM Tunisia Tunis 

Rim Abdelwahed Admin support IOM Tunisia Tunis 

Nadia Cheikh Admin assistant IOM Tunisia Tunis 

Meriem Khani Senior Admin/finance IOM Tunisia Tunis 

Ennar Mourad Tunis Airport Officer IOM Tunisia Tunis 

Walter Bruzzoni Emergency Coordinator 

Ras Jedr border 

IOM Tunisia Zarzis/Ras Jedr 

Nadir Chaabane RMO IOM Tunisia Zarzis 

Anisa Bernacheche Finance Assistant IOM Tunisia Zarzis 

Ali Hnid HR assistant IOM Tunisia Zarzis 

Mustafa Feras Caseload Identification 
Officer 

IOM Tunisia Ras Jedr 

Selma El Khawad Caseload Identification 
Officer 

IOM Tunisia Ras Jedr 

IOM Member States /Diplomatic  Missions 

Jesus Domingo Counsel General Phillippines Geneva 



External Evaluation of IOM’s Response to the Libya Crisis by STAKEHOUSE International Page  
 

78 

Manuel Imson Labour Attaché Phillippines  Geneva 

Mohamed Elmurtada Minister Counselor  Sudan Geneva 

Bamanga Abbas Malloum Representative  Chad Geneva 
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ANNEX 5 TIMELINE –  IOM’S RESPONSE TO THE LIBYA CRISIS (FEB-MAY 2011) 

 

The following timeline was established for main events related to the Libya crisis. They include: 

 Political events 

 Operational milestones for IOM’s response 

 Numbers of CBMs 

 Main meetings/ appeals and reports 

 Number of migrants repatriated 
 



External Evaluation of IOM’s Response to the Libya Crisis by STAKEHOUSE International Page  
 

84 

 

December 
2010 

January 
2011 

  February 
2011              

 
March 2011                  
March 2011 

  

Early Feb 

IOM starts 
contingency 
planning for 

MENA region 

23 Feb. 

1st report of 
CBMs 

5,000 into 
Tunisia 

15,000 into 
Egypt  

Dec. 17, 2010 

Mohamed Bouazizi, 
26, a fruit vendor 
from Tunisia, sets 
himself on fire and 

ignites public 
protests that will 

spread around the 
Arab world 

7 Mar. 

Launch Inter-
Agency Flash 

Appeal 

IOM asks for 
USD50 mln 

1st week Mar.. 

Full 

deployment 
staff (TDY) 

1 Mar. 

1st Joint briefing 
by IOM, UNHCR, 
OCHA and WHO 

2 Mar. 

1st joint appeal 
IOM + UNHCR 

25 Feb. 

1st IOM 
appeal 

 

 4 Mar. 

Establishment of the 
HEC 

 

28 Mar. 

Joint statement 
IOM /UNHCR 

IOM assumes 
full resp. of 
evacuations 

7-10 Mar. 

Visit senior 
mgt IOM and 

UNHCR to 
Tunisia  

25 Jan. 

Demonstrations 
and unrest start 

in Cairo 

26 Feb. 

UN joint needs 
assessment 

mission Saloum, 
IOM remains to 

help 

14 Mar. 

IOM/UNHCR 
have moved  

29, 723 TCNs 
from the Region 

28 Mar. 

IOM/UNHCR 
have moved  

78, 957 TCNs 
from the Region 

12 Mar. 

270,000 
migrants have 

fled Libya  

1st week Mar. 

large-scale 
evacuations of 
migrants from 

Benghazi by 
ship 

10 Mar. 

Pro-Khadaffi 
forces intensify 
siege of Misrata 

22 Feb. 

Establishment  
of MENA TF 

14 Jan. 

President Zine 
el-Abidine Ben 
Ali loses power 
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April 2011      May 2011  

27 Apr. 

IOM 
presentation at 
IASC meeting 

 

10 May 

IOM Briefing 
to Member 

States 

1 Apr. 

Revision of 
Inter-Agency 

Flash Appeal on 
Libya. IOM asks 
for USD159 mln 

1 Apr. 

Progress 
report shared 
with donors 

 
 

 

2 May 

CBMs  out of Libya 
reached 675,000 

 

18 Apr. 

IOM has 
assisted 

114,841 TCNs 
in returning 

to their home 
countries  

 

 

 

9 Apr. 

IOM has assisted 
100,920 TCNs in 

their return to 
their home 
countries 

18 May 

2nd revision of 
flash appeal – 
US$150 mln 

10 Apr. 

CBMs out of 
Libya reach 

mark of 500,000 

 

Mid Apr. 

Large relief 
operations and 
evacuations of  
migrants and 

wounded from/to 
Misrata/ Benghazi  

24 May 

IOM has assisted 
138,411 TCNs  in their 
return to their home 

countries  

18Apr. 

Libyan gvt. 
promises to open 

humanitarian 
corridor for 

Misrata 


