
 

       

 

 

 

 

 

 

FINAL EVALUATION REPORT 

26/01/2022 

 

Evaluation team: Alejandra Meglioli alejandra.meglioli@iwordsglobal.com 
 

                                        Valentina Rangel Parra valentina.rangel@iwordsglobal.com 
 
 
 
 

https://iwordsconsulting.com/ 

 

“Final Evaluation of the project “Supporting local economic development in The 

Gambia, Guinea Conakry and Guinea Bissau” (SLED) 

The International Organization for Migration (IOM) 
IOM Guinea 

 
 
 

 
 

 

mailto:alejandra.meglioli@iwordsglobal.com
mailto:valentina.rangel@iwordsglobal.com
https://iwordsconsulting.com/


 

2 
 

 

 

 

 

This final evaluation was commissioned by IOM Guinea  

 

 

 

 

With the financial support of the Italian Agency for Development Cooperation (AICS) 

 

 

 

 

 

 

About The International Organization for Migration (IOM) 

The International Organization for Migration (IOM)—established in 1951—is part of the United Nations system 

and the leading intergovernmental organization in the field of migration committed to the principle that humane 

and orderly migration benefits migrants and society. IOM supports migrants across the world, developing effective 

responses to the shifting dynamics of migration and, as such, is a key source of advice on migration policy and 

practice. The organization works in emergency situations, developing the resilience of all people on the move, and 

particularly those in situations of vulnerability, as well as building capacity within governments to manage all 

forms and impacts of mobility.i 

About IWORDS Global 

IWORDS Global, through its IWORDS Consulting team, provides innovative and comprehensive solutions for social 

mission-driven organizations, networks, and collectives. Its services include project and programme design, 

monitoring, evaluation and learning tools, generation of evidence, resource mobilization, and institutional 

strengthening. 
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Abbreviation and acronyms  
 

AEM               Accessible educational materials   

ANADEC Acção Nacional para o Desenvolvimento Comunitario 

CMDL   Master's program on migration cooperation and local development  

CECOJ  Centres Ecoute, de Conseil et Orientation de la jeunesse (Guinea Conakry)  

ECOWAS Economic Community of West African States  

EU  European Union  

IGA  Income generating activities 

IMVF  Instituto Marquês de Valle Flôr  

IOM   International Organization for Migration  

IT   Information technology 

AICS   Italian Agency for Development Cooperation  

GDD  The Gambia Diaspora Directorate  

GDP  Gross Domestic Product 

GDPR  General data protection regulations 

GNI  Gross National Income  

GoG  Government of Guinea  

GoGB  Government of Guinea Bissau 

MEL  Monitoring evaluation and learning  

M&D   Migration and development  

MIDWA Migration Dialogue for West Africa  

MoFA  Ministry of Finance and Foreign Affairs (The Gambia) 

MoTIE               Ministry of Trade, Industry, Regional Integration and Employment (The Gambia) 

MoU               Memorandum of understanding 

NCM                National Coordination Mechanism for Migration  

NCV                National committee of volunteers  

NDP               National Development Plan  

NMP               National Migration Policy 2020-2030 (The Gambia) 
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NGOs                Non- governmental organizations  

OECD/DAC Organisation for Economic Co-operation and Development/ Development Assistance Committee 

RC               Regional coordination  

SDGs               Sustainable Development Goals 

SLED                ‘Supporting Local and Economic Development in The Gambia, Guinea Conakry and Guinea Bissau 

SYTDR               Strategic Youth and Trade Development Roadmap of The Gambia 2018 - 2022  

ToR               Terms of reference 

UGLCS               General Lansana Conté University of Soinfonia 

UN               United Nations   

YDLA              ‘Bridging together Youth, Diaspora and Local Authorities for an integrated approach to promote     

………………………employment and address irregular migration in The Gambia, Guinea Conakry and Guinea Bissau’ 

 

1. Executive summary  
 

In 2021, The International Organization for Migration (IOM) commissioned IWORDS Consulting—a specialized unit 
of IWORDS Global, a social entrepreneurship with over a decade of experience in human rights, development, and 
sustainability—to evaluate the implementation of the ‘Supporting local economic development in The Gambia, 
Guinea Conakry and Guinea Bissau project’ (SLED). The goal of IOM was to learn about the relevance, 
effectiveness, efficiency, sustainability, and contribution to impact of the project.   

This evaluation was conducted in November and December of 2021. 

1.1 Findings 
 

1.1.1 Relevance  
 

• The SLED project contributes to fulfilling different commitments undertaken by the targeted countries in 

instruments such as the Global Compact for Safe, Orderly and Regular Migration and the 2030 Agenda 

(SDGs (10) Reduced inequalities, (8) Decent work and economic growth, and (17) Partnerships for the 

goals). 

• The project is aligned with two of the five key areas addressed by the Migration Dialogue for West Africa 

(MIDWA). The project includes the contribution of migrants to the development of their country of origin 

and contributes to poverty alleviation in emigration areas.  

• The intervention has incorporated some of the recommended lines of action of the Migration Policy 

Framework for Africa and Plan of Action (2018–2023) into its strategy of diaspora engagement. 

• The SLED project is consistent with IOM’s priorities. It is aligned with half of the regional strategic 

priorities to advance migration management pursued by the IOM Regional Strategy for West and Central 

Africa 2020–2024. 
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• The project seems to complement other interventions implemented by the organization in the targeted 

countries. However, the people in charge of implementing the project on the ground had little 

information regarding how the project supported other IOM efforts. 

• The intervention addressed some of the gaps and challenges identified by the YDLA project in each of the 

three countries. Building on the main gaps, the SLED project did the following:  

− In The Gambia, it developed a strategy to enhance the capacity of central government authorities 

to design and implement mechanisms to link migration to local development processes. 

− In Guinea-Bissau, it implemented a strategy to improve the access of young people to 

employment services and job opportunities in partnership with the private sector and NGOs. 

− In in Guinea Conakry, it improved the capacity of professional training centres for youth and 

offered vocational training and support to start income-generating activities.  

• The SLED project capitalized on some lessons learnt from the previous intervention— the YDLA project. 

• The SLED project is consistent with countries and people’s needs. It addresses some of the conditions that 

contribute to the push factors affecting migration flows in The Gambia, Guinea-Bissau, and Guinea 

Conakry (unemployment rate affecting youth, economic pressures, and institutional fragility). 

• The project is aligned with the government's efforts to address irregular migration in The Gambia, such 

as the Strategic Youth and Trade Development Roadmap of The Gambia 2018—2022 (SYTDR), the 

National Migration Policy (NMP) 2020—2030, the National Coordination Mechanism for Migration (NCM), 

and the National Development Plan (NDP) 2018–2021.  

• The project in Guinea-Bissau complements government efforts to improve migration management and 

address irregular migration. 

 

1.1.2 Effectiveness 

 

• The SLED project has fully or partially achieved 70% of the key outcome indicators. 

• Activities under outcome 1 equipped national and local stakeholders with knowledge and tools to 

integrate migration-related topics into ministerial and national development policies and plans. 

Furthermore, they contributed to opening relevant spaces for inter-ministerial discussion and 

coordination. 

• The main drivers of success of the activities contributing to outcome 1 were the initiation of multilateral 

discussions about the linkages between migration and development; the multiplier effect in capacity-

building trainings with government institutions; the training of trainer’s methodology; the interactive and 

context-adapted awareness-raising activities; the use of accessible educational materials; and the 

participation of relevant community actors, among others.   

• The strategy that the project adopted under outcome 2 to discourage irregular migration among young 

people is comprehensive, however, the challenges in implementing the strategy show that it must be 

reviewed. 

• The main drivers of success of the activities contributing to outcome 2 were the potential of youth centres; 

the needs assessments; the multiplier effect in job counselling trainings; the involvement of authorities 

in the identification of young people to participate in vocational and capacity-building trainings; the local 

monitoring structures; and the credibility and commitment of local partners, among others.  

• The involvement of the diaspora from the inception of the project would have allowed the completion of 

all activities under outcome 3. The tight deadline of the call to recruit experts from the diaspora and their 

engagement at the end of the project affected the timely implementation of some activities.   
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• The main drivers of success of the activities contributing to outcome 3 were the participatory approach 

to define the content of the diaspora mentoring programmes; the context-sensitive approach; the 

networking opportunities; the exchange of experiences; the establishment of a Master´s programme in 

Guinea Conakry; and the skills transfer scheme used in The Gambia, among others.  

• The added value of the awareness-raising activities and—to a large extent—their effectiveness was driven 

by the participation of influential community actors, the involvement of returnees and of people of 

different ages, and the participation of recipients of other IOM projects.  

• The project integrated measures to address the issue of women’s and men’s equal representation in 

project activities.  

• Some shortcomings were identified in integrating the gender perspective in the content and organization 

of the activities to overcome some of the barriers that discourage women’s participation such as social 

and gender norms, lack of time and availability, disparity in educational levels, and language barriers 

among others. 

• Although the incorporation of the gender perspective focused mainly on the inclusion of the gender parity 

criterion and on the disaggregation of data by sex, it encouraged conversations among young people 

about the importance of involving women in discussions about migration. 

1.1.3 Efficiency 
 

• The SLED project established clear coordination and communication mechanisms at the regional level. 

Since challenges arose in the implementation due to COVID-19 and the political instability in some of the 

countries, the regional coordination implemented stricter management practices which highly 

contributed to project completion.  

• The evaluation found some challenges regarding in-country coordination. Implementing partners and 

project participants have expressed highly favourable views about the coordination of the IOM offices. 

However, lack of personnel, numerous external implementing partners, staff turnover, poor coordination 

among IOM departments, IOM’s bureaucratic legal and finance requirements, and competing priorities 

affected the project´s execution. 

• The lack of timely disbursement of funds affected the implementation of the activities in the three 

countries. Delays were related to IOM guidelines and procurement policies.  

• The communication and relationship with partners were managed differently by every IOM mission; it 

could have been improved with clear and defined processes. While IOM had prior experience and 

relationship with the implementing NGOs, the relationship with the private sector needed to be created 

and nurtured. However, the relationship with the private sector is the one in which the project invested 

least. 

• The coordination and communication with government officials and technical committees faced 

challenges in relation to their level of participation, ownership of the project, and delivery of activities. 

Some of the challenges have to do with the lack of involvement of partners and stakeholders at the 

inception of the project, poor communication by IOM, and the lack of terms of reference governing the 

relationship with partners.  

• The technical committees embraced the project and provided guidance, standards, and helped to address 

obstacles.  
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• The monitoring, evaluation, and learning processes were strengthened in the three implementing 

countries as a result of different efforts. However, further improvements will require additional 

investments.    

• Project participants received and valued the quality of the trainings. Still, according to the targeted 

population, the trainings could have had greater impact had they been longer and if they combined 

theoretical and practical knowledge. 

• The COVID-19 pandemic affected the speed of project implementation. Unstable internet connection, 

limited staff, and restrictions on mobility posed challenges to the implementation of activities. While 

systems and processes were adapted to speed up implementation, adjustments were not always done on 

time. 

• There were delays in project implementation due to inefficiencies in finances and internal bureaucracy 

combined with the fact that the countries had planned too many activities.   

1.1.4 Sustainability  
 

• The project contributed to the approval of sensitive migration and development policies which are part 

of the countries’ development framework. In The Gambia, this was the first time the country discussed 

migration and development in an integrated way which contributed to the preparation of the Labour 

Migration Strategy, National Migration Policy, and the first Diaspora website, among other achievements. 

Meanwhile, in Guinea-Bissau, a technical committee was established, and a diaspora website developed.  

• Through training, the project contributed to strengthening the knowledge and perspective about 

development and migration of key actors, in particular government officials, journalists, and youth. This 

could contribute to the sustainability of the actions since key stakeholders can start taking active 

participation. 

• The technical committees were essential for the government to assume ownership of the project and to 

standardize actions. However, their role as the lead policymaker requires strengthening and funding.     

• Some of the activities that contributed to fostering the sustainability of results include the capacity 

building on migration and development; the payment for website maintenance for two years after the 

end of the project; equipping government offices; involving the diaspora and returnee migrants in project 

activities; and the partnership with the government and foreign institutes to reach diaspora members, 

among others.  

• The project supported youth centres and technical committees that address migration and development. 

However, there was limited evidence on how these structures will drive the agenda after the project ends.  

• When there were various actors in the same location, the project missed opportunities to enhance the 

complementarity of efforts. 

1.1.5 Contribution to impact  
 

• The evaluation identified changes in the individual, community, and policy levels that may contribute to 

promoting strategies on safe migration and alternatives to irregular migration in the three countries. 

• There are indications that the activities, particularly the awareness-raising campaigns, contributed to 

some young people deciding not to migrate irregularly. 
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• Despite the challenges, through mini grants, community-projects, or income-generating activities, the 

project contributed to improving the employability opportunities of some young people, which may 

increase the possibility that they remain in their countries of origin. 

• The trainings were useful for young people, journalists and media professionals, and government officials 

to acquire information in areas where they had knowledge or skills gaps. 

• The project influenced the lives of the participants and through them their immediate surroundings (e.g., 

family) and the community. 

• In The Gambia and Guinea-Bissau, the project influenced the achievement of some progress in integrating 

migration into national development policy and debates. 

 

1.2 Recommendations  
 

1.2.1 Effectiveness 
 

• Involve government institutions from the inception of the project. 

• Emphasize the opportunities available to young people in the countries of origin. 

• Ensure that the channels through which the calls are launched offer clear and accurate information on 

the requirements to participate and the process to follow to avoid causing frustration among participants. 

• Introduce interactive tools in awareness-raising activities. 

• Establish a clear strategy to advertise the services offered by youth centres. 

• Strengthen the trainings by making them longer and balancing the theoretical and practical component. 

• Take timely measures to overcome barriers that interfere with people's participation in activities, mainly 

in trainings. 

• Adopt a participatory approach for the definition of the thematic area of the vocational training. 

• Award training certificates. 

• Ensure that the inputs for the income-generating activities are delivered to the participants on time and 

in the agreed amount. 

• Adapt the requirements for the selection of participants so that the selection processes are as inclusive 

as possible. 

• Generate mechanisms that allow trainees to stay in contact with diaspora members to discuss progress, 

challenges, and to facilitate the exchange of experiences. 

• Design follow-up mechanisms that allow monitoring the progress that has been achieved as a result of 

the skills transfer programmes in order to give continuity to the learning processes. 

• Integrate the gender perspective in the content and organization of the activities under the project to 

overcome the barriers that hinder women’s participation. 

1.2.2  Efficiency 
 

• Strengthen the entire Monitoring and Evaluation Component. 

• Adjust tools to the context of the particular activities of each of the countries. 
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• From the beginning of the project, IOM country offices need to define how the different teams, including 

finance, operations, administration, and procurement, will be coordinated, and define the expectations, 

procedures, regulations of each department to improve the coordination, and delivery on time. 

• Revise the IOM processes to make them more agile in particular when implementing donor funded 

projects. 

• Identify partners for each component at the beginning of each new project and define and negotiate the 
Terms of Reference to secure their active involvement, understanding of the project expectations, and 
improve accountability.    

• Coordinate actions with the implementing partners from the beginning of the project. 

• Promote horizontal learning and sharing of experiences among the country participants. 

• Organize mid-term workshops such as the lessons learnt workshop organized at the end of the project 

where participants discuss what worked and what did not work and the reasons. 

• Reconsider the curricula of the trainings and the way they are organized securing a longer time investment 
and guaranteeing theoretical and practical opportunities.   

 

1.2.3 Sustainability 
 

• Sustainability requires long term planning to facilitate stakeholder engagement. 

• Integrate sustainability in all the projects. 

• Coordinate with local initiatives implemented in the country to avoid duplication of efforts and create 

mechanisms to ensure sustainability of the irregular migration agenda. 

• Involve key stakeholders in programme development. 

• Boost existing relations with donors, stakeholders, NGOs, and youth targeted by the project. 

• Involve local government and departments. 

2. Background 
 

As the UN Migration Agency, IOM helps governments and the international community to harness the 

development potential of migration for both migrants and societies. IOM fosters the positive impact of migration 

on host communities and communities of origin in terms of development. To this end, the agency carries out 

programmes to facilitate the transfer of skills from members of diasporas to their countries of origin; remittances 

at a lower cost and the investment of diasporas in productive sectors; and it re-enforces institutional capacities to 

support the development of policies that consider migrants as development actors.  

 

Irregular migration flows from The Gambia, Guinea Conakry, and Guinea-Bissau are mostly economically 

motivated. The lack of opportunities for a decent, secure, and fulfilling future in their home countries often drives 

youth to embark on perilous migratory journeys in search of better livelihoods. Efforts should include fostering 

local development, youth employment creation, and engagement of diaspora communities in these three 

countries to create durable economic perspectives for youth and to encourage sustainable development.  

The SLED project at a glance  

The project ‘Supporting Local and Economic Development in The Gambia, Guinea Conakry, and Guinea-Bissau 

(SLED)’ seeks to equip national and local stakeholders with knowledge and understanding of the nexus between 
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migration and development. As such, the project promotes migration sensitive policies; improves youth 

employment services and job opportunities in local communities affected by irregular migration; and facilitates 

diaspora alternatives to irregular migration through skills transfers programmes. 

The tables below include the activities that were implemented in each country under the three outcomes.  

Activities held by Guinea-Bissau and The Gambia under outcome 1, and activities implemented by The 

Gambia, Guinea-Bissau, and Guinea Conakry to advance outcomes 2 and 3. 

Component 1: National and local stakeholders are engaged in promoting context-sensitive migration policies based on 

the link between migration and development. 

  

Implementing sites: Brikama, Gunjur, Kerewan, Farafenni, and 
Basse. 

Implementing sites: Bafatá, Gabu, and Oio regions. 

Activity 1. Capacity building for the Diaspora Directorate under 

(MOFA) through the following: 

• Provision of Information Technology (IT) equipment. 

• Development of a website and diaspora data portal. 

• Engaging Embassies and the diaspora on investment 

opportunities. 

Activity 2. Deliver Migration and Development capacity-building 

training with national and local authorities.  

Activity 3. Conduct awareness-raising activities in five selected 

communities on alternatives to irregular migration.   

Activity 4. Provide support to monthly technical/coordination 

meetings between IOM and the technical committee group. 

Activity 1. Organize training sessions on Migration and 

Development with the government and draft the structure 

of the migration policy/strategy. 

Activity 2. Training for local journalists and media 

professionals (skills transfer from journalists from the 

international diaspora). 

Activity 3. Conduct awareness-raising campaigns about 

irregular migration in four regions. 

Activity 4. Provide support to monthly 

technical/coordination meetings between IOM and the 

technical committee group. 

  

Component 2:  Young people improved access to employment services and job opportunities in local communities 

affected by irregular migration. 

   

Implementing sites:  Brikama, Gunjur, 
Kerewan, Farafenni, and Basse. 

Implementing sites:  Bafatá, Gabu, 
Calaquisse, and Autonomous Sector 
of Bissau. 

Implementing sites: Conakry, Matam, 
and Kankan. 
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Component 3: Diaspora members are engaged in promoting effective actions to create alternatives to prevent irregular 

migration in their countries of origin. 

   

Implementing sites: 
Brikama, Gunjur, Kerewan, 
Farafenni, and Basse. 

Implementing sites: Bafatá, Gabu, 
Calaquisse, and Autonomous Sector of 
Bissau. 

Implementing sites: Conakry, Matam, and 
Kankan. 

Activity 8. Coordinate a 

diaspora mentorship 

programme for 

Government institutions in 

identified priority areas.  

Activity 9. Partnerships with diaspora 

experts/actors from abroad. 

Activity 10. Implementation of 

community-based projects organized by 

local university students in partnership 

with students from diaspora. 

Activity 11. Development of a diaspora 

website. 

Activity 5. Preparation and development of the 

Skills Transfer Partnership Programme (Master). 

Activity 6. Establishment of a local pilot 

committee with youth and local authorities to 

implement and monitor the process of five 

diaspora community-based projects. 

 

3. Evaluation scope  
 

IOM Guinea commissioned IWORDS Consulting, a specialized unit of IWORDS Global—a social entrepreneurship 

with over a decade of experience in human rights, development, and sustainability to undertake the final 

Activity 5. Organize capacity-building 

training for the Ministry of Trade and 

Employment (MOTIE) on job counselling 

and labour market information services. 

Activity 6. Provide microcredit finance 

facilities for youths. 

Activity 7. Build and equip a job centre. 

 

Activity 5. Support the installation 

and equipment of one youth 

orientation centre. 

Activity 6. Deliver vocational training 

sessions for youth in the three target 

regions.  

Activity 7. Micro-business activities 

provided to youth through income- 

generating activities (IGA) in the 

identified regions. 

Activity 8. Partnerships with private 

sector companies and/or academic 

institutions to promote internships 

and job access. 

Activity 1. Creation of a project website. 

Activity 2. Identify and sign the 

agreement to renovate two youth 

centres. 

Activity 3. Provide vocational training to 

selected young people in the intervention 

areas. 

Activity 4. IGA for young people. 
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evaluation of the SLED project. Since its inception, the project has been implemented to promote strategies on 

safe migration and alternatives to irregular migration in communities of origin in The Gambia, Guinea-Bissau, and 

Guinea Conakry.  

3.1 Evaluation objectives  
 

The main purpose of this assignment was to assess the relevance, coherence, effectiveness, efficiency, 

contribution to impact, and sustainability of the SLED project. Also, to identify lessons learnt and provide concrete 

recommendations to generate reflection and learning for future programming.  

 

The objective of the evaluation was threefold:  

1) To assess the project achievements against the overall objectives and its contribution to impact on the 

lives of the young people that participated in the project and government officers.  

2) To identify best practices and lessons learnt from the implementation of the project activities and 

achievements that will be useful for future projects in the same sector.  

3) To develop specific recommendations that might benefit the design of future projects (including useful 

recommendations for IGA and the involvement of local authorities). 

3.2 Evaluation scope 
 

Project Supporting local economic development in The Gambia, Guinea Conakry, and 
Guinea-Bissau (SLED) 

Time frame of the 
intervention 

November 2019—November 2021 
 

Evaluation criteria Relevance, coherence, effectiveness, efficiency, impact, and sustainability. 

Executing Agency International Organization for Migration (IOM) 

Geographical Coverage The Gambia, Guinea-Bissau, and Guinea Conakry.  

Partner(s) Ministry of Interior, Youth Ministry, Ministry of Higher Education, Ministry of 
Labour, Ministry of Employment, Ministry of Finance, Ministry of Trade, Ministry 
of Local Government and Lands, Ministry of Foreign Affairs, Ministry of Culture, 
Universities, youth associations, youth centres, migrant associations, returning 
migrants, and NGOs. 

 

3.3 Evaluation criteria and questions  
 

The evaluation applied the five OECD/DAC criteria to evaluate development assistance: relevance/coherence, 

effectiveness, efficiency, impact, and sustainability. 

 

o Assessment of relevance and coherence: the extent to which the SLED project is consistent with the needs 

of direct and indirect beneficiaries, country needs, regional priorities, and the organization’s institutional 

policies. 

o Assessment of effectiveness: the extent to which the SLED project has achieved its objectives and its 

results, including any differential results across groups. 
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o Assessment of efficiency: how efficiently the resources/inputs (funds, expertise, time, etc.) put into the 

SLED project have been converted to results. 

o Assessment of sustainability: the extent to which the positive impacts of the SLED project will continue 

over time. 

o Assessment of the contribution to impact: the changes and effects—positive or negative, planned and 

unforeseen—of the SLED project on the people who were targeted by the project. 

The team developed and refined specific questions to further define each criterion. For more information on the 

questions and variables consult Annex I: Evaluation Matrix. 

 

 

 

4. Methodology 
 

4.1 Guiding principles and standards  
 

The assignment was guided by the following principles: 

 

• Inclusion and participation: maximizing the involvement of diverse stakeholders, by preparing an 

inclusive sample that considered intersectionality and prioritizing participatory data collection methods.  

• Executing with a purpose: ensuring resolution of the main points of each criterion by answering the 

proposed evaluation questions as well as those determined by the evaluating team and generating 

purposeful conclusions and recommendations, aimed at promoting learning for future IOM interventions.  

• Quality standards: following international quality standards and criteria (OECD/DAC) and the IOM Project 

Handbook and adhering to the UNEG norms and standards for evaluation.  

• Protection of all parties involved: ensuring confidentiality of information, voluntary participation of all 

people and stakeholders involved, and the strict adherence to IWORDS Global Child Protection Policy and 

Sensitive Issues Approach and Methodology and the IOM Data Protection Principles.  

• Do not harm: from this perspective, it considered the safety conditions and the need to deploy care 

methodologies for participants in each action.  

• Gender equality approach and intersectionality: a gender equality approach implies considering the 

differentiated needs of individuals based on their gender identity. We also understand that different 

aspects of an individual’s identity (age, sex, gender, race, origin, socioeconomic status, etc.) are 

interconnected. Therefore, individuals experience themselves and the world through different lenses, and 

similarly different identities affect the way individuals benefit from emergency health, psychosocial 

support, and relief efforts. 

4.2 Approach  
 

Based on the guiding principles, and keeping in mind the need to gather information to assess all criteria and 

respond to the proposed questions, the evaluation team did the following: 
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• Implemented an evaluation process that recognizes the need to connect the past, present, and future. 

• Involved a diverse group of stakeholders by implementing various data collection methods. This consisted 

namely of direct and indirect participants, implementing partners and implementing staff, project staff 

management, and relevant state authorities. 

• Identified the most significant achievements building on anecdotal data and stories of change. 

 

Diagram 1. Data collection plan  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

4.3 Data collection methods  
 

The evaluation data collection methods are explained below:  

 

Desk review: information sources included technical proposal; SLED performance self-assessments; monitoring 

framework and protocol of indicators; monitoring reports; newsletters; interim report to the Ministry of Foreign 

Affairs and International Cooperation of the Italian Republic; IOM strategies and guidance; official information; 

similar initiatives implemented by other organizations; and other reviews and documents containing lessons 

learnt. 

On site data 

collection in-

depth 

process 

 

 

Virtual data 

collection 

 

Information from these implementation sites was collected by conducting a desk 

review process, in-depth interviews with key informants, focus group discussions, 

and observation visits.  

 

9 sites:  

• Gambia: Banjul, Brikama, and Kerewan.  

• Guinea-Bissau: Bissau, Bafatá, and Gabu.  

• Guinea Conakry: Conakry, Kankan, and Matam. 

 

Key selection criteria: 1) number and diversity of stakeholders engaged in the 

project; 2) geographical coverage, including the capital city; 3) favourable mobility 

conditions; and 4) availability of implementing team to participate in the data 

collection. 

 

Information from diaspora experts, trained journalists and media professionals, and 

IOM Regional Office was collected by conducting a desk review process and virtual 

in-depth interviews. 
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Key informant interviews: 51 face-to-face and virtual 

45–60 minute semi-structured interviews with key 

informants, and with staff involved in the planning, 

implementation, and monitoring of the SLED project at 

the different levels. Through the interviews, the team 

gathered information about the project’s technical 

approach; progress towards results; efficiency; 

relevance; impact of COVID-19; sustainability of results; 

and lessons learnt that can be incorporated into future 

programming. By involving the people who were 

targeted by the project, we gathered information on 

how—from their perspective—the activities had a positive, long-lasting and sustainable effect and collected the 

information for the stories of change.  

 

Sample:  

 The Gambia (by IWORDS 
Consulting team) 

Guinea-Bissau (by local 
consultant) 

Guinea Conakry (by 
local consultant)  

Regional level (by 
IWORDS Consulting 
team) 

 
Face-to-
face (field 
visits) 

Four individuals per 
implementing site (Brikama 
and Kerewan):  

• Youth (2) 

• Migrant as messengers’ 
(1) 

• Local authorities (1) 
 
10 Individuals in Banjul:  
 
Four IOM staff in Banjul: 

• Chief of Mission of IOM 
The Gambia (1) 

• IOM The Gambia SLED 
management staff (3) 

 
Two members of the Project’s 
National Technical Committee  
 

Four government 
stakeholders: 

• Director of The Gambian 
Ministry of Finance and 
Foreign Affairs (MoFA) (1) 

• Focal point at the 
Ministry of Trade, 
Industry, Regional 
Integration, and 
Employment (MOTIE) (1) 

• Focal point at the 
Department of Labour in 
the Ministry of Trade, 
Industry, Regional 
Integration, and 
Employment (MOTIE) (1) 

Three individuals in Bafatá:  
 

• Youths (1) 

• Member of the National 
Committee of Volunteers 
(NCV) (1) 

• Local authorities (1) 
 
Seven individuals in Gabu:  
 

• Youth (2) 

• Member of the National 
Committee of Volunteers 
(NCV) (1) 

• Implementing partners 
(ANADEC, Caritas, and 
Adic Nafaya) (2) 

• Private sector companies 
and/or academic 
institutions (e.g., Djudam 
Djudau) (1) 

• Regional Technical 
Committee Coordinator 
(1) 

 
  Six individuals in Bissau:  
 
Two Youths 

 
Two IOM staff in Bissau: 

 

• Head of Mission of IOM 
Guinea-Bissau (1) 

Three individuals in 
Guinea Conakry: 
 
Two IOM staff in Conakry:   

• Regional Project 
Manager (RC) from 
IOM Guinea (1) 

• IOM Guinea Conakry 
SLED project 
assistance (1) 
 

One member of the 
Project’s National 
Technical Committee 

 
 Three individuals in 
Matam:  

• Youth (2) 

• Local Technical 
Committee 
coordinator (1) 
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• Focal point from the 
National Youth Council 
(1) 

 
 
 
 
 
TOTAL: 18  

• IOM Guinea-Bissau SLED 
management staff (1) 

 
Two Government 
stakeholders:  

• General Directorate for 
Communities (1) 

• President of the National 
Youth Institute (1) 

 
TOTAL:16 

 
 
 
 
 
 
 
 
 
 
TOTAL: 6 

Virtual  Diaspora experts/actors (1) 
 
 
 
 
 
 
 
 
TOTAL: 1 

Diaspora experts/actors (1) 
 
Instituto Marquês de Valle 
Flôr (IMVF) (1) 
 
Journalists and media 
professionals (2) 
 
 
TOTAL: 4 

4 Individuals in Kankan:  
 

• Youth (2) 

• Local technical Unit 
(1) 

• General Lansana 
Conté University of 
Soinfonia (UGLCS) (1) 

 
TOTAL: 4 

 
Regional Thematic 
Specialist LHD (1) 
 
SLED MEL consultant (1) 
 
 
 
 
TOTAL: 2 

Total number of key informant interviews: 51 interviews 

 

Focus group discussions: nine face-to-face focus group discussions with over 60 people who participated in the 

project in The Gambia, Guinea Conakry, and Guinea-Bissau. These groups allowed participants to engage in an 

open dialogue and to obtain different views regarding the performance of the project, its accomplishments, 

relevance, effectiveness, perceived impact on the field, and sustainability, among other key matters of concern. 

They also allowed participants to provide feedback on their experience as part of the activities. The discussions 

employed guiding questions prepared in the inception phase and they were held with youth engaged in the 

different activities in Brikama, Kerewan, Bafatá, Gabu, and Matam. 

  

Focus group discussion with young women                              Focus group discussion with young men           
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Sample:   

 The Gambia (by IWORDS 
Consulting team) 

Guinea-Bissau (by local 
consultant) 

Guinea Conakry (by local 
consultant) 

 
Face-to-
face (field 
visits) 

Two focus group discussions per 
implementing site (Brikama and 
Kerewan):  
 

• Youth (7–8 per group) 
 
 
TOTAL: Four focus group discussions 
 

Two focus group discussions per 
implementing site (Gabu and Bissau): 
 

 

• Youth (7–8 per group) 
 
 
TOTAL:  Four focus group discussions 
 

One focus group discussion in Matam:  
 

 
 

• Youth (7–8 per group) 
 
 
TOTAL: One focus group discussion 
 

Total number of focus group discussions: nine focus groups engaging over 60 people 

 

Observation visits: the team visited the youth orientation centres that are under construction or that were 

equipped by the SLED Project in Guinea Conakry (Centres Ecoute, de Conseil et Orientation de la jeunesse (CECOJ) 

de Matam) and Guinea-Bissau. The goal was to assess how the project could contribute to strengthening the 

provision of information to young people and their access to employment-related services through these centres. 

Guinea-Bissau                                                                                                                                   

                Guinea Conakry 

Sample:  

 Guinea-Bissau (by local consultant) Guinea Conakry (by local consultant) 

 
Face-to-
face (field 
visits) 

Visit to the Multifunctional Youth Orientation 
Centre in Bafatá installed and equipped to provide 
trainings and information for young people. 
 
TOTAL: 1 visit 

Visit to the Youth counselling centre (CECOJE) in Matam, 
which was renovated.  
 
 
 
TOTAL: 1 visit 
 

Total number of visits: 2 observation visits 

 

Learning workshop: our evaluation team participated in the closing activity organized by IWORDS Global, as part 

of the existing contract to support the monitoring of the SLED project (i.e., closing webinar to discuss lessons 

learnt and promising practices). Through the virtual workshop, the team collected relevant information regarding 

main achievements, challenges, and lessons learnt from the three intervention sites. 
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4.4 Data quality  
 

4.4.1 Data storage and confidentiality 
 

For this assignment, IWORDS Consulting fully complied with General Data Protection Regulations (GDPR), IWORDS 

Global Child Protection Policy and Sensitive Issues Approach and Methodology, and IOM Data Protection 

Principles. We implemented all relevant measures to reduce concerns related to data confidentiality and storage, 

and to protect the interests of all parties involved.  

 

The following measures were implemented to reduce concerns related to data confidentiality:  

a) Prior to starting any interview/focus group, participants were informed about the objectives and 

expectations of their participation. The team explained that their participation was voluntary and that 

they had the right to stop participating at any time, without needing to justify their decision to the 

consultants.  

b) Prior to starting any interviews/focus groups, the data collectors explained their intent to record the 

session and asked for verbal consent from participants. If participants did not consent, the interviewer 

took notes. 

c) All raw data resulting from the interviews are confidential, and accessible only to the team. We used a 

central drive to manage and store all data, where only selected people have had access to it. Personal 

identifiable data (e.g., voice records) will be kept no longer than necessary and will be deleted within three 

months following the approval of these evaluation report. 

The evaluation team observed the informed consent, no harm, and confidentiality principles throughout the 

process. 

4.4.2 Data analysis and triangulation  
 

The evaluation team implemented the following actions to ensure quality and rigor in the analysis of the data 

collected: 

 

● The team members, including the local consultants, participated in a preparatory meeting (training) to 

share the methodology and implementation of data collection tools, as well as possible challenges that 

could affect the quality of the data collected. 

● To facilitate the analysis of information by all the members of the consulting team, all interviews and focus 

groups were recorded, with previous authorization from participants. When a person did not agree with 

the recording, the consultant took notes, and once the participant left the meeting, the interviewer 

recorded a summary of the main findings. Key informant interviews and focus groups were transcribed 

(key notes) and cross-checked for accuracy.  

● All team members participated in a data analysis meeting (or shared written feedback), to share the main 

outcome of the data collection phase and share the challenges that affected the quality of the available 

data. 

● During the data analysis process for report drafting, the consulting team analysed the consistency of the 

data generated by the same data collection method and by different data collection methods. When data 
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was not consistent, the consulting team made reasonable efforts to clarify via email/phone with those 

involved in the fieldwork (local consultants).   

4.5 Limitations 
 

Turnover of key personnel, with the consequent loss of institutional memory.  

 

Mitigation: this scenario was discussed with IOM in the preparatory phase of the process. To compensate for the 

staff turnover, alternative OIM staff contributed with historical information, tools, and other inputs necessary for 

the evaluation. 

Assembly difficulties for fieldwork due to the COVID-19 health crisis, mobility and transportation issues between 

implementing sites, and other external factors hindering accessibility (e.g., political instability in Guinea).  

Mitigation: considering the evolution of COVID-19 in the different implementing sites and the restrictions to 

accessibility and mobility in certain locations, the IWORDS Consulting team relied on advice provided by IOM 

national local teams with regards to travel dates and locations. In addition, fieldwork in Guinea-Bissau and Guinea 

Conakry was carried out by local consultants with prior training from the evaluation team. 

Limitations in time and availability of local teams due to proximity to project closure. 

Mitigation: the methodology was created in such a way that the key informants were approached individually, 

thus avoiding collective activities that required the availability and coordination of the entire team at a specific 

moment. Still, the evaluation team was able to observe the group dynamics through its participation in the 

learning workshop which all country teams attended.  

Language barriers.    

Mitigation: language barriers were addressed by local consultants who carry out activities in the local language 

(Portuguese and French as required in each specific case). Additionally, the local consultants spoke the local 

language (e.g., creole) and there was no need to hire additional interpreters and translation.   

Limited availability of government stakeholders and partners. 

Mitigation: meetings with government stakeholders were scheduled in person. However, when it was not 

possible, the evaluation team was flexible to carry them out virtually depending on the availability of the actors. 

Limitations in time and availability of government officials in The Gambia due to the election process on December 

4, 2021  

Mitigation: the meetings with stakeholders were planned in person, however, considering the proximity of the 

election, some interviews with stakeholders were conducted virtually.  

Limitations to reach project participants not living in The Gambia, Guinea-Bissau, and Guinea.     

Mitigation: the evaluation team planned to conduct the interviews with diaspora members and the donor 

virtually. Since most of them were not available, the team offered to send the questionnaire to be completed in 

writing. 
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5. Findings  
 

This section provides an analysis of critical findings gathered and triangulated from all data collection methods. 

These findings are presented for each category of analysis (coherence/relevance, effectiveness, efficiency, 

sustainability, and contribution to impact). To support the findings, the evaluation team has included examples 

from efforts in each country throughout the duration of the project. However, the team acknowledges that such 

examples are not comprehensive of all efforts implemented under this intervention.  Similarly, some specific 

components of the findings are exemplified through selected anonymous testimonials, as needed. Nevertheless, 

testimonials only have an illustrative purpose. 

5.1 Relevance 
 

Following the OECD/DAC definition of relevance, the evaluation team assessed the extent to which the project 

design and implementation have been consistent with peoples’ needs and expectations, institutional needs, 

context situation, and donor priorities. Questions outlined in the Evaluation Matrix included:  

• To what extent did the project’s interventions correspond to SDG target 10.7 and the Global Compact 
for Migration? 

• To what extent did the project synergize and interlink with other interventions implemented by IOM 
regarding the project’s thematic area? 

• To what extent was the project coherent with government priorities? 

• To what extent were the project thematic areas considered relevant to address the needs and 
expectations of the communities? 
 

Finding 5.1.1 The SLED project is consistent with key global and regional priorities: the 2030 Agenda, the 

Global Compact for Safe, Orderly, and Regular Migration, and the Migration Dialogue for West Africa 

(MIDWA). 
 

In the international and regional arena, the SLED project contributes to fulfilling different commitments 

undertaken by The Gambia, Guinea Conakry, and Guinea-Bissau (members of the United Nations since 1965, 1958, 

and 1974, respectively) through instruments such as the Global Compact for Safe, Orderly and Regular Migration 

(2018)—the first inter-governmentally negotiated agreement, prepared under the auspices of the United 

Nations—and the 2030 Agenda. 

 

Reaffirming the New York Declaration for Refugees and Migrants, in 2018 UN Member States adopted a political 

declaration and a set of commitments to achieve 23 objectives aimed at strengthening cooperation on 

international migration in all of its dimensions. The Global Compact for Migration acknowledges that a 

comprehensive approach is needed to optimize the overall benefits of migration, while addressing risks and 

challenges for individuals and communities in countries of origin, transit, and destination.ii This evaluation process 

established that the SLED´s overall objective—equipping national and local stakeholders with knowledge and 

understanding of the nexus between migration and development, to promote migration sensitive policies; improve 

youth employment services and job opportunities in local communities; and, facilitate diaspora alternatives to 

irregular migration through skills transfers programmes—aligned with the comprehensive approach driven by the 

Global Compact for Migration. In addition, the SLED project contributes to advancing—at the national and local 
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levels—some of the 23 objectives set in this agreement through national multi-partner cooperation, as evident in 

the table below:                                                                                                                                

Table 1. The Global Compact for Safe, Orderly and Regular Migration: project alignment examples  

The Global Compact for Safe, Orderly 
and Regular Migration (Strategic 
objectives) 

Examples of how SLED supports the Global Compact  

(1) Collect and utilize accurate and 
disaggregated data as a basis for 
evidence-based policies. 

The development of the website and diaspora data portal (The 
Gambia) may contribute to improve the collection and analysis of 
accurate, reliable, and comparable data on migration. 
 
Migration and Development capacity-building trainings with national 
and local authorities (The Gambia and Guinea-Bissau) and the 
mentorship programme for government institutions (The Gambia) 
have the potential to improve evidence-based policymaking and well-
informed public discourse around migration.  

(2) Minimize the adverse drivers and 
structural factors that compel people 
to leave their country of origin. 

The project, under outcome 2, included different activities that 
contribute to creating favourable economic conditions for young 
people to stay in their own country, discouraging irregular migration: 
 

• Microcredit finance facilities in The Gambia (150 youth). 

• Vocational training sessions in Guinea-Bissau (203 youths). 

• Micro-business activities through IGA in Guinea-Bissau (110 
youth) and Guinea Conakry (100 youth). 

• Community-based projects led by local university students in 
Guinea-Bissau (5). 

• Partnerships with private sector companies to promote 
internships in Guinea-Bissau. 

• Vocational training sessions in Guinea Conakry (200 youths: 30 
have set up IGA while 170 received individual work kits). 

• 12 youth-led micro-projects in Guinea Conakry. 

• Equipment of job centres in The Gambia (2), Guinea-Bissau (1), 
and Guinea Conakry (2). 

(17) Eliminate all forms of 
discrimination and promote evidence-
based public discourse to shape 
perceptions of migration. 

Some activities under outcome 1 are conducive to promoting an open 
and evidence-based public discourse on migration, in partnership 
with different stakeholders: 
 

• Awareness-raising activities on alternatives to irregular migration 
in The Gambia (5) and Guinea-Bissau (4). 

• Training for 20 local journalists and media professionals in Guinea-
Bissau. 

(19) Create conditions for migrants and 
diasporas to fully contribute to 
sustainable development in all 
countries. 

The project is aligned with the objective of empowering migrants and 
diasporas to catalyse their development contributions in countries of 
origin, transit, and destination through the following:  
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• Diaspora mentorship programme for government institutions in 
The Gambia. 

• Diaspora data portal in The Gambia. 

• Skills Transfer Partnership Programme (Master) on Migration, 
Cooperation, and Local Development (CMDL) in Guinea Conakry.  

• Accompaniment of youth-led community-based projects by 
diaspora experts in Guinea Conakry.  

• Diaspora projects in Guinea-Bissau.  

• The in-person and virtual international Diaspora Forum Event, 
held on 15 and 16 October 2021 (in Bissau, and with virtual rooms 
in Brazil, Portugal, France, and Spain). 

 

Furthermore, the SLED project directly contributes to the 

2030 Agenda, specifically through SDG 10, reduced 

inequalities. It also contributed partially through SDGs 8 

(decent work and economic growth) and 17 (partnerships 

for the goals). Consequently, the intervention is aligned with 

the following specific targets:iii 

10.7. Facilitate orderly, safe, regular, and responsible migration and mobility of people, including through the 

implementation of planned and well-managed migration policies. 

10.c. By 2030, reduce to less than 3 per cent the transaction costs of migrant remittances and eliminate 

remittance corridors with costs higher than 5 per cent. 

8.8. Protect labour rights and promote safe and secure working environments for all workers, including migrant 

workers, in particular women migrants, and those in precarious employment. 

17.18. By 2020, enhance capacity-building support to developing countries, including for least developed 

countries and small island developing States, to significantly increase the availability of high-quality, timely and 

reliable data disaggregated by income, gender, age, race, ethnicity, migratory status, disability, geographic 

location, and other characteristics relevant in national contexts. 

On the other hand, The Gambia, Guinea-Bissau, and Guinea Conakry are participating States in the Migration 

Dialogue for West Africa (MIDWA) designed to encourage the ECOWAS Member States to discuss common 

migration issues and concerns in a regional context.iv MIDWA addresses five key areas, two of which are aligned 

with the SLED project:  

▪ (2) Contribution of migrants to the development of their country of origin. The SLED project contributes 

to this area through the involvement of members of the diaspora in the implementation of the mentoring 

programme with national and local authorities, supporting youth-led community projects to create 

alternatives to prevent irregular migration, and through the diaspora data portal (outcome 3). 

▪ (3) Poverty alleviation in emigration areas. The SLED project works on this area through all the activities 

aimed at improving the access of young people to employment services and job opportunities in their 

communities (outcome 2).  
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Finally, the SLED project has incorporated some of the recommended lines of action contained in the Migration 

Policy Framework for Africa and Plan of Action (2018–2023) into its strategy of diaspora engagement:v 

✓ Establish diaspora focal points or agencies to manage diaspora affairs and dual citizenship programmes. 

✓ Establish a reliable database on the diaspora, both to determine their size, location, and skills, and 

promote networking and collaboration between experts in the State of origin and those in the diaspora. 

✓ Create appropriate institutional mechanisms within relevant ministries to manage relations with nationals 

abroad and to facilitate the transfer of scientific knowledge and encourage trade and investment. 

Finding 5.1.2 The SLED project is consistent with IOM’s priorities and seems to complement other 

interventions implemented by the organization in the target countries. However, the people in charge of 

implementing the project on the ground had little information regarding how the project supported other 

IOM efforts. 
 

The IOM Regional Strategy for West and Central Africa 2020–2024 aims to bolster positive migration dynamics in 

the region by pursuing the strategic objectives of resilience, mobility, and governance. It pursues six regional 

strategic priorities to advance migration management.vi The SLED project is aligned with three of them: 

 

Table 2. IOM Regional Strategy for West and Central Africa 2020–2024: strategic alignment  

 

 

 

 

 

 

 

 

 

 

 

 

 

Strategic priority 3: Promote safe and regular labour migration and its contributions to 
sustainable development outcomes. 

Strategies the project is aligned with: 

• Engagement with diaspora groups to support trade, inclusive economic growth, and 
sustainable development (outcome 3). 

• Foster youth employment, enhance livelihood opportunities, and support regional 
integration (outcome 2). 

• Partnerships with the private sector and United Nations agencies to address job inclusion 
in emerging sectors, such as the ‘green economy’ (outcome 2 and 3). 

• Partnership with national authorities, the private sector, and diaspora populations with 
the aim of engendering collaboration for better-informed policies […] and enhanced 
service delivery (outcome 3). 

Strategic priority 5: Support improvement in the availability, quality, and utilization of 
migration data within evidence-based policy formulation across relevant sectors. 

Strategies the project is aligned with: 

Strategic priority 1: Pursue robust collective outcomes across the humanitarian– 

development–peace nexus. 

Strategic priority 2: Build community resilience (including through sustainable reintegration), 

and protect and empower migrants, returnees, and displaced persons in areas of origin, 

transit, and destination, and during displacement. 

Strategic priority 4: Improve access to critical health services and support the management 

of communicable diseases. 
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In The Gambia, Guinea Conakry, and Guinea-Bissau, IOM implemented different projects related to addressing 

irregular migration and improving migration management in the last two years. Although some of the projects 

seem to contain strategies that complement the work carried out under the SLED project, the people in charge of 

implementing the project on the ground had little information regarding how the project supported other IOM 

efforts. While the young people who participated in the project acknowledge that IOM has several relevant 

initiatives underway (most of them refer to the support provided to returned migrants), key actors—such as 

implementing partners, including government officials and local authorities—are unaware of the 

complementarity of the actions of the different projects. 

‘What IOM does is when the returnees are back, they won't allow them to go straight back to their family, 

they provide them with psychosocial support and tell them about some of the realities they may find in 

their communities because some returnees are subjected to discrimination. Some of them even receive 

funds to start their own business.’                                                    

The charts below present a list of the main projects implemented by IOM in each country, the synergies identified 

by key stakeholders, and the opportunities for collaboration based on the literature review. 

In The Gambia  

Table 3. IOM projects executed during the implementation of the SLED project in The Gambia: collaboration and 

synergies  

Recently implemented 
IOM projects 

Objective Collaboration/synergies 
identified by key 
stakeholders 

Collaboration opportunities  

Safety, Support and 
Solutions in the Central 
Mediterranean Route 
(February 2018–March 
2021) 

Its goal was to provide 
humanitarian and protection 
support to migrants at key 
junctures along the Central 
Mediterranean Route. 

Over 300 young people 
received 10 weeks of 
entrepreneurship 
training, coaching, and 
mentorship. Some of 
them participated as 
training facilitators in 
SLED’s awareness-
raising activities 
(interlink with outcome 
1)  

 

Strengthening 
Communication on 

It aims to enhance the 
understanding and capacity 
among the government, media, 

 It is strengthening media 
coverage of migration issues 
by building the knowledge 

• Capacity-building to national statistics offices, governments, and regional entities to 
collect, consolidate, analyse, and utilize migration data for their own decision-making 
(outcome 1). 

Strategic priority 6: Promote a better understanding of legal frameworks and the formulation 
of coherent regional, national, and local migration policies aligned with development 
strategies, with a particular focus on the protection of migrants in situations of vulnerability. 

Strategies the project is aligned with: 

• Support governments in developing and mainstreaming protection and human rights-
based migration policies (outcome 1).  
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Migration in The Gambia 
(August 2020–July 2022) 

and civil society to communicate 
strategically about migration in 
The Gambia. 

and skills of journalists 
(apparent link to outcome 2). 
It is building the capacities of 
civil society organizations to 
carry out migration-related 
advocacy work (apparent link 
to outcome 2). 

EU IOM Joint Initiative for 
Protection and 
Reintegration: The 
Gambia—funded by 
European Union (June 
2017–June 2020) 

Its goal was to guarantee that 
migrant rights are respected, 
that returning migrants can 
contribute positively to their 
communities, and that the 
migration process is safer and 
better managed. 

 It worked on increasing the 
capacities of government 
and local stakeholders on 
migration governance,  
supported evidence-based 
policy development 
(apparent link to outcome 1), 
and it organized awareness-
raising activities on the risks 
of and the alternatives to 
irregular migration (apparent 
link to outcome 2). 

Supporting National 
Efforts to Combat 
Trafficking in Persons in 
The Gambia (April 2019–
March 2022) 

It aims to support the efforts of 
the Government of The Gambia 
in combatting trafficking in 
persons. 

 It is carrying out prevention 
activities to increase 
awareness of trafficking in 
persons (TiP) at the national 
and community level 
(apparent link to outcome 2). 

Enhancing Operational 
Capacities of Gambian 
Authorities to Manage 
Borders – Funded by the 
Government of Japan; 
(March 2021–March 
2022) 

It aims to enhance the 
operational capacity of the 
Government of The Gambia to 
manage borders. 

  

Standing for Youths 
Initiative–Migrants as 
Messengers (2019–2022) 

It aims to provide professional 
coaching and a monitoring grant 
to young people to overcome 
some of the challenges they face 
in starting and scaling up their 
businesses.  

Migrants as Messengers 
who underwent training 
on communication 
participated in SLED’s 
awareness-raising 
activities on irregular 
migration (interlink with 
outcome 1). 

 

 

In Guinea-Bissau 

Table 4. IOM projects executed during the implementation of the SLED project in Guinea-Bissau: collaboration and 

synergies  

Recently implemented 
IOM projects 

Objective Collaboration/synergies 
identified by key 
informants 

Collaboration opportunities  

Joint initiative EU-IOM for 
the protection and 
reintegration of migrants: 

Its goal was to contribute to the 
strengthening of migration 

 Migration governance 
(apparent link to outcome 1). 
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Guinea-Bissau (2017–
2021) 

governance and the sustainable 
reintegration of migrants. 

Over 800 returned migrants 
with reintegration projects 
(apparent link to outcome 2). 

Understanding the Nexus 
between Migration and 
Access to Natural 
Resources in Guinea-
Bissau, with a Specific 
Focus on Gender (July 
2020–June 2021) 

Its goal was to contribute to the 
development of practices and 
policies promoting livelihood 
sustainability in Guinea-Bissau. 

 Training for the National 
Institute of Statistics and 
relevant local authorities on 
data collection related to 
migration, natural resources, 
and gender nexus (apparent 
link to outcome 1). 
 
Capacity-building materials 
for local authorities, NGOs, 
and communities on how to 
develop and implement 
sustainable, inclusive, and 
gender-sensitive livelihood 
solutions (apparent link to 
outcome 2). 

 

In Guinea Conakry 

Table 5. IOM projects executed during the implementation of the SLED project in Guinea Conakry: collaboration 

and synergies  

Recently implemented 
IOM projects 

Objective Collaboration/synergies 
identified by key 
informants 

Collaboration opportunities  

Bridging together Youth, 
Diaspora and Local 
Authorities for an 
integrated approach to 
promote employment 
and address irregular 
migration in The Gambia, 
Guinea Conakry, and 
Guinea-Bissau (YDLA) 
(2018–2020) 

Its goal was to create 
alternatives to irregular 
migration by generating 
employment opportunities for 
young people. 

 Employment opportunities 
for young people (apparent 
link to outcome 2). 

Joint initiative EU-IOM for 
the protection and 
reintegration of migrants: 
Guinea (2017–2021) 

Its goal was to contribute to the 
strengthening of migration 
governance and the sustainable 
reintegration of migrants. 

 Migration governance 
(apparent link to outcome 1). 
 
Over 11,000 returned 
migrants with reintegration 
projects (apparent link to 
outcome 2). 

Youth Employment 
Initiative of Suisse 
Cooperation 

Professional trainings and IGA 
for 200 youth in Conakry and 
greater Conakry. 

 Best practices shared for 
trainings and IP. 
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Finding 5.1.3 The SLED project has given continuity and adopted the recommendations of previous IOM 

projects. 
 

As highlighted by IOM missions on the ground, the SLED project addressed some of the gaps and challenges 

identified in the three target countries, through the ‘Bridging together Youth, Diaspora and Local Authorities for 

an integrated approach to promote employment and address irregular migration in The Gambia, Guinea Conakry 

and Guinea Bissau’ (YDLA) project.  

 

Based on the experience of implementing the YDLA project, in The Gambia the main gaps and challenges that 

persisted were: 1) the lack of adequate integration of migration and development policies; 2) the weak capacity 

and coordination mechanisms to improve policy coherence between the different areas, including employment 

and diaspora engagement; and 3) the weaknesses in the capacity of local authorities to develop and implement 

effective policies on migration and development. Based on this, the SLED project in The Gambia implemented a 

strategy which, from different angles, sought to enhance the capacity of senior and junior planners in central 

government authorities to design and implement mechanisms to link migration to local development processes 

and institutionalize their practices. The main activities that make up the strategy were the capacity building 

training on Migration and Development, delivered in collaboration with the Ministry of Finance and Economic 

Affairs (MoFEA); the creation of the project's technical committee integrated by representatives of different 

governmental agencies; and the diaspora mentorship programme for the Ministry of Health, Ministry of Youth 

and Sports, and the Ministry of Foreign Affairs. As a result of the strategy, the project obtained relevant advances 

related to previously identified gaps and challenges: 

• Expansion of the diaspora directorate within the Ministry of Foreign Affairs through the donation of 

equipment. 

• Planners at national and local levels developed a plan of action that addresses migration planning gaps in 

identified ministerial strategies and policies. The plan of action was developed to inform the National 

Development Plan 2022. 

• Important steps were taken towards updating the labour market information system to a labour market 

and migration information system. 

• The trainings contributed to the dissemination of the National Migration Policy for The Gambia, which 

was launched in December 2020, and the Labour Migration Strategy, financed by the YDLA project. 

Likewise, based on the experience of previous projects, the gaps and challenges that persisted in Guinea-Bissau: 

1) the lack of skills and professional competences of the Bissau-Guinea workforce, leading to the use of a foreign 

workforce, 2) the lack of short-term vocational training opportunities; and 3) the reliance on NGO-led initiatives 

to fill the gap in vocational training. Based on this, the SLED project in Guinea-Bissau implemented a strategy––

which included the private sector (Djudam Djudau) and NGOs like Anadec and Adic Nafaya––to improve young 

people’s access to employment services and job opportunities. The coordinated work between the different 

actors produced relevant results that addressed the gaps identified: 

• Installation and equipment of one youth orientation centre in Bafatá. 

• Vocational training provided to 203 youth in the autonomous sector of Bissau and the region of Gabu. 

• Micro-business activities provided to 110 young people through IGA. 

• Training/internship/job access opportunities provided to 40 young people.  



 

31 
 

Finally, in Guinea Conakry, based on the experience of previous projects, identified persisting challenges and gaps: 

1) the difficulties that the Government of Guinea (GoG) has to implement policies that stimulate young people’s 

access to employment, and 2) the lack of communication and employment coordination of local authorities with 

the private sector. The SLED project included activities aligned with both needs. On the one hand, to support the 

capacity of professional training centres for youth and thus stimulate job access, it renovated a youth counselling 

centre in Matam and furnished a professional training centre in Kankan city. On the other hand, in partnership 

with training centres from the public and private sector, vocational training was provided to 200 youth while 100 

young people were selected to benefit from IGA. Finally, in accordance with the needs described, a Master's 

programme on Migration Cooperation and Local Development (CMDL) was developed in collaboration with 

European universities under the modality of a Skills Transfer Partnership Programme. 

Beyond addressing some of the gaps and challenges identified by previous interventions in the three target 

countries, the SLED project capitalized on some lessons learnt from the YDLA project. Some examples of these 

include: 

Diagram 2. Capitalization of lessons learnt: the YDLA project 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Some recommendations of the final evaluation:  

1. Prepare a dissemination plan to inform YDLA 

results to other IOM offices, partners, and 

third parties. 

2. Promote the involvement of the private sector 

and foster public‐private partnerships. 

3. Establish partnerships with diaspora 

organizations. 

4. Use participatory approaches when defining 

the training content. 

5. Keep track of beneficiaries in a consistent 

database and create a protocol of indicators. 

6. Set a rigorous monitoring and evaluation 

process.  

7. Create a network of support to foster 

sustainability (e.g., National database to 

enhance employment). 

 

 

 

 

Capitalization of lessons learnt:  

1. IOM prepared newsletters to periodically share the SLED 

project achievements with partners and third actors. 

2. In Guinea-Bissau, the project established a partnership with 

Djudam Djudau (a private sector company) to provide 40 

young people with training in solar panel installation and 

maintenance and with Reliance Financial Services to deliver 

mini grants. In Guinea Conakry, a partnership was 

established between l'Université Général Lansana Conté de 

Sonfonia (UGLCS) and European universities to develop the 

Master’s programme on Migration Cooperation and Local 

Development.  

3. In The Gambia, four partnerships were signed with diaspora 

members/organizations. In Guinea-Bissau, a partnership was 

established with the Instituto Marquês de Valle Flôr (IMVF) 

and with ANARBA and FAIASCA for the implementation of 

community-based projects.  

4. In The Gambia, the experts from the diaspora structured the 

mentorship programmes for government institutions based 

on the results of an assessment of needs and interests. 

5. IOM missions created and regularly updated a database to 

keep track of beneficiaries, as well as a protocol of indicators.  

6. An external consulting firm (IWORDS Global) was hired to 

lead the monitoring of the SLED project.  

7. In The Gambia, a website and diaspora data portal were 

created to reinforce the capacities of the Diaspora division of 

the Ministry of Foreign Affairs and engage embassies and the 

diaspora on investment opportunities. In Guinea-Bissau, a 

diaspora website was also created. 

YDLA project (March 2018 to March 2020): 24 

months of implementation 

 

SLED Project (Nov 2019–Nov 2021): 24 months 

of implementation 
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Finding 5.1.4. The SLED project is consistent with countries and people’s needs, and complements 

government priorities and efforts to address irregular migration  
 

According to the Migration in The Gambia Country Profile (2017),vii the main factors affecting migration flows are 

demography, economic prospects, climate change, and conflict. Of those factors, demography, economic 

prospects, and climate change have a constant impact on migration flows. Activities under outcomes 1, 2, and 3 

of the SLED project are consistent in addressing some of the conditions that contribute to the push factors 

highlighted in turquoise: 

Diagram 3. Factors affecting migration flows in The Gambia 

 

 

 

 

 

 

 

 

 

The SLED project was consistent with addressing the factors that affect migration flows in the country. It was also 

aligned with the government's priorities and efforts that address irregular migration and link migration with 

development efforts in the following way: 

• Strategic Youth and Trade Development Roadmap of The Gambia 2018–2022 (SYTDR):viii aims to tackle 

the root causes of irregular migration through increased job opportunities and income prospects for 

youth. The SLED project contributes to the achievement of strategic objectives 1 and 2. The first one is to 

reinforce youth skills through vocational training while the second one has to do with fostering youth 

entrepreneurship and access to pro-youth financial services.  

• National Migration Policy (NMP) 2020–2030: the government commits itself to maximize the 

development potential of migration and ensure full respect of all migrants. 

• National Development Plan (NDP) (2018–2021): this includes as a critical enabler of development, 

enhancing the role of the Gambian diaspora in national development.  

• The National Coordination Mechanism for Migration (NCM): this was launched in November 2019, and it 

is a central platform to discuss migration issues while ensuring interministerial coordination.  

• The Gambia Diaspora Directorate (GDD): this has been operational as of March 2021, and it is responsible 

for enacting emigration policy, engaging with the diaspora, and leading the Migration and Development 

Technical Working Group. 

Heightened demographic pressures 

(over 60% of the population is 

below the age of 25). 

The 

Gambia  

Economic pressures due to high 

poverty rates (48.4% of the population 

living below the poverty line). 

Unemployment rate (rates of over 

40% affecting youth). 

Structural macroeconomic vulnerability 

(pillars of the economy). 

Below the average score of Sub-

Saharan countries for both the GNI 

per capita and for mean years of 

schooling. 

Remittances represent almost 20% of  

the GDP. 

Environmental pressure due to fast-

growing population and an agricultural 

system relying heavily on weather 

conditions.  
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Based on the community mapping and socio-economic profiling assessment of areas of return in Guinea-Bissau in 

2018ix and on the Guinea-Bissau Structural Migration Profile,x there are demographic, economic, and social factors 

that affect the migration flows in the country. The activities under the SLED project address some of the conditions 

that contribute to the push factors highlighted in turquoise: 

Diagram 4. Factors affecting migration flows in Guinea-Bissau  

 

 

 

 

 

 

 

 

 

 

 

Moreover, the SLED project complements government efforts to improve migration management and address 

irregular migration in the following ways:  

• Two diaspora mappings were conducted in Italy and Portugal in 2019 to inform policymaking and adapt 

the actions of the Government of Guinea-Bissau (GoGB) to the needs and aspirations of these migrant 

communities abroad. 

• In 2020, the Directorate General of Communities (DGC) set up an Office for Migration Advise to inform 

potential migrants about the regular channels of migration, the conditions in the countries of destination, 

and the risks of irregular migration. 

• In 2020, the Government organized diplomatic missions to issue passports to nationals who were in an 

irregular situation in Italy, French Guiana, and Russia. 

• The GoGB conducted a mapping of immigrant associations in Guinea-Bissau, as well as the analysis of data 

on stocks of ECOWAS citizens residing in Guinea-Bissau and areas of activity. 

• Six decentralized training sessions on data collection and management on trafficking of persons were 

organized to enhance the institutional capacity of officials from the Ministry of Justice, the Ministry of 

Internal Affairs, and civil society organizations. 

According to the Guinea Migration Profilexi and the Study on Migration Routes in West Africa and Centra Africa 

conducted by MGSoG,xii in Guinea Conakry––just as in The Gambia and Guinea-Bissau––there are demographic 

and economic factors affecting migration flows in the country. Unlike the other countries, in Guinea Conakry 

political instability has an important impact on the behaviour of migratory flows. The strategies and activities 

Heightened demographic pressures 

(over 43% of the population is 

below the age of 15). 

Economic pressures due to high 

poverty rates (67% of the population 

living below the poverty line). 

Guinea 

Bissau  

Unemployment rate (rates of over 

10.9% affecting youth). 

Environmental threats dramatically 

impact the rural economy. 

Remittances represent almost 7.7% of 

the GDP. 

Country of destination and of transit of 

many migrants from West and Central 

Africa. 

Isolation of rural communities from 

the rest of the country due to 

inadequate infrastructure. 

Trauma associated with a negative 

return experience seems to be 

increasingly widespread. 

Institutional fragility and weaknesses 

in the collection and analysis of data on 

migration. 
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under the SLED project are coherent with some of the conditions that contribute to the push factors highlighted 

in turquoise: 

Diagram 5. Factors affecting migration flows in Guinea Conakry  

 

 

 

 

 

 

 

 

 

 

Finally, the SLED project is inserted in a context that lacks a comprehensive migration and development policy and 

national policies dealing with emigrants, IDPs, or refugees and their rights.xiii  

 

5.2 Effectiveness  
 

Guided by the OECD/DAC definition of effectiveness, the team assessed the extent to which the SLED project 

contributed to the achievement of the project results. Questions outlined in the Evaluation Matrix included:  

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

• What is the quality of the results/services/products provided?  

• Were the target people reached as expected?  

• Are participants satisfied with the services provided?  

• What are the major factors influencing the achievement of the project’s expected outcomes?  

• To what extent has the incorporation of the gender equality approach and environmental sustainability 

improved the results of the project? 

Finding 5.2.1 The SLED project fully or partially achieved more than 70% of the key outcome indicators. 
 

The following table offers an overview of achievements at the outcome level using the traffic light system.  

 

 

 

 

Heightened demographic pressures 

(43% of the population is below the 

age of 15). 

Economic pressures due to high 

poverty rates (35.3% of the population 

living below the poverty line). 

Guinea 

Conakry   

Youth unemployment rate (2019): 5% Political unrest in neighbouring 

countries results in the great variety of 

migrants in Guinea 

Loss of economic security due to 

reduced agricultural production as a 

consequence of droughts. 

Data on emigration of Guinean 

nationals is outdated and incomplete. 

Emigration pattern towards cities 

implies the existence of labour 

immigration to work in trade. 

Increased political instability. 
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Table 6. Achievements by outcome indicator (traffic light system1) 

 

Key outcome indicators Target The 
Gambia 

Guinea-
Bissau 

Guinea 
Conakry 

Achievement 

Outcome 1: National and local stakeholders are engaged in promoting context-sensitive migration 
policies based on the link between migration and development. 

Number of capacity 
building in migration and 
development 

7 2 1 - 3 

Number of trainees 140 70 23 - 93 

Number of awareness-
raising campaigns activities 
(national authorities, 
community and religious 
leaders, and families in 
particular women)  

9 
 

5 4 
campaigns 
plus 61 
activities 

- 9 plus 61 activities in 
Guinea-Bissau 

National Forum on Diaspora 1 - 1 - 1 

Outcome 2: Young people improved access to employment services and job opportunities in local 
communities affected by irregular migration. 

Number of youth centres 
installed/supported 

4 1 1 1 3 

Number of vocational and 
technical training facilities 
enhanced 

2 0 0 1 1 

Number of training sessions 18 0 6 9 15 

Number of partnerships 
with the private sector 

4 0 1 3 4 

Number of labour market 
system and job counselling 

1 1 - - 1 

Employment forum 1 0 - - - 

Number of youth who 
received vocational training  

600 150 203 200 553 

Number of youth targeted 
by IGA 
 

300 150 110 200 (30 
IGA + 
170 
Toolkits) 

290 plus 170 toolkits 

Outcome 3: Diaspora members are engaged in promoting effective actions to create alternatives to 
prevent irregular migration in their countries of origin. 

Number of partnerships 
with diaspora actors 
(mentorships, development 
projects including youth) 

10 1 2 - 3 

Number of community-
based projects developed/ 
supported in their 
community of origin 

10 - 2 5 7 

 
1 Fulfillment of:  

• Red: 50% or less than 50% of the target. 

• Yellow: more than 50% of the target up to 80%. 

• Green: more than 80% of the target. 
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Number of skills transfer 
programmes 

3 4 - 1 5 

 

 

Outcome 1: National and local stakeholders are engaged in promoting context-sensitive migration policies based 

on the link between migration and development. According to the data collected through qualitative 

methodologies (in-depth interviews and focus groups), the desk review, and subsequent triangulation, the SLED 

project was effective in contributing to the integration of migration in development planning and the sensitization 

of national and local stakeholders to face the challenge of irregular migration.  

Finding 5.2.1.1 Activities under outcome 1 equipped national and local stakeholders with knowledge 

and tools to integrate migration-related topics into ministerial and national development policies 

and plans. They also contributed to opening relevant spaces for inter-ministerial discussion and 

coordination. 
 

During the project, a Diaspora Engagement Strategy Document in National Development was created in Guinea-

Bissau through thematic group meetings in collaboration with the General Directorate for Communities. 

Meanwhile, in The Gambia, the Ministry of Trade, Industry, Regional Integration, and Employment (MoTIE) 

developed the Labour Migration Strategy and updated the labour market information system to a labour market 

and migration information system. The objective of the latter was to create a central hub for information on labour 

and migration-related issues. On the other hand, the training on migration and development complemented the 

dissemination of the National Migration Policy for The Gambia––which was launched in December 2020––and of 

the Labour Migration Strategy, financed by the YDLA project. In addition, after the training, in The Gambia, 

discussions were held on how to incorporate migration-related issues into the draft National Development Plan 

(2022). 

 

Finally, a Diaspora Forum Website (www.forumdadiasporagb.com) was launched in Guinea-Bissau, and the 

Diaspora Data Portal was developed in The Gambia. 

 

The table below includes a list of drivers of success and obstacles for implementation of some of the main activities 

under outcome 1, building on information gathered through the desk review, key informant interviews in The 

Gambia and Guinea-Bissau, and the workshop on lessons learnt.  

  

Table 7. Main activities under outcome 1: drivers of success and obstacles 

Main activities Drivers of success Obstacles/barriers 

Capacity-building 
trainings in 
migration and 
development  

Initiation of multilateral discussions regarding the linkages 
between migration-related issues and development: 

• Discussions about migration coordination mechanisms. 

• Discussions on linking labour migration to the diaspora 
engagement strategy. 

• Discussions on the contribution of the diaspora to national 
development. 
 

Trainings included plenary activities that encouraged active 
participation and mutual learning. 
 

Socio-political instability 
hampered the implementation 
of the activities. 
 
Staff turnover negatively 
affected the participation of 
government officials in the 
sessions. 
 

http://www.forumdadiasporagb.com/
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Multiplier effect: government officials who attended the 
capacity-building sessions were trained to do a step-down 
training to involve their colleagues. 
 
The Ministry of Foreign Affairs was identified as an entry point 
and assumed the role of lead agency. 
 
In Guinea-Bissau, journalist and media professionals were 
trained on the nexus between migration and development as a 
strategy to influence public opinion towards a human rights 
approach to migration.  
 
Exchange of experiences: the national project officer in Guinea-
Bissau participated in the migration and development training in 
The Gambia which led to fruitful exchanges with colleagues. 
 

Limited participation of 
government institutions in the 
inception of the project. 
 
 

Awareness-raising 
activities with 
national authorities, 
community/religious 
leaders, and families 

Multiplier effect: a training of trainer’s workshop equipped 
youth (people who were targeted by another IOM project) with 
knowledge and skills to embark on community sensitization 
campaigns. 
 
Interactive and context adapted activities: local discussion 
groups/seminars, caravans, and cultural entertainment by 
traditional praise-singers (griots) contributed to the provision of 
context-sensitive information. 
 
Focus group discussions allowed for the collection of in-depth 
information from young people while door-to-door campaigns 
involved those who were unwilling or unable to participate in 
collective activities. 
 
The involvement of returned migrants (with their testimonies) 
contributed to breaking imaginaries of migration among young 
people. Including the experiences of both women and men made 
the different audiences relate to life stories. 
  
Participation of relevant actors: youth, families, and community 
leaders were invited to participate in the awareness-raising 
activities. 
 
Accessible educational materials (AEM): the use of didactic and 
digital education tools such as videos contributed to overcoming 
language barriers.  
 
Context-sensitive approach: involvement of people from the 
community to organize, mobilize participants, and facilitate 
activities (e.g., Partnership with the National Committee of 
Volunteers (CNV) in Guinea-Bissau). 

The activities focused on 
offering information on the 
risks and implications of 
irregular migration, leaving 
aside information on the 
opportunities available in the 
countries of origin. 
 
Young people received 
inaccurate information 
regarding the possibility of 
accessing and the procedures 
for applying for grants. 
 
Language barriers. 
 
Restrictions on mobility and 
social gatherings due to 
COVID-19 negatively affected 
the implementation of 
activities. 
 
 

 

Outcome 2: Young people improved access to employment services and job opportunities in local communities 

affected by irregular migration. Qualitative data showed that the SLED project was effective in contributing to 
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strengthen organizations that provide job counselling and employment services as well as in improving the access 

of young people to job opportunities, training, and information on alternatives to irregular migration. 

Finding 5.2.1.2 The strategy that the project adopted to discourage irregular migration among 

young people is comprehensive as it includes the provision of information, capacity building, and it 

supports mentorships to develop income-generating projects. However, the challenges in 

implementing the strategy show that it must be reviewed. 
 

Information provided through awareness-raising activities and job centres allow people to understand the risks 

and implications of irregular migration and to learn about some of the alternatives and opportunities available in 

their country of origin. As a complement, vocational training contributes to the acquisition of knowledge and the 

development of skills, addressing some of the skills gaps that young people have. And finally, the support offered 

to start or strengthen income-generating projects builds real alternatives and opportunities that can discourage 

migration motivated by economic opportunities. 

 

The table below includes a compilation of drivers of success and obstacles for implementation of some of the 

main activities under outcome 2, building on information gathered through the discussions with key informants 

both implementers and youth participants in The Gambia, Guinea Conakry, and Guinea-Bissau.     

 

Table 8. Main activities under outcome 2: drivers of success and obstacles 

Main activities Drivers of success Obstacles/barriers 

Construction or 
provision of 
support to 
youth centres 

Youth centres have the potential to offer different and 
complementary services including: 

• Career counselling, vocational training, 
employment-related services for job placement, 
psychosocial rehabilitation for returnees, and 
information on safe migration alternatives. 

• Community outreaches to engage youth 
organizations and youth leaders as agents of 
change in their communities. 
 

In all cases, a needs assessment was carried out. 
 
In Conakry, the Centre is located near the largest train 
station of the city which favours the attendance of 
young people. 
 

Lack of an effective communication strategy 
that encourages young people to access the 
services. 
 
Low coverage-capacity due to transportation 
barriers between regions in The Gambia. 
 
At the centre in Conakry, most of the staff 
are volunteers, so most of them do not 
attend regularly.  
 
Delays in the renovations due to COVID-19.  
 
Political factors: Guinean protests (the Front 
National Pour La Défense De La Constitution 
(FNDC)). 

Job counselling 
trainings  

Multiplier effect: capacity building was provided for the 
Department of Labour under MoTIE and extended to its 
partners working in job counselling and labour market 
information services. 
 
The content of the training encouraged participants to 
extend their work beyond conventional services 
(supporting their clients in job counselling and 
organizing job fairs) to support and enhance 
collaborations with schools, universities, and other 
community structures. 
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The training included strategies to advertise and 
increase the demand for employment-related services. 

Vocational and 
capacity-
building 
trainings for 
youth 

In Guinea Conakry the training package included a 
training certificate which, eventually, may increase the 
chances of accessing job opportunities. 
 
Participation of local authorities in the identification of 
participants, taking advantage of their knowledge and 
influence in the community. 
 
 
Local monitoring structures: technical units (UT) 
supervised the young people who attended the 
trainings with the purpose of reducing drop out. 
 
The credibility, commitment, and experience of the 
organizations in charge of carrying out the trainings. 
 
The pre-established links that implementing partners 
have with young people and with other influential 
people in the community. 
 

In the participants' perception, the courses 
were short, and the theoretical approach 
was emphasized to the detriment of the 
opportunity to practice. While the practice 
was part of the curricula in some instances, 
participants wanted to have more and better 
opportunities to practice their newly 
acquired skills (e.g., in two of the three 
countries, the internships were not carried 
out). 

 
 
Delays in the payment of the transportation 
allowance and lack of refreshments set 
important barriers in attendance in some 
courses and countries. 
 
Staff turnover and communication issues in 
some ministries delayed the implementation 
of the trainings. 
 
Vocational training areas were defined by 
IOM in collaboration with government 
representatives according to the market 
gaps, to create jobs according to the market 
needs. However, participants were invited to 
participate but they were not consulted in 
the topic of the course.  
 
Delays in awarding training certificates by 
the implementing partners.  
 
Environmental conditions (e.g., rainy 
weather). 
 
The restrictions imposed due to the COVID-
19 outbreak delayed the implementation of 
the trainings. 

Income 
Generating 
Activities (IGA) 
for youth 

Partnership with the private sector: the partnership 
opened the possibility to 40 young people in Guinea-
Bissau to participate in training and a professional 
internship in the installation and maintenance of solar 
panels. 
 
The young people who were targeted by the project 
received training on basic entrepreneurship and 
financial management. 
 

The duration of the professional internships 
(1 month) with the private company was too 
short for the participants to gain sufficient 
experience. 
 
Unexpected cancellation of some 
internships. 
 
Delays in the provision of inputs or 
incomplete or insufficient provision of inputs 
to start IGA. 
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Participatory approach: focus group discussions were 
organized in Guinea Conakry to assess youth needs in 
terms of professional trainings and access to IGA. 
 
Working toolkits were distributed to groups of 
participants to support them in setting-up collective 
IGA (in the sectors of farming, agriculture, culinary, 
soap making, fashion, general merchandise, etc). 
 
Tools and kits were provided to youth to launch their 
own micro-business activities considering the most 
profitable business sectors in the intervention areas. 
  

 
Incomplete delivery of training certificates. 
 
Delays in the payment of the transportation 
allowance and lack of refreshments set 
important barriers to attendance. 
 
Little involvement of the diaspora in 
mentoring young people. 
 
Little flexibility in the requirements to 
benefit from the IGA restricted the 
participation of the most vulnerable. 

 

Outcome 3: Diaspora members are engaged in promoting effective actions to create alternatives to prevent 

irregular migration in their countries of origin. Finally, the evaluation showed that the activities of the SLED project 

under outcome 3 contributed to set the ground to establish activities of collaboration between diaspora members, 

government agencies, and youth, across migration issues. 

Finding 5.2.1.3 Involving the diaspora from the inception of the project would have allowed the 

completion of all activities under outcome 3. 
 

The three countries achieved the involvement of the diaspora and, overall, the activities are highly valued by the 

different actors, especially by stakeholders from the government and by diaspora experts. However, some 

challenges were identified which will be exposed in the table included in this section. 

 

‘It was a blessing for me because I’ve always wanted to give back to my country. I set up a small charity 

organization, but I didn’t have any funding. So, this mentorship was a blessing because it’s what I was 

waiting for. I didn’t have the funding, but IOM did. So, I am incredibly grateful to IOM. For now, it was just 

like me having a funding to go and give back to my country, which is something I always wanted to.’ 

 

The following Table includes a compilation of drivers of success and obstacles for implementation of some of the 

main activities under outcome 3, building on information gathered through the key informant interviews in the 

three countries and the regional workshop on lessons learnt. 

  

Table 9. Main activities under outcome 3: drivers of success and obstacles 

Main activities Drivers of success Obstacles/barriers 

Partnerships 
with diaspora 
actors 

Participatory approach: the content of the diaspora mentoring 
programmes was defined by the diaspora experts in 
collaboration with the participants based on institutional needs 
and expectations. 
 
Multiplier effect: in the mentoring to the Gambian Ministry of 
Health, half of the participants were from the psychiatric unit 
and the other half were mental health professionals from all 
over the country. 
 

The time of the call to recruit 
experts from the diaspora was very 
short. 
 
The diaspora got involved at the 
end of the project. 
 
There was not much information 
about the SLED project among the 
diaspora. 
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Context-sensitive approach: personnel from the diaspora know 
the culture, background, and local language which made the 
participants very receptive. 
 
Follow-up mechanisms: in The Gambia, some diaspora experts 
continue to communicate with participants through WhatsApp 
to support them. 
 
Networking and exchange of experiences: Virtual meetings (e.g., 
‘The Bissau Guinean Diaspora as a development actor’ and a 
session organized by the Marquês Valle Flor Institute (IMVF)) 
connected the Guinea-Bissau team with more than 20 
associations from Brazil, Portugal, France, and Spain to share 
good practices and social activities carried out by the diaspora. 
 
Development of tools to build bridges between the diaspora, the 
government, and the people of the country of origin (e.g., the 
Diaspora Forum Website in Guinea-Bissau and the Diaspora 
Data Portal in The Gambia). 

Skill transfer 
programmes 

Establishment of a Master’s programme in Migration 
Cooperation and Local Development in Guinea Conakry. 
 
Context-sensitive approach: calls for applications to recruit 
students were launched through radio stations and websites by 
IOM and the General Lansana Conté University of Sonfonia 
(UGLCS). 
 
Mentorship/exchange of experiences: teachers from European 
Universities trained Guinean teachers on theories and updated 
practices on local development. 
 
In The Gambia, the skills transfer scheme was based on 
experience gained from IOM's first diaspora skills transfer pilot 
programme under the YDLA project. 

 
 

 

Finding 5.2.2 The young people who participated in the awareness-raising activities recognize the 

importance of the session and are satisfied with its quality. The added value and—to a large extent—the 

effectiveness of this activity was driven by the participation of influential community actors and the 

involvement of returnees. 
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Diagram 6. Added value of awareness-raising activities according to participants and organizers 

 

 

Testimonies from returnee migrants: the facilitating team of the awareness-raising activities included returnee 

migrants who told the participants about their experiences as migrants in an irregular situation. The testimonies 

of these people were key for 1) the participants to know and understand first-hand the real risks faced by those 

who decide to emigrate irregularly, and 2) to debunk myths about the quality of life of most irregular migrants 

abroad. 

‘There was a guy who explained about his whole journey and everything he has gone through. Even though 

we haven't been there, but we are able to build this portrait image of us in that situation because they 

have explained everything they have seen, they have talked about slavery, human trafficking and all of 

that.’ 

Interlink with participants of other IOM projects: linked to the previous factor, in The Gambia, young 

entrepreneurs from the ‘Safety, Support and Solutions in the Central Mediterranean Route’ project and Migrants 

as Volunteers from the ‘Standing for Youth Initiative’ spoke with participants about the opportunities they have 

had access to in The Gambia. 

‘When the returnee was giving his story, that was the best. He did not only talk about his story, but he 

also talked about the opportunities he had when he returned. That was the best part.’ 

The story was terrifying, we were all terrified and we don’t intend to go there but now the best part of 

the story is the opportunities he had. So, we just want to see the opportunities in real life for us.’ 

Involvement of people of different ages: the project allowed people of different ages to participate in the 

awareness-raising activities. According to the key informants, this was fundamental since—although some young 

people make the decision to emigrate themselves—many young people migrate under pressure from their 

families who finance the trip with the expectation of improving their economic condition. 

The participation of adults (parents) in the activities, which were carried out in local languages, is a factor that 

contributed to the effective dissemination of information and the awareness of the community about the risks of 

irregular migration and opportunities available in the country of origin. 

‘It was prudent that we brought in community elders, because the issue of migration sometimes the push 

factors will come from the elders, that is from the parents who want to push their kids to go out so they 

Involvement of people of 

different ages  

Interlink with recipients of 

other IOM projects 

Participation of influential 

community actors  

Testimonies from returnee 

migrants  
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can do like some of their peers are doing. So, if we're able to convince these young people to stay and tap 

opportunities that are available in The Gambia, it is also going to be good that we change the mindsets of 

the elderly people so that they will stop pushing.’  

‘We noticed that in some cases it is the parents themselves who encourage their children to emigrate, 

thinking that they will find better conditions there and be able to help their family. It was good to carry out 

these djumbais (open face-to-face meetings under mango trees) because it also allowed us to speak with 

parents and make them understand all the dimensions linked to irregular migration.’ 

Participation of influential community actors: the participation of influential people within the community—

including teachers, community leaders, religious leaders, and local authorities—is key since they are highly 

prestigious people within the communities. On the one hand, their prestige contributes to legitimizing the 

information transmitted in the sessions and, on the other, they can replicate the information within the 

framework of other spaces. 

'I share the information with my students since I am a teacher. And I also do activism in the community. 

Sometimes, even if I don’t have a specific activity that talks about irregular migration, I include it in a fun 

way. For example, I might say, ‘Maybe some of you are planning on migrating through irregular channels’. 

I introduce the topic that way and then perhaps use five minutes of my time to talk about it.’ 

 ‘I think that the project will have a long-lasting impact because a particular group of people was able to 

attend. In fact, when some of us go back home, we share the information with other people, and some of 

us are very influential. When we speak, people listen to us. We have family members, students, and other 

people we talk to.’ 

Finding 5.2.3 The project integrated measures to address the issue of women’s and men’s equal 

representation in project activities. However, the evaluation identified shortcomings in integrating the 

gender perspective into the content and organization of the activities to overcome some of the barriers 

that hinder women’s participation. 
 

According to the key informants, the incorporation of the gender perspective in the SLED project consisted mainly 

in the inclusion of the gender parity criterion in the participant selection processes to promote the equitable 

involvement of women and men. These are some of the examples of how the project implemented actions to 

ensure that a gender criterion was considered for the selection of participants: 

• In The Gambia, Guinea-Bissau, and Guinea Conakry, implementing partners were asked to ensure, to the 

greatest extent possible, that all activities had equal representation of women and men. 

• In Guinea Conakry, to identify participants, focus groups were held with women and men separately. The 

initial cohort consisted of 50% women and 50% men. 

• For the Master's programme, the Guinea Conakry team ensured that 40% of the students were women. 

• In Guinea-Bissau, from the outset ADIC NA FAYE (implementing partner) implemented measures to 

promote parity in the participation of women and men in training since the promotion of social justice 

has always been part of its work and approach. 

• In The Gambia, a conscious effort was made to ensure the representation of women as recipients of the 

mini grants. 
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Despite the efforts of the implementing partners to achieve this objective—as shown in Diagram 5—almost in all 

cases, the participation of women was lower than that of men. Key informants in the field identified some of the 

factors that contribute to this being the trend. 

 Diagram 5. Participants of the different project activities by sex 

 Barriers to women’s participation:  

-Generalized perception that men are more 

exposed than women to the risks associated 

with irregular migration given that 

traditionally men have had a greater 

tendency to migrate encouraged by 

pressure from their family and peers. 

-Within government institutions, men’s 

labour force participation is significantly 

higher than women’s. 

-Social and gender norms discourage the 

participation of women in the project 

activities, especially in rural sectors where 

these norms are more ingrained. Many 

women do not have time to participate in 

trainings and mentorship programmes 

because of housework and childcare (e.g., 

during the raining season, women are busy 

working in the fields).  

-Some women withdrew from the trainings 

before completing them due to the lack of 

time to attend the sessions, which 

discourages the selection of women as 

participants. 

-Trainings do not always meet the interests 

and needs of women. 

- The disparity in the educational level between men and women and the language barriers discourage the 

participation of some women in trainings. 

In this context, some implementers adopted strategies to encourage women’s participation in community 

awareness activities and trainings such as 1) talking to the family of some of the women who had trouble attending 

the activities to convince them of the importance of their participation (in The Gambia), and 2) explicitly 

encouraging the participation of diaspora organizations with female members. The latter was a measure adopted 

by the Marquês de Valle Flôr Institute (IMVF) in Guinea-Bissau in the process of identifying diaspora organizations. 
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Although in practice the incorporation of the gender perspective focused mainly on the inclusion of the gender 

parity criterion in the selection of participants and on the disaggregation of data by sex, the gender equality 

approach contributed to the following: 

1. Laying the foundations to encourage conversations among young people about the importance of involving 

women in discussions about migration. 

‘It is good for women to attend so we will pass the information to brothers and husbands. Both genders 

need to attend this kind of training.’ 

‘It is very important for women to be a part of the discussion. One of the reasons is that some of the women 

migrate (even though most migrants are men). The other issue is that most young people (25% or 30%) 

will leave their wives at home at a very young age. So, by talking to the wives, they can convince their 

husband to stay in the country with their family. They can make an impact by convincing young people to 

stay in the country’. 

‘I think women work together with men; we are very influential. If I have a husband or brother who wants 

to go, I can convince them to stay because we are the mothers, the sisters, and the wives. So, we have a 

good say when it comes to convincing people.’ 

2. Sex-disaggregated data highlighted the imbalance in the participation of women and men in activities. It 

also initiated conversations within the management and implementation teams about the urgency of taking 

measures to encourage the participation of women in future projects. 

5.3 Efficiency 

Following the OECD/DAC definition of efficiency, a measure of how economic resources/inputs (funds, expertise, 
time, etc.) are converted to results.  Efficiency is a relation between resources allocated to the project and the 
results achieved. The results are usually measured at the output level, as outputs can easily be observed and 
measured and are in the control of the development intervention. Efficiency involves assessing the extent to which 
the intervention produced the intended results with an economical use of resources.   

According to the evaluation matrix, the main questions to assess the efficiency of the project include the following: 

• Was the project management, coordination, and monitoring efficient and appropriate?  

• How efficient was the overall management of the project?  

• What were the operational challenges related to the implementation of the activities?  

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

• When and how were monitoring and evaluation activities carried out?  

• Were the M&E resources (human and financial) sufficient and appropriate?  

• What were the M&E lessons learnt and good practices?  

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

• To what degree were inputs provided or available in time to implement activities from all parties involved? 

• To what degree were resources provided/available at planned cost (or lower than planned) from all 
parties involved? 

• How did COVID-19 impact the implementation of the project?  

• How were the institutional systems and processes adapted for the pandemic? 
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Finding 5.3.1 The SLED project established clear coordination and communication mechanisms at the 

regional level. Yet, there were some challenges at the country level related to coordination between IOM 

departments, understanding of procurement policies, human resource capacities, and implementing 

partners respecting deadlines.    
 

Coordination by the regional office 

 
The regional coordination (RC) of the SLED Project worked in close collaboration with IOM Gambia and IOM 

Guinea-Bissau and Guinea Conakry. Specifically, the regional coordination supported the planning, 

implementation, and monitoring processes for activities in the three countries. In addition, the RC oversaw the 

financial control of the regional project, monitored the project's expenditure of funds, and warned of over-

execution and project burn rates periodically. 

Since 2021, due to project implementation difficulties related to COVID-19 restrictions and political instability in 

Guinea-Bissau and Guinea Conakry, the RC implemented stricter management. This meant increasing weekly 

meetings, support to project teams, reviewing the planning of activities in detail, budgeting, and resolution of 

implementation problems. This close management helped the three countries to scale implementation according 

to the duration of the project. 

‘When we had the Sled project, we checked in with the RC every Monday. So that was good.  And it actually 

pushed us to do more activities in a very short time. So, I think that was really good. We never had that in 

the past. I think that was really good.’  

Coordination within IOM country offices 

 

Each OIM office had a programme coordinator and a project assistant supported by the project. The main 

responsibilities included planning and overseeing the project activities and finances, coordinating with 

stakeholders including government official and technical committees, and monitoring and evaluating activities. 

The project coordinators were supported by the RC, and they all highly commended the support received 

throughout the implementation of the project.   

Overall, implementing partners and project participants have expressed highly favourable views of the 

coordination of the OIM offices, commending their professionalism and commitment. However, all OIM country 

offices faced challenges:   

• Staff challenges: each project coordinator was hired to support the SLED project and their services 

terminated when the project ended, except in the case of The Gambia, and in some situations, there have 

been delays in hiring and replacement of staff. The short duration of the staff contracts represents a 

challenge in strengthening their capacities and implies that the learning generated by the project 

dissipates when the project ends. Moreover, new staff are not well versed and informed on the OIM 

guidelines and procedures. Finally, one office lacked the chief of mission for a few months, putting 

additional pressure in terms of guidance. 
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• Internal OIM challenges:  

1) Poor coordination among OIM departments (e.g., finance, administration, logistics, and operations) 

that generated delays in implementation, thus jeopardizing the programme's execution. The project took 

some corrective measures to facilitate coordination among departments, such as the workshop held in 

Guinea-Bissau, but on occasions the corrective measures came late.    

2) The IOM bureaucratic, legal, and finance requirements, which needed to be complied with per the 

organization's standards including validation of contracts, procurement, etc. These requirements were 

not communicated well to and understood by implementing partners, in particular the delays in the 

disbursement of funds. 

3) Competing priorities. Following the COVID-19 outbreak, the staff engaged with the pandemic and other 

emergency issues could devote less time to the project.   

• Different partners with diverse needs and responsibilities: the design of the project involved an ambitious 

work plan with many partners with unique needs and roles in the project. Involving diaspora members 

took time. Similarly, working in partnership with the government posed some challenges, as government 

officials had limited time to dedicate to project activities. People targeted in the communities for 

sensitization or training for alternative ways of employment required clear communication to avoid 

creating false expectations, among others.      

Finding 5.3.2 Delays in the disbursement of the funds meant that the agreements were not fully 

respected, which affected the quality of the interventions in Guinea Bissau. 

The lack of timely delivery of funds affected the implementation of the project in the three countries. The reasons 

for the delay were related to IOM guidelines and procurement policies. Partners did not fully understand IOM 

policies and delays, but a better planning and internal coordination at the beginning of the project could have 

ameliorated the situation.  

In Guinea-Bissau, the project experienced delays in providing beneficiaries stipend and reimbursement of 

transportation costs which caused criticism. This situation is particularly sensitive considering the vulnerability 

and poor living condition of the people targeted by the project.          

‘We were not given the transportation money to go to the trainings. The training site was far away for 

most of the young people, we had to pay around 1,000 FCFA a day to get to and from home. Finally, the 

internship that did not take place without an explanation from the promoters of the services.’ 

The same challenges related to the delays in disbursing the funding for the trainings were faced in the relationship 

with the private sector who trained youths on alternative ways of employment.  

‘The agreement was not respected by IOM, the unlocking of the 1st tranche took a long time, it took place 

only 3 weeks after the internship started. To date, part of the funding has yet to be received, and for this 

reason young people have not received the part of the subsidy (10%) to which they are entitled. This is a 

situation that discourages young people, they always come here to ask for this amount, and we said that 

the IOM has not paid us yet.’ 
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Finding 5.3.3 The communication and relationship with partners was managed differently by every IOM 

mission involved in the project and could have improved with clear and defined processes. 

While every country managed communications differently, overall, the communication with returned migrants 

and diaspora members was cordial and clear. However, some diaspora members expressed that there were delays 

in the communications at the outset and that the monitoring of the training process was different in every country. 

IOM recognizes that they were ambitious in the planning and fell short in the allocation of resources to work with 

diaspora members.     

On the other hand, IOM had prior experience and relationship with the implementing NGOS. However, the 

relationship with the private sector was a new strategy for the OIM mission that needed to be created and 

nurtured. According to the interviews it seems that the project invested less time, resources and efforts in building 

the relationship with the private sector as it is explained below.    

‘The relationship with the IOM was very cordial. The coordination respected the autonomy of each one, 

but the delays in the release of funds was one of the things that did not go well. IOM should be more 

flexible and have faster release of funds.’  

 Finding 5.3.4 The technical committees embraced the project and provided timely guidance.  
 

The establishment of the technical committees integrated by representatives of different Ministries facilitated a 

comprehensive response to the migration and development issues. Moreover, the committees provided guidance 

and standards and addressed obstacles. However, according to the fieldwork, the evaluation team did not find 

written ToR for the functioning of the technical committees. Furthermore, the structure, role, and requirements 

of the technical committees were different in each country.   

‘There was a coordination structure that included elements from migration, health, agriculture, 

communities, and also some elements of regional governance at the national level. For me, it was 

important that this structure existed, because when we talk about the reason that leads young people to 

emigrate, the Ministry of the Interior may know about it; in the same way the Ministry of Agriculture may 

know what needs to be done in the area of seeking economic alternatives for young people, and the 

Secretariat of State for Communities should know how the Guineans are in the Diaspora, and the same 

thing regarding health.’ 

‘We prepared an interim and final report and delivered it to the IOM, there is no doubt about the 

conclusions and recommendations that we put forward, because IOM followed our activities. We received 

feedback from them, and we think that this relationship was good.’ 

Finding 5.3.5 The project experienced challenges in the coordination and communication with 

government officials and technical committees in relation to their level of participation, ownership of the 

project, and delivery of activities.  
 

The technical committees are key structures that have a convener, a strategic, and a problem-solving role. The 

technical coordination committees had the opportunity to discuss and address challenges as they appeared in the 
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project. However, the coordination committees did not have written guidelines nor a set schedule for their 

meetings; these are areas of improvement that could smooth the relationship at the country level.  

It seems that the communication with the technical committees and other government officials did not work 

properly due to different expectations and lack of clarity since the beginning of the project. On the one hand, 

government officials claimed that they did not have ownership of the project and did not participate enough; 

when invited to participate, invitations were sent with a short notice or when decisions were already made. In 

addition, they expressed that they would have liked to see the project finances and how the allocation of resources 

was done for accountability purposes. On the other hand, IOM argued that they had to follow the detailed 

processes of the UN system, which can be quite bureaucratic, which is why they often could only provide the 

information on the spot. They IOM understands that government officials have tight agendas and many other 

commitments, however, agreements need to be reached between the parts to comply with project deadlines.      

 ‘In terms of the coordination, it was poor; we thought it was not very good. These projects evidently 
require stakeholders to work with (OIM) to ensure that we achieve the results. However, we were not 
involved at the outset of the project. Obviously, we want to be included because we want to execute our 
activities. But, if you don’t have the resources, and you have a constraint, then you know you have to follow 
the IOM guidelines, and then just accept being included at the end, to be part of it. But you will not achieve 
your desired results. So, coordination is a challenge.’ 

The principal challenges included lack of involvement of partners and stakeholders at the beginning of the project; 

poor communication on the side of the IOM; and the lack of terms of reference governing the relationship with 

partners. The evaluation team learned that an MoU was signed with NGOs in Guinea-Bissau and another with 

some government agencies.     

Finding 5.3.6 The MEL capacity in the project improved due to investments in the three implementing 

countries, though it still requires further investment.   
 

The project made an effort to improve the monitoring and evaluation system, however not all the countries had 

a person dedicated to Monitoring and Evaluation. To compensate for this absence and develop the staff capacities, 

the project’s RC hired IWORDS Global to provide overall technical support to design the Monitoring and Evaluation 

Plan, and related monitoring tools for the SLED project. The consultants also designed data collection tools in the 

three languages for project activities, as well as questionnaires to monitor the impact of project actions and the 

progress towards results. They also developed a database of people targeted by the project, which the IOM 

previously did not have. While the database is not disaggregated by activities—but by outcomes and outputs—

this is positive in terms of accountability as IOM can monitor who benefited from which project outcome. In 

addition, monthly calls with project teams were held and three newsletters were produced to share with partners 

and the donors in June, September, and December 2021. Moreover, a virtual workshop was organized in 

November 2021 to share the project’s best practices among the three countries.    

 

While data collection (e.g., database, test, and surveys) as well as monitoring and evaluation improved over time, 
it could have been more efficient if the process was digitized through free software such as Kobo, among others.   

 

https://iwordsglobal.com/
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Finding 5.3.7 In the three countries, trainings were well received and valued by the project participants. 

However, had they been longer and combined theoretical and practical skills, they could have had greater 

impact. 

Most of the participants in the trainings indicated that the quality of the training was good. They were delivered 
by professional organizations or individuals. The training offered by diaspora members was also valued positively. 
The participants of the training offered by the diaspora members agreed that the courses were too short, 
considering the investment required to plan the activity in terms of resources and time. According to some 
interviews, the diaspora strategy, while good, was too ambitious considering the limited time to implement the 
activities and the resources available. Consequently, the number of mentorships conducted by diaspora members 
was smaller than expected.      

‘The training time was very short, which did not allow the young people to acquire all the knowledge. Funds 
for income-generating activities were not enough. This must be improved, including the follow-up of 
actions initiated.’ (Guinea-Bissau) 

 

Finding 5.3.8 The COVID 19 pandemic impacted the implementation of the project mostly in year 1. While 

the project adapted its systems and processes the adaptation were not always on time.  
 

The pandemic created an additional burden on the IOM offices, which had limited staff designated to the project. 
The SLED project could not hire more personnel as it had a cap not to exceed 35% of budget allocation for staffing. 
In addition, Guinea-Bissau did not have a Chief of Mission for four months; the Chiefs of Mission in The Gambia 
and Guinea Conakry were involved in the COVID-19 response and other emergency activities. Other issues 
included internet connection, which was sometimes limited in the countries, and the restrictions on mobility that 
didn’t allow face-to-face meetings. The latter had a negative impact in the capacity to make agreements, revise 
the work plan, streamline activities, and speed project implementation. Finally, the financial departments in each 
IOM mission were not provided with updated and complete information or the charges were not reflected in the 
system, which delayed implementation.  
 
Various activities needed to be postponed or adapted when there were mobility restrictions and social distancing. 
In Guinea-Bissau, during the pandemic, the State banned mobility between regions, and the project had to adapt 
to the restrictions. As a result, the people who implemented the project were forced to reduce the number of 
people attending meetings and trainings. 
 
Due to the short time to implement the project, some activities were organized during unsuitable times, such as 
during the rainy season. This was the case of the training coordinated with a diaspora member in Guinea-Bissau. 
The weather conditions affected the number of young people who participated in the training and the continuity 
of the attendance as participants missed sessions because they could not arrive at the place where the training 
was being held. 
 
Despite all the challenges, starting in March 2021 the project sped up implementation, achieving 70% of the key 
outcome indicators. 

‘Overall, in my opinion and looking at all of the different projects that we implement in the country, I feel 
like we were able to adapt to different modalities, events, trainings, and quickly switch to an online 
approach. Then, we were able to provide dongles to the government officials or beneficiaries who were 
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participating. So yes, the pandemic impacted the overall participation rate, there’s no doubt about that. 
It’s no different than any other agency in the country.’ (The Gambia) 

Finding 5.3.9 There were delays in the project implementation due to the inefficiencies in finance and 
internal bureaucratic processes, combined with the fact that the countries had planned too many 
activities.   

 

While the three countries took corrective measures to revise the work plan and complete all the activities by 15 
November 2021, it was not possible to end by the deadline.  At the time of the final evaluation, the IOM missions, 
partners, and outsourced companies continued implementing. In fact, the allocation of the mini grants in The 
Gambia and the adaptation of the youth centres in Guinea-Bissau took more time. In addition, there were pending 
payments in Guinea-Bissau for activities carried out by partners. 

 
‘We managed to accomplish everything that was scheduled with the exception of some delays, caused by 
the bureaucracy of the partner. For example, the payment of the last part of the subsidies, the delivery of 
certificates, the delivery of complete kits, and fixing the fence in the horticultural production field.’ 

 

5.4 Sustainability  
 

According to the OECD/DAC definition, sustainability is the continuation of benefits from a development 

intervention after major development assistance has been completed. Dimensions of sustainability include 

looking at the longer-term effects of a development intervention, after the withdrawal of the donor support.  

Sustainability focuses on the effect of the development intervention rather than on the intervention itself. There 

are different aspects of sustainability, including financial, institutional, and programmatic sustainability. All of 

these aspects have to be assessed when assessing the sustainability of an intervention.  

The main questions this section intends to address are:   

• Will the benefits generated by the project continue once external support ceases?  

• Which have been the key activities focused on fostering the sustainability of results?  

• Do the target groups have any plans to continue making use of the services/products produced in the 

project framework?  

• How far is the project embedded in institutional structures that are likely to survive beyond the life of the 

project?  

• To what extent are relevant target groups actively involved in decision-making concerning project 

orientation and implementation?  

• Is there a strategy aimed at enhancing the complementarity of actions when there are several actors in 

the same location?  

For outcome 1: National and local stakeholders are engaged in promoting context-sensitive migration policies 

based on the link between migration and development.  
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Finding 5.4.1 In the Gambia the project contributed to the approval of sensitive migration and 

development policies that are part of the country's development framework. Guinea-Bissau had partial 

advances on the policy framework, while Guinea Conakry did not work in this subject. 
 

The establishment of an integrated migration and development framework is one of the results that The Gambia 

wanted to achieve to ensure the integration of migration-related issues in development policies and programmes. 

 

‘It was setting up a structure for migration management and immigration governance beyond the project's 

objective, which is to promote job creation for potential migrants and engage diaspora members. For us, 

it was very important to have this project to help the government in launching a national migration policy, 

which was the first standalone migration policy in this country, which is a very forward-looking policy that 

would provide guidelines for the government to be able to manage migration better. It has also supported 

structural setup over the diaspora engagement directorate, providing office equipment and laptops that 

would enable them to work. I think these actions contributed to a foundational structural design.' 

In The Gambia, this is the first time the country discussed migration and development in an integrated way. The 

results include:  

• Launch of the National Migration Policy. 

• Preparation of the Labour Migration Strategy.  

• Development of the first Diaspora website.  

• Establishment of the Diaspora Directorate.  

• Establishment of a Technical Committee to co-coordinate the project.    

While Guinea-Bissau also worked on outcome 1, the results were more limited due to the political instability of 

the country and the difficulties of getting government officials’ attention and interest in setting up a migration 

and development framework. The results include:  

• Establishment of a Technical Committee.  

• Development of a Diaspora website. 

• Set up of an Office for Migration Advise to inform potential migrants about the regular channels of 

migration, the conditions in the countries of destination, and the risks of irregular migration. 

• Organization of diplomatic missions to issue passports to nationals who were in an irregular situation in 

Italy, French Guiana, and Russia. 

Guinea Conakry did not work on outcome 1 but did establish a Technical Committee with representation of 

different Ministries.   

Finding 5.4.2 Training strengthened the perspective regarding development and migration of key 

stakeholders, especially government officials, journalists, and youth. This contributed to the sustainability 

of the actions. 
 

The stepping-stone for the projects to be sustainable starts with educating and training their stakeholders. Once 
all project stakeholders start taking active participation, the project has a better chance to achieve sustainability. 
Training, hence, is the first step towards achieving the long-term but critical goal of sustainability.  
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The training processes seek to be the key for long-standing and durable solutions to local development. They will 

empower the youth in their access to viable employment opportunities instead of resorting to irregular migration.  

 

a. Government officials: the project trained government officials on linking migration and development. As 

a result, various policies and products were developed or improved as seen in finding 4.1.   

 

b. Journalists: the project invested in training and capacity-building to journalists in Guinea-Bissau to provide 
them with an overview of the migration context in the country and the region, with special attention to 
irregular migration, including the voluntary return of stranded migrants. Moreover, the training provided 
knowledge on migration and development, and ethics and techniques for interviewing migrants.   

 
c. Youth targeted by the project: youth participated in trainings and fellowship programmes to acquire 

necessary skills to develop strategies for access to viable employment opportunities. Some of the trainings 

were conducted with the support of diaspora members through skills transfer programmes. The activities 

were conceived to be sustainable, having included the participation of local authorities and youth 

associations throughout the design and implementation in Guinea Conakry and Guinea-Bissau.   

Finding 5.4.3   The technical committees were instrumental in enabling the government to take ownership 

of the project and in the standardization of actions. However, their role as the lead policy-maker require 

strengthening and funding.     
 

The government agencies consisting of the Ministry of Foreign Affairs (MOFA) and the Ministry of Labour are the 

governing bodies of migration and development policies. They establish norms, regulate and coordinate the 

actions of the development partners (UN agencies, NGOS, bilateral cooperation) to guarantee alignment and 

sustainability. The domestication of a project in The Gambia and the standardization of the amount of all the mini 

grants in GMD 50,000 is an example of the role played by the Government of The Gambia. 

 

‘It is important the IOM and the government come together as one and be at the same level of [ownership] 

rather than asking the government for their input and trying to integrate their input.’  

 

The government, through its participation in the technical committees, had the opportunity to act as the 

governing body on making decisions around development issues. An example of this was the recommendation to 

increase the amount assigned to mini grants to ensure that the support is aligned with the amount set up by 

similar projects working on alternative ways of employment (e.g., Youth Empowerment Project) and to have a 

meaningful impact in participants.  

 

‘For any business starter in the country, the minimum grant should be among 50 thousand to ensure 

sustainability. The government set that new line.’  

 

‘There were three main outcomes, and for each of them we had multiple activities as mentioned. What we 
tried to do for the SLED project was to ensure their sustainability and continuity. To that end, we worked 
with different government agencies whose thematic area was somewhat in line with the specific outcome 
or a specific activity. This ensured that even after the project ended, there was still continuity and 
sustainability, for the most part.’ 
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However, the evaluation team did not find evidence of written guidelines for the functioning of the committees 

nor a government budget to secure their active involvement once the project ends.  However, the project 

supported key activities focused on fostering the sustainability of results including: 

 

• Provided resources to support government work on migration and development, including paying the 

maintenance of the website for two years after the project closed. 

• Organized capacity-building session in migration and development to stakeholders.  

‘Sustainability is always a challenge and the capacity building trainings organized by IOM are the right 

step towards sustainability. You need qualified staff with knowledge in that area for the actions to be 

sustainable.’  

• Organized discussions about linking labour migration into the diaspora engagement strategy. The 

development of the diaspora website during the life of the project is a good example of sustainability 

planning. According to interviews, the project has paid for maintenance packages and training for the 

website for two years in The Gambia.  

 

‘The Ministry will get technical support, even after the project closes. It means an external organization 

will be regularly updating the site and provide a second round of training. This additional time should 

provide the government an opportunity to assess the value of the page and make the provision for the 

government to absorb their costs.’  

 

• Equipped government offices with office equipment and laptops that will enable them to work.   

• Involved the diaspora and returnee migrants in project activities.   

Other activities conducted in the project to foster sustainability include:  

• Established partnership with the government and foreign institutes to reach diaspora members. Examples 

are the partnership established with the Instituto Marquês de Valle Flôr (IMVF) in Guinea-Bissau and the 

signing of the Memorandum of Understanding (MoU) between IOM and the Ministry of Higher Education 

and Scientific Research, and the University of Sonfonia for the establishment of the Master’s programme 

in Migration Cooperation and Local Development in Guinea Conakry (January 2021).  

‘[…] at the level of targeting and the identification of the project participants the recommendations 

from prior projects were also considered. In the past we had chosen young people of other districts to 

help us identify the project participants.  This year, we entrusted this task to the local authorities to 

identify the beneficiaries.  We believe that through this approach, we have done a good targeting 

because 100% of those who registered for the project have all completed the training.’  

• Took into consideration the recommendation from prior projects, in particular, the involvement of local 

and administrative authorities to ensure the sustainability of the interventions in Guinea Conakry.   

The main obstacles to secure sustainability include turnover of staff and weak knowledge management capacity. 

At most levels, the evaluation team has seen that record-keeping knowledge goes away when someone leaves. 

There are no systems in place to gather and share lessons learnt and project results. Other challenges include the 

short lifespan of the project, due to the restriction imposed by COVID-19. Also, the lack of involvement of 

government officials from the inception of the project, which occasionally led to a mismatch of priorities such as 
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the management of time for project activities. IOM staff sent the documents for input with a time frame that was 

very tight for government officials who had competing responsibilities and busy agendas and felt that they were 

no consulted enough. Finally, political turmoil in Guinea-Bissau and Guinea Conakry affected the sustainability of 

the project.      

Ownership/Institutional structures that are likely to survive beyond the life of the project 

Finding 5.4.4.  The project supported institutional entities that address migration and development, but 

there was limited evidence on how the institutions will implement the agenda after the project ends.    
 

The project implemented various actions to create solid structures including:  

  

a. Technical Committees: 

 

‘They're the committee that coordinates the project actions, they are composed by government 

institutions, which are very relevant to the issues that the project aims to address. So, this would be the 

same institution that can continue for ensuring sustainability...  The institutions are actually there, all that 

is required is how do we ensure the take over the activities of the project when the project ends.’   

 

b. Training and mini grants: 

 

Several stakeholders interviewed expressed the mini grants are the vehicles for creating institutional employment 

programmes that will survive when the project ends in The Gambia, Guinea-Bissau, and Guinea Conakry.  

   

‘We're seeing here 150 young people being supported with investment to their business [mini grants 

program]. And they're not being given cash, but they’re also given toolkits, stock items. So basically, things 

that they need for their business at that point, this will also foster growth and sustainability.’ 

In Guinea Conakry, youth interviewed indicated that the trainings have given them additional tools that might 

facilitate their employability conditions.  

‘I had done the accounting at the university but in a theoretical way, the IOM training was more practical 
with accounting software. Also, I received a computer to better practice the training.’ 
 
‘It was relevant during the COVID period, because during the COVID period, I had no business to do. But 
with this training I then did a professional training, also I did benefit from 500,000 GNF as a transport 
bonus helped me a lot.’ 
 

While the trainings and employment projects supported by the mini grants have the potential to remain after the 

project ends, the evaluation team did not find evidence around the sustainability of the employment efforts. The 

reasons vary per country. In The Gambia, IOM hired a third party, Reliance Financial Services to handle the training 

and provision of tools to people targeted by the project, but the activity was not completed by the time the 

evaluation was conducted.  In Guinea-Bissau, the three main projects (solar panels, restaurant, and poultry 

farming) have not started yet and, according to some youth, there are not only delays in project implementation 

but also ‘inadequate start-up capital after training’.  
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c- Creation of the youth centres:  

At the community level, the project supported the installation and refurbishing of four youth centres in Guinea-

Bissau and Guinea and two in The Gambia. The centres will remain after the project ends and could become 

important spaces for youth to obtain information about health, available jobs, training on selected topics, and 

access to computers and the internet in their communities. However, it is difficult to assess the whole strategy as 

the centres in Basse (The Gambia) and Matan (Guinea) were the only ones functioning during the life of the 

project. The Centre in Bafatá is still under construction and in Banjul (The Gambia) the Centre was equipped by 

the project but at the moment of the field visit the centre didn’t have a communication strategy to promote its 

services.  

Finding 5.4.5. The project coordinated activities with other projects funded by IOM that address irregular 

migration and development, as mentioned in finding 5.1.2 of the report.  
 

One example of such coordination is the alignment of activities with the returned migrant programme and 

package. Selected returnee migrants who have been supported by IOM participated in sensitization activities in 

the communities of intervention. They narrated their ‘challenging stories’ as a dissuasive strategy to discourage 

irregular migration. 

 

Finding 5.4.6. When there were various actors in the same location, the project missed opportunities to 

enhance the complementarity of actions and collaboration with other projects addressing irregular 

migration and promoting employment alternatives. 
 

In the tree countries, the majority of the project participants’ and local stakeholders interviewed had knowledge 

of other projects (in addition to SLED) implemented in their area. However, they expressed that there were no 

coordinated efforts to secure a similar approach and to facilitate complementarity and sustainability of the 

actions.   

‘Yes, there were other initiatives in the community Mani Tese, Radio Woman of Bafatá, Periodistas 

Solidários de Sevilla but there is no coordination [among project].’  

‘We're working in silos because we are repeating the same thing. So, when you go to the community with 

a project, it will be more effective if we come together with other projects. And then, we do a larger activity, 

which will be more impactful than having two small ones.  Some even say,” I have been there already, so 

who do it again?’  

We can refer to three aspects of sustainability dealt in the SLED project.   

1. Financial sustainability refers to ensuring a steady flow of funds to maintain and continue the project 
work.  

2. Institutional sustainability refers to ensuring proper working of the organizations and institutions that 
were developed as part of the project. 

3. Programmatic sustainability means continuing the organization's projects and programmes without donor 
support. 
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Concerning the project's sustainability, according to information provided at Workshop on Lessons Learnt 

coordinated by IWORDS Global the International Cooperation2 of the Italian Republic intents to renew the project. 

However, the SLED project ended on 15 November 2021, which means most activities ended and IOM staff 

contracts expired. Regardless of the upcoming funding, there will be a gap in implementation, meaning 

interruption of the activities and new staff recruitment for its coordination.   

The project supported the creation of structures such as national frameworks, mini grants, and youth centres that 

could contribute to the institutional sustainability of the project, such as establishing the national framework of 

migration and development in The Gambia and Guinea-Bissau; the creation of multisectoral committees (The 

Gambia, Guinea Conakry); the development of a framework to work with the diaspora members (Guinea Conakry, 

Guinea-Bissau, The Gambia); and the creation of two web pages. However, all these structures will require funding 

to remain operational (e.g., supporting meetings, paying for web page maintenance, paying diaspora members to 

provide support in-country, etc.). The evaluation team did not find evidence that the governments have integrated 

these activities into the budget.    

The programmatic sustainability was affected when the project ended on 15 November 2021 as well.  

Programmatic activities include sensitization activities to government officials and other people targeted by the 

project including journalists and youth; the mini grants to young people to generate alternative ways of 

employment; and the action to involve diaspora members.    

5.5 Contribution to impact  
 

Following the OECD/DAC definition, the team assessed the evidence of the effects produced by the SLED project 

(directly or indirectly, intended, or unintended). 

 

Finding 5.5.1 The evaluation data identified some evidence of changes in the individual, community, and 

policy levels; these may contribute to promoting strategies on safe migration and alternatives to irregular 

migration in communities of origin in The Gambia, Guinea-Bissau, and Guinea Conakry  
 

We have captured the voices of participants regarding their perceptions about the effects of the activities. 

However, the changes presented below cannot be entirely attributed to the project.  

 

The team identified positive changes that can be analyzed at different levels: 

 

Individual level: young people who participated in awareness-raising activities, 

trainings, the Master programme, or IGA; government officials who attended the 

diaspora mentorship programme or the trainings on Migration and Development; and 

journalists and media professionals who underwent training.  

Community level: immediate environment of young people, including family 

members, peers, and schoolmates. 

                                                  Policy level: in The Gambia and Guinea-Bissau. 

 
2 Information provided at the Worskhop on Lessons Learnt coordinated by IWORDS Global and held on 7 November 2021.   
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Individual level 
 

There are indications that the activities of the SLED Project, particularly the awareness-raising campaigns, 

contributed to some young people deciding against migrating irregularly. 

‘The project has changed many people's minds. I have many friends who were planning for the ‘back way’, 

after hearing about the project many changed their minds.’ 

Conversations among young people about migration were already frequent, motivated by the content they find 

on social media. However, as a result of the awareness-raising campaigns, it seems that the narratives have begun 

to change. The activities have contributed to countering the myths that exist around the journey and life abroad 

and to introducing the risks and implications of emigrating in irregular conditions into conversations between 

peers.  

‘We usually have conversations about migration within ourselves but since the training, we are confident 

that we don't want to go the ‘back way’ because of the experiences the returnee shared.’ 

Many young people felt identified and were reflected in experiences shared by returnees. Thanks to this exchange, 

some young people express with conviction that they do not want to emigrate due to the risks that this implies. 

And on the other hand, many young people were inspired by the life stories of the returnees and hope to be able, 

like them, to access opportunities in their country of origin. 

‘The activity was very important because it at least helps people who haven't taken the road to at least 

have a portrait image of how that place looks like, I have never been there, but I have heard stories about 

the journey, I can confidently tell you that that place is horrible, and I don't want to go there, and I don't 

want you as my friend to go there or any other person. The session was very educational.’ 

‘After Yaya’s explanation of his experience in the back way, it helped to change my life to concentrate on 

what I'm doing, my business. Yaya had different opportunities when he came back, he has improved so 

much in his life. I'm trying to create this link with Yaya so that I can access some of that support to establish 

my own business in Gambia and stay in my country.’ 

According to the testimonies of the young people who benefited from the project through mini grants, 

community-projects or IGA, the project contributed to improving their employability opportunities, which may 

increase the possibility of them remaining in their countries of origin. However, it is crucial to review the 

barriers exposed in Finding 5.2.1.2 since these significantly affected the impact of the activities. 

Thanks to the trainings and support with the provision of inputs, some young people were able to start their own 

IGA. Most of them value that the project has allowed them to be self-employed, however, they are concerned 

about the sustainability of their businesses.  

‘The methodology of the training encouraged me to do agriculture for myself, I am applying agroforestry 

in my village (cashew and orange) all this is thanks to this training.’ 

‘What I appreciate most… first of all the support that would allow me in the coming months to be 

independent and I would not need to be employed by someone.’ 
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‘Before, I had no notion on the reproduction system of goats and sheep, nor the number of times in the 

year they can give birth. Today the sheep and goats that we have, if we base ourselves on the new 

techniques of reproduction that we learned, each goat will be able to make 3 births in 13 months.’ 

On the other hand, those who did not start their own IGA, recognize that through the training they acquired useful 

knowledge and skills to increase their chances of getting a job. Those who had the opportunity to participate in 

internships after receiving training are more optimistic. 

‘We participated in the training on electricity, plumbing, masonry, solar panel installation, and in the 

advanced training courses in the field. These could lead to jobs. In fact, I now have a three-month contract. 

Most of the students got an internship and others got permanent jobs.’ 

‘Before I didn't have a job, but where I am now, I earn small contracts in the neighbourhood, when there 

is a breakdown, I am called.’ 

‘This project has taught me to be a worker, because thanks to this project I have become a worker, we are 

in an underdeveloped country, for it to be developed we need skilled workers. If God gives me a long life, 

this little 6-month training will last.’ 

The trainings were useful for young people, journalists and media professionals, and government officials to 

acquire information in areas where they had knowledge or skills gaps. 

Some young people acquired knowledge in the use of digital tools and in managing their finances. In the case of 

the Master's students, their knowledge about migration and the role they can assume to link migration to the 

country's development was strengthened.  

‘[The project] changed my mentality, it changed me. Before, when I had any small amount of money I used 

to go and misuse it. The mentality I have now is that any small amount of money I have, I use it into 

business. Now I said …let me just go and buy something and resell it back so that I can have a small amount 

of profit along the line. So, this IOM training I attend gave me hope, let me always concentrate on business.’ 

‘I never had a computer, or even worked with one. Now, thanks to this project, I got a computer. I also 

learned basic software, and I don’t have to go the cyber anymore to pay money to do something for myself. 

I also received accounting knowledge, which means I can manage my own accounting. These activities are 

really important to me.’  

‘Everyone can see it, my environment can see it, today my eyes are more open, I write a full project to 

submit to the donor, these are skills that I received thanks to this master's degree.’ 

‘My understanding before the Master was more generic, thanks to this programme I learned in the context 

of the fight against irregular migration, there must be cooperation between many actors, whether at the 

level of the populations but also the state to dissuade young candidates for irregular migration and find 

alternative solutions to allow young people to settle in their communities.’  

Like young people, both government officials and media professionals acquired relevant knowledge that could 

contribute to improving their work as public servants and as influencers of public opinion. 
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Community level 
 

According to the key informants, the project influenced the lives of the participants and through them their 

immediate surroundings (e.g., family) and the community. 

Some participants in the awareness-raising campaigns shared the information they received about the risks and 

implications of irregular migration with their family and friends.  

‘The information goes to the individual but also to the groups the individuals belong to, it also benefits 

their family because they come from family, and it benefits the community because opportunities help to 

meet the needs of the communities.’ 

‘I attended the programme and after the awareness-raising session, I returned back and told my brother 

who was doing nothing at home, to try and invest in the business because I learned that by getting into 

business you can be successful. I gave him a starting capital and today my brother has two shops’ 

‘I was very impressed that some women who used to encourage their children to go to through the back 

way they confessed, and they have learned from the programme that they are not going to allow their 

children to go. You will see it in their faces, that they will not like that trauma to happen to their children.’ 

‘One of the returnees was sharing his experience, how difficult it was during the journey, so she went back 

home and explained to her sister. Her sister does not have the desire to go anywhere.’ 

Finally, the project planted in some of the people who started their IGA the idea of creating employment for the 

youth in their communities so that they can also stay in their country.  

‘Already, the two workers we are going to recruit are from the community, plus all the activities we are 

carrying out are community members we have employed.’ 

‘With the help of IOM, now I am implementing math projects and have registered my business. I am also 

supporting school dropouts, who are mainly girls, so I think I'm commending IOM for their good job.’ 

 

 

 

Negative unintended result:  

After participating in the awareness-raising campaigns, some participants believe that not enough 

information was provided about the opportunities available in their country of origin. Based on the 

testimonies of the returnees, some young people concluded that the projects often offer greater 

opportunities for the returnees to start their productive projects. Eventually, this, as mentioned by the 

participants, could become a negative incentive for young people to migrate and return with the 

expectation of receiving financial support. 
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Policy level 
 

In The Gambia and Guinea-Bissau, the project influenced the achievement of some progress in integrating 

migration into national development policy and debates. 

 

 

To complement the analysis of contribution to impact, six case studies (two per country) will be included in the 

final version. These case studies explore, describe, or illustrate the project implementation, and also bring 

together the voices of the young people who were targeted by the project.  

 

6. Recommendations:  
 

Effectiveness 
 

Involve government institutions from the inception of the project: defining the activities to be carried out within 

the framework of the project jointly with government institutions (which in this particular case are the 

implementing partners) is important for different reasons. The involvement of the partners from the beginning 

allows the project activities to better respond to the needs and interests of the target population and complement 

the activities of other ongoing initiatives, avoiding duplication of efforts. Likewise, it can contribute to generating 

higher levels of ownership and accountability, which will have positive implications on the effectiveness of the 

strategies. 

 

Emphasize the opportunities available to young people in the countries of origin: although information on the 

risks of irregular migration is useful to discourage this phenomenon among young people, as they themselves 

highlighted, bringing opportunities and providing information on available opportunities is essential.  

The Gambia 

-Development of the Labour Migration Strategy.  

-The labour market information system was 

updated to a labour market and migration 

information system. 

-Dissemination of the National Migration Policy 

for The Gambia and of the Labour Migration 

Strategy. 

-Discussions on how to incorporate migration-

related issues into the draft National 

Development Plan (2022). 

-Development of the Diaspora Data Portal and 

website.  

 

 

Guinea-Bissau 

-Development of the Diaspora Engagement 

Strategy Document in National 

Development. 

-Development of the Diaspora Forum 

Website (www.forumdadiasporagb.com). 

 

 

 

 

http://www.forumdadiasporagb.com/


 

62 
 

‘Talking to us is one part of it and will convince us but now getting the actual opportunities is the important 

part because we have seen many organizations that only talk and then after one year you would never see 

them again or even hear from them. Educating us is not the only part, it is very essential but bringing 

opportunities is very important.’ 

Ensure that the channels through which the calls are launched offer clear and accurate information on the 

requirements to participate and the process to follow to avoid causing frustration among participants: even 

though providing information through channels close to the population (in this case, local leaders/authorities and 

outreaches) is a good practice to reach a larger number of people, it is necessary to control the quality of the 

information that reaches the target population. This is essential to avoid creating false expectations. 

Introduce interactive tools in awareness-raising activities: the use of videos to transmit information is usually an 

attractive and effective way to sensitize the population and at the same time a tool that, if well prepared (e.g., 

adapted to the target population, with context-sensitive and inclusive content, with subtitles), can improve 

accessibility. The introduction of these types of tools can help overcome language and educational barriers. 

Establish a clear strategy to advertise the services offered by youth centres: once the services provided by the 

youth centres have been strengthened, it is important to create a strategy to increase the demand for these 

services. Traditional media, social media, community leaders, and institutions such as schools are often effective 

channels to reach young people with information. 

Strengthen the trainings by making them longer and balancing the theoretical and practical component: both 

theory and practice are key to learning, therefore, the evaluation team recommends including more internships 

and the use of methodologies within the sessions that allow participants to put into practice what they are taught 

and receive feedback. 

Take timely measures to overcome barriers that interfere with people's participation in activities, mainly in 

trainings: agreeing with the participants the most convenient time to carry out the activities and providing 

transportation allowance and refreshments are essential so that all participants can make the most of the sessions 

and complete the course as planned. 

Adopt a participatory approach to define the thematic area of the vocational training: involving participants in 

choosing the areas in which the trainings will be offered will make them more useful and relevant within local 

contexts. A participatory approach does not necessarily imply that the participants will choose the themes starting 

from scratch; the implementing team can make a preselection of the subjects, based on the identified gaps, and 

based on this preselection, the subjects can be defined with the participants. 

Award training certificates: if longer trainings are organized, the delivery of certificates to the participants 

becomes more feasible. Certificates are important as they endorse a certain level of learning and provide 

credibility. 

Ensure that the inputs for the IGA are delivered to the participants on time and in the agreed amount: this is 

important so that participants can start their IGA as soon as they finish with the trainings. Incomplete supply of 

inputs can lead to people having to indefinitely postpone starting their business, the inputs they have can be 

wasted, and if it is a group project the cohesion of the group can be damaged. 
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Adapt the requirements for the selection of participants so that the selection processes are as inclusive as 

possible: eliminating the barriers that prevent all people (regardless of their age, sex, gender, socioeconomic 

status, race, place of residence, etc.) from participating on equal terms and conditions. 

Generate mechanisms that allow trainees to stay in contact with diaspora members to discuss progress, 

challenges, and to facilitate the exchange of experiences: in practice, informally, some diaspora members have 

created communication channels (e.g., WhatsApp groups) and have continued in contact with the participants. 

However, since these were not formally established communication channels/mechanisms, they can disappear at 

any time. 

Design follow-up mechanisms that allow monitoring the progress that has been achieved as a result of the skills 

transfer programmes in order to give continuity to the learning processes. 

Integrate the gender perspective in the content and organization of the activities under the project to overcome 

the barriers that hinder women’s participation: 

By incorporating a participatory approach, consulting women directly, the following is possible: 

• Choosing the thematic areas and design the trainings based on women’s interests. 

• Establishing—in a preliminary way—the time and the most appropriate place to carry out the activities in 

order to reduce transport and availability barriers. 

Beyond that, the following is important: 

• Including role models in activities and open safe spaces where conversations about gender and social 

norms are encouraged. 

• Evaluating and choosing the most appropriate entry points to reduce as much as possible the resistance 

to the participation of women (by the family or the community) in the project. 

• Promoting intergenerational dialogue. 

Finally, the team recommends the following: 

• Signing gender-responsive agreements with project implementers: clearly defining expectations and the 

specific measures (gender-sensitive approaches to communication, sex-disaggregated statistics on 

participants, among other) to comply with the gender equality requirement. 

• Setting specific targets and results that must be achieved with regards to gender equality.  

• Allocating project resources to mainstream gender equality in project planning, implementation, and 

monitoring and evaluation.  

Efficiency 
 
Strengthen the entire Monitoring and Evaluation Component: from the beginning of the project, all partners 
must understand and agree on the monitoring and evaluation plan. Project coordinators at the country level 
should be involved in the development of the tools to understand what the tool measures and how to 
meaningfully use the data to make decisions.   
 
Adjust tools to the context of the particular activities of each of the countries: for example, the pre and post 
tests should be developed based on the content of the training conducted in each country.   
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From the beginning of the project, IOM country offices need to define how the different teams, including 
finance, operations, administration, and procurement, will be coordinated, and define the expectations, 
procedures, regulations of each department to improve the coordination, and delivery on time.  
 

Revise the IOM processes to make them more agile in particular when implementing donor funded projects:  
improve communication to explain the disbursement processes to partners and the time each process takes to 
avoid partners’ frustration.    

 

Identify partners for each component at the beginning of each new project and define and negotiate the Terms 
of Reference to secure their active involvement, understanding of the project expectations, and improve 
accountability.    

 
Coordinate actions with the implementing partners from the beginning of the project: develop regional project 
implementation guidelines from the start, including templates for the Term of Reference and Memorandum of 
Understanding that each IOM office will adapt based on their project needs.   
 
Promote horizontal learning and sharing of experiences among the country participants: in this regard, plan 
exchange visits, organize technical meetings and sharing of experiences.      
 
Organize mid-term workshops such as the lessons learnt workshop organized at the end of the project where 
participants discuss what worked and what did not work and the reasons: this exercise should be done in the 
middle of the project so that it is a real learning exercise, fostering collective dialogue between countries and 
making proposals for what can be done. 
 
Reconsider the curricula of the trainings and the way they are organized securing a longer time investment and 
guaranteeing theoretical and practical opportunities.   
 

Sustainability  

Sustainability requires long term planning to facilitate stakeholder engagement and to improve capacity of the 
target population. Sustainability planning is an important step for projects to prepare the conditions to deliver 
positive outcomes in the absence of primary funding. 

Integrate sustainability in all the projects: it is always advisable to integrate sustainability aspects in a project 

from the beginning. This would require the involvement of the main stakeholders from the inception phase of the 

project. Similarly, it would help the project to develop partnerships and relations with relevant stakeholders at an 

early stage of project development. This would also ensure that once the primary funding terminates, 

stakeholders have ownership and strong support to continue the project agenda. 

Coordinate with local initiatives implemented in the country to avoid duplication of efforts and create 

mechanisms to ensure sustainability of the irregular migration agenda.  

Involve key stakeholders: another major step to ensure sustainability is the involvement and participation of key 

stakeholders in programme development. As part of the project activities, it is important to initiate multi-

stakeholder dialogue workshops to involve relevant stakeholders in the project. 
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‘But another recommendation that I would want to put forward is that we [National Youth Council] are 

involved in the entire project. That will help with implementation, coordination and making sure that there 

is sustainability because it becomes difficult to sustain this project because we have a slogan that 

everything that is for the youth without the youth is not actually for the youth.’ (The Gambia) 

‘… so, I don't know whether he was actually involved during the planning and the implementation process. 

So, if we are involved, I will be able to say whether the programme will be sustainable, but I don't see those 

projects being sustainable if people who matter are not actually involved.’  

Boost existing relations: along with investing time and energy on developing new partnerships, it is equally 

important that the project coordinator manages existing relations with donors, stakeholders, NGOs, and youth 

targeted by the project in a proper way. 

Involving local government and departments: involvement of local agencies and government will ensure 

improved access to the government initiatives in this area.  As these agencies are permanent, they will help in 

sustaining the project activities beyond the project expiration. 

7. Annexes 
Enclosed 

Annex 1. Mapping of key stakeholders 

Annex 2. Evaluation matrix 

Annex 3. Data collection tools 
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