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The project “Improved Specialization in Migration Governance and Integrated Border Management in Georgia (SPECS)” is a 31-month EU-funded action implemented by the International Organization for Migration (IOM) in partnership with UNHCR,  covering the period from 01 October 2023 to 30 April 2026. The action contributes to the implementation of the EU–Georgia Association Agreement and supports Georgia’s continued compliance with EU visa liberalisation benchmarks through strengthened migration governance and integrated border management (IBM). 

The project was implemented in a highly dynamic and politically sensitive context, characterised by evolving migration patterns, increased displacement due to the war in Ukraine, rising risks of irregular migration and trafficking in human beings, and heightened expectations related to EU integration. Georgia’s role has simultaneously evolved as a country of origin, transit, and destination for migrants and refugees, placing significant pressure on national institutions and local communities.

At the time of its inception, the project was conceptualised and launched as a government-centred intervention, aligned with national migration, asylum, border management and security strategies, as well as EU policy priorities. The original theory of change assumed sustained institutional cooperation with the Government of Georgia (GoG), progressive approximation to EU standards, and direct capacity development of state institutions. During the initial phase of implementation, the project actively engaged a wide range of GoG counterparts at policy and technical levels, including line ministries, law enforcement bodies, and coordination mechanisms such as the State Commission on Migration Issues. Before the emergence of political and operational constraints, a number of initial activities for government counterparts were implemented, including technical assistance, capacity-building actions such as trainings, study visits, and procurement. These activities reflected the original project design and were intended to strengthen institutional effectiveness, inter-agency coordination and compliance with EU migration and border management standards.

From 2024 onwards, the implementation context changed substantially due to political developments affecting EU–Georgia relations. In response, the EU Delegation introduced a series of restrictive measures affecting EU-funded cooperation with state institutions, including reduced visibility of capacity-building activities, suspension of study visits, halting of procurement for government beneficiaries and, ultimately, the suspension of most forms of operational engagement with law enforcement and other GoG bodies. These developments necessitated a significant adaptation of the project’s implementation approach, formalised through Addendum No. 1. The addendum revised activities, delivery modalities and stakeholder engagement, shifting the project’s focus towards CSOs, private sector and direct humanitarian assistance to vulnerable migrants.

Against this background, the final external evaluation will assess the project as a multi-phase intervention, examining both the initial government-focused implementation and the subsequently adapted approach. The evaluation will pay particular attention to the project’s ability to remain relevant, effective and coherent while responding to external shocks, political constraints and evolving needs, as well as to the complementary roles and contributions of IOM and UNHCR across different phases of implementation.

Evaluation purpose and objective
The purpose of the final external evaluation is to provide an independent and evidence-based assessment of the SPECS project’s relevance, effectiveness, efficiency, impact, and sustainability. The evaluation will inform accountability to the donor, stakeholders and beneficiaries, while generating lessons learned and practical recommendations for future EU-funded migration and border management interventions in Georgia and comparable contexts.

Objectives:
· Assess the relevance and coherence of the project design and its subsequent adaptation in relation to EU priorities, national frameworks, and evolving needs.
· Examine the effectiveness of the project in achieving intended results across all components, taking into account different phases of implementation.
· Assess the project’s adaptability to external political and operational constraints.
· Analyse efficiency in the use of financial, human, and technical resources.
· Assess early signs of impact and the sustainability of results.
· To generate lessons learned and actionable recommendations for IOM, government counterparts and for future EU-funded migration and border management interventions.
The evaluation will be used by IOM, EUD, government stakeholders and civil society actors to inform strategic decisions, accountability, and learning
Evaluation scope
The evaluation will cover the entire project period from 01 October 2023 to 30 April 2026. It will assess all three project outcomes, outputs and related activities, including activities implemented under the original design and those revised through Addendum No. 1. Geographically, the evaluation will be national in scope, with particular attention to regions where activities and results were concentrated. Activities that were canceled or modified due to donor or government policy shifts will be reviewed in terms of adaptive management but not evaluated for implementation performance. 
Evaluation criteria 
The project “Improved Specialization in Migration Governance and Integrated Border Management in Georgia (SPECS)” will be evaluated according to the following OECD-DAC criteria: relevance, effectiveness, efficiency, sustainability and coherence. 

Evaluation questions
Relevance
· To what extent are the project interventions relevant and appropriate in relation to national and international legal and policy frameworks?
· Has the project responded to the needs of the target beneficiaries?

Coherence
· Is the project aligned with and supportive of IOM national, regional, and/or global strategies and the Migration Governance Framework? 
· How well did the project align with and complement the interventions of other UN agencies, international organisations, donors, and implementing partners?

Effectiveness
· To what extent were intended outputs and outcomes achieved in accordance with stated plans? 
· To what extent did the project adapt to changing external conditions to ensure project outcomes?
· What are the major factors influencing the achievement of the project's expected outcomes?


Efficiency
· To what extent did project management and implementation arrangements support efficient delivery of activities and results? How well were the resources (funds, expertise, and time) converted into results?


Sustainability
· What necessary structures, resources and processes are in place to ensure that benefits generated by the project continue without external support? Which benefits generated by the project are likely to continue after project completion?
· What are the major factors affecting sustainability, including any identified challenges faced by the implementing organization?
Cross-Cutting Themes 
· To what extent were gender mainstreaming and inclusion taken into account in design? How effectively has the project afterwards mainstreamed gender and inclusion (including persons with disabilities, older persons, youth, minorities)?
· To what extent did the intervention apply a rights‑based approach, including principles of participation, non‑discrimination, transparency and accountability?

Evaluation methodology
The full evaluation methodology will be determined by IOM in close coordination with the selected evaluator/s during inception stage. The methodology will include a desk review of project documentation (including the description of the action, regular project reports, the project's visibility outlets, other relevant documentation) and in-depth semi-structured interviews with key stakeholders. As a minimum, the proposed methodology shall employ mixed methods and consist of the following components:

· Desk review of project documentation, monitoring data, reports, relevant policy frameworks, and other relevant documentation.
· Key informant interviews (individual) (KIIs) with project partners, government representatives, CSOs, private sector actors, and if possible beneficiaries.
· Focus Group Discussion with beneficiaries (feasibility to be determined during inception stage)
· Assessment of campaign reach and effectiveness, for example through audience surveys, recall tests, or analysis of media coverage and social media engagement, to evaluate the extent to which the campaign reached target groups and influenced awareness or behavior.
The methodology will ensure integration of cross-cutting issues and participatory approaches.
 
Ethics, norms and standards for evaluation 
IOM abides by the norms and standards of UNEG and expects all evaluation stakeholders to be familiar with the ethical conduct guidelines of UNEG (with special attention to confidentiality and do-no-harm principles when engaging potential victims of trafficking)  and the consultant(s) with the UNEG code of conduct as well. Furthermore, the evaluation must adhere to the IOM Data Protection Principles and IOM’s Monitoring & Evaluation Guidelines.
Evaluation deliverables 
The service provider will be responsible for:   
1. Inception report including an Evaluation Matrix to demonstrate the evaluators’ understanding of the ToR and outline data collection and analysis plans, as well as an indicative list of interviewees, focus group composition and respective guides; survey methodology and questionnaire/s; to be completed and reviewed with the Evaluation Manager prior to the field visit. The evaluation matrix is expected to break down evaluation questions into appropriate sub-questions.
2. Draft Evaluation Report to be submitted for review by the Evaluation Reference Group.  
3. Final Evaluation Report of maximum 30 pages (without annexes) in professional English language, including data visualization, incorporating feedback of the Evaluation Reference Group. The report should follow IOM defined style with minimum report content requirement are as follows:  
· Cover page, list of acronyms. 
· Table of contents. 
· Executive summary. 
· Methodology. 
· Findings. 
· Conclusions. 
· Lessons learnt and best practices. 
· Recommendations in order of priority. 
· Annexes (list of interviewees, interview questionnaire/guides, etc.). 
4. A two-page Evaluation Brief following the IOM guidance and template, to provide a summary of key findings, Lessons learnt and best practices, conclusions and recommendations for easy sharing with IOM staff, donor, partners, and other stakeholders. The Evaluation brief should be submitted in English  language.  
5. Online debriefing for the key stakeholders on the evaluation results and lessons learnt.  
6. Management response matrix, partially filled-out (template will be provided by IOM).
 
Specifications of roles 
The service provider will be responsible for:  
· Preparing for and carrying out data collection and analysis and delivering the products outlined above. The Evaluator/s will be responsible for leading the process and compiling the draft of each product.   
· Providing periodic feedback as needed to the Evaluation Manager (Project Manager) on progress and any challenges faced.  
· Organizing logistics during the field visit, including transportation, and interpretation services as needed.   
· Providing a debrief at the end of the field visit (in country or a few days after the field visit) to present on the initial findings and tentative conclusions. This will allow for any obvious oversights, misinterpretations, or information gaps to be identified and addressed before the evaluator/s begins drafting the full report. 
· Drafting and revising the final report and evaluation brief, in coordination with Evaluation Manager. 
· Facilitating an online debriefing for the key project stakeholders to present conclusions of the evaluation and lessons learnt. 
  
The Evaluation Manager (Project Manager) and the support team (project and programme assistants) will be responsible for:  
· Providing evaluator/s with timely access to all relevant project documents and facilitating the initial preparations, including identifying relevant stakeholders and organizing the agenda. 
· Arranging meetings with the stakeholders for data collection and lessons learnt debriefing. 
· Managing the evaluation process, including feedback and comments to the evaluation matrix and draft evaluation report. 
· Complete the management response to the evaluation to address issues or challenges flagged by the evaluator/s. 

Time schedule
The evaluation will be conducted within 25 working days between 13 March to 20 May 2026. The tentative allocation of time for deliverables is as follows: 

	Activity
	Responsible party
	Submission date 

	Inception Report (including Evaluation Matrix, methodology, tools, interview list) – preparation and review with Evaluation Manager
	Evaluator/s (review by Evaluation Manager)
	 31 March

	Draft Evaluation Report – analysis and submission to Evaluation Reference Group
	Evaluator/s (review by IOM Evaluation Reference Group)
	6 May

	Final Evaluation Report (max 30 pages, including visuals, annexes, feedback incorporated)
	Evaluator/s (review by IOM Evaluation Reference Group)
	15 May

	Two-page Evaluation Brief (English & Georgian)
	Evaluator/s (review by IOM Evaluation Reference Group)
	15 May

	Online Debriefing with stakeholders
	Evaluator/s and IOM
	18 May

	Final consultancy report
	Evaluator/s and IOM
	20 May




Travel required
No additional resources will be allocated for travel expenses and these will be covered under the consultancy fee.

Competencies 
Values
· Inclusion and respect for diversity: respects and promotes individual and cultural differences; encourages diversity and inclusion wherever possible.
· Integrity and transparency: maintains high ethical standards and acts in a manner consistent with organizational principles/rules and standards of conduct.
· Professionalism: demonstrates ability to work in a composed, competent and committed manner and exercises careful judgment in meeting day-to-day challenges.
Core Competencies – behavioural indicators
· Teamwork: develops and promotes effective collaboration within and across units to achieve shared goals and optimize results.
· Delivering results: produces and delivers quality results in a service-oriented and timely manner; is action-oriented and committed to achieving agreed outcomes.
· Managing and sharing knowledge: continuously seeks to learn, share knowledge and innovate.
· Accountability: takes ownership for achieving the Organization’s priorities and assumes responsibility for own action and delegated work.
· Communication: encourages and contributes to clear and open communication; explains complex matters in an informative, inspiring and motivational way.

