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Executive Summary 
The Operating Plan for Italy 2018 was implemented during a year when many changes occurred 
in Italy – in terms of actual migration flows but also in terms of political decisions and new 
legislation being put in place. At the same time EASO as an organisation was being challenged on 
an executive level, which did not facilitate the decision-making procedures and overall 
management between HQ and EASO Rome. Bearing that in mind and considering the increase in 
actual support actions in a multifaceted complex set-up, EASO has made a great effort in 
delivering the support actions foreseen in Italy and performed generally well. 
 
Since there were operations in so many different geographical parts of Italy the overall 
management was a big challenge. Here the coordination work with the national stakeholders is 
overall considered well-functioning but has, during the time of management change in the EASO 
Rome Office, proved to be less sustainable. The development of information and support tools 
by EASO should be particularly noted. The on-line system (IDS Platform) the IDS platform 
received high scores from MS Experts. Almost 90% considered the system to be good or very 
good.  
 
As there were no indicators set in the OP 2018 the evaluation is based partly on indicators 
developed by EASO in a monitoring tool during the implementation and partly on other 
measurements considered important by the evaluator. One measurement has been the overall 
resources spent on the different measures.  The overall conclusion is that the implementation of 
the OP is expensive, partly due to the EASO regulation not foreseeing these long-term support 
actions, partly due to the need to outsource tasks to external service providers. 
 
The collection of production data is also part of a quite complex and manual reporting system. It 
is important that both the reporting and receiving side receives regular feed-back on the 
efficiency and necessity of the reporting system not to overload the reporting system with data 
that eventually cannot be verified or trusted.  
 
Since OP 2018 was a continuation and development of OP 2017 one could have expected a more 
detailed needs assessment based on the experience from the field. Also, the inclusion of a more 
developed logical framework approach would have been useful for the implementation. It is 
therefore positive that substantial work on a needs assessment and a more developed planning 
framework has been initiated in parallel with the implementation of OP 2018. 
 
Drawing on the experience from Italy when managing future operations in Member States, 
possibly under the hat of a more comprehensive EUAA regulation, it will be important to 
distinguish between some type of emergency support and more long-term support. 

Recommendations 
The recommendations are summarised below. See chapter 4 for further details. 
 
1. Ensure that the quality of registrations is maintained and developed 
2. Focus on process and quality management 
3. Review the use of interim staff 
4. Develop the report system centrally 
5. Continue using and develop the EASO IDS Platform 
6. Reshape the system of EASO domestic training – ensure cost efficiency 
7. Enhance the co-ordination forum/framework 
8. Apply a logical framework approach to all planning processes - also in change management 
9. Evaluate the use of cultural mediators 
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1. Introduction and methodology  
Following an internal evaluation exercise of the 2017 Operative Plans (Ops) for both Italy and 
Greece conducted by the EASO Monitoring and Evaluation Sector (MES), it was suggested that an 
internal evaluation exercise may remain limited. In order to ensure a high degree of evaluative 
independence and objectivity, EASO decided to contract external experts to perform formal 
evaluations of EASO’s operating plans, other operations and projects. For the implementation of 
these external evaluations, remunerated experts were selected. This summary report focuses on 
the evaluation of OP 2018 for Italy and was produced by the external expert, Mr. Ulrik Åshuvud. 
The report has been developed based on the information gathered and discussions held at the 
kick-off meeting on 10-11 December 2018 in Valletta, the field missions to Italy (Rome, Catania, 
Milano) carried out during the second half of January 2019 as well as through direct contact with 
EASO staff providing background documents and planning support. 
 
The evaluation shall include a summative overview of the level of achievement of the planned 
outputs under the OP 2018 in Italy, an analytical appreciation of the relevance, effectiveness, 
efficiency, sustainability and possible impact of the interventions and recommendations for 
future interventions taking into account strengths and weaknesses leading to good practices and 
lessons learned. 
 
The methodology proposed by EASO, and agreed by the external evaluator, stated that the 
evaluation exercise should rely on data generated from three major activities, namely; a desk 
review, stakeholder interviews with internal EASO Union Contact Point and Operational Unit 
(OPU) team members based in Italy, and stakeholder interviews with local institutional 
interlocutors. The evaluator in addition collected feed-back from Member State experts who had 
been part of the implementation of OP 2018. 136 national experts and 6 individual experts were 
deployed during 2018 from 19 different Member States. 

2. Key findings1 

2.1 IT 1: Support for the provision of relevant information to potential applicants for 
international protection and identification of persons with special needs 
The measure should focus on providing accurate information to potential applicants for 
international protection on the procedure for international protection with a focus on the Dublin 
procedure. 6% of the costs2 were spent on this measure. Below is a summary3 on how the 
resources were used. 
  

 
Figure 1: MS Experts deployed for IT 1   Figure 2: Information provided to 24 492 persons  

 
1 Measures IT 1-7, since measure IT 8 was very limited details on that is only included in the full report. 
2 Further details on the costs can be found in the full report, including estimated costs per case and 
workday. 
3 If not stated otherwise the figures and numbers are from EASO Power BI. 
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It can be deducted that around 16 persons were informed per workday. According to the 
summary costs per measure, made available by EASO Rome, a total of 1 492 631 EUR were spent 
under this measure. Bearing in mind that many persons were not informed individually in an 
environment where the integrity of the person can be ensured the cost should be deemed high. 
In many cases only an information leaflet would be handed over. 
 
 
 
 
 
 
 
 

 
 
 
 

 
Figure 3: Graphs with de-briefing replies from MS Experts4 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
4 Based on 136 de-briefing reports from MS experts the evaluator made a digital compilation of the 
answers received per measure. Additional replies from the de-briefing reports are available in the full 
report and in the summary report only two replies on workload and the working relationship with the 
Italian authorities are included. The de-briefing questionnaire was developed by EASO and used 
throughout 2018. 
 

Relevance - Good: At the time when the measure was planned there were still substantial arrivals 
to Italy, although there had been a gradual shift towards lower numbers. Providing information to 
potential applicants for international protection cannot be questioned as such - it is always 
relevant. But the use of MS Experts for this type of measure might not be so relevant. Is it such a 
complex activity that you need to bring in MS Experts at a fairly high cost? 

Effectiveness - Fair: This can only be measured against the foreseen expert deployment and to 
what extent this became a reality since there was no training component for Italian stakeholders in 
this measure. The average number of working days was 42. The foreseen duration of deployment 
was 60 days (including weekends) which means that the target was met in terms of average 
deployment time.  

Efficiency - Fair: Looking at the overall costs it can be deducted that the unit cost per person 
informed is substantial. Bearing in mind that the information provided is not of a particular set 
standard, but rather ad hoc during landings and visits to reception centres, and at the same time 
mainly performed by MS Experts with all the logistics linked to each deployment, the efficiency can 
be questioned.  

Impact - Non-measurable: The impact is not possible to measure since there is no follow-up of the 
persons being informed, and how that affects the continued processing of the cases. However, by 
providing information at an early stage, the applicants in need of international protection ought to 
be channelled more quickly to the correct procedure. Furthermore, the applicants should be able to 
take more informed decisions in relation to the Dublin process. 

Sustainability - Unsatisfactory (if continued)/Good (since the measure was discontinued): Since 
the measure did not foresee any capacity building of local resources that could remain over time 
and be revitalised once needed in the future the overall sustainability is unsatisfactory. Some 
transfer of knowledge was done to staff of reception centres but was not part of a planned and 
sustainable intervention. To ensure future sustainability a multi-lingual tool for information 
provision, preferably digital, could be developed by EASO to be used by different stakeholders. 
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2.2 IT 2: Support for handling registration of applications for international protection 
The measure should focus on 

• that applicants for international protection (including Dublin and relocation cases) have 
their application for international protection registered in a timely manner and that the 
complete file is uploaded in the Italian case handling system, Vestanet 

• capacity support and practical assistance to the local Questura to address the backlog in 
registration of applications for international protection 

• training of immigration police and border police operators on access to the asylum 
system. 

 
43% of the costs were spent on this measure. With 
a total number of registrations of 22 821 it means 
that, if registration was considered as the only task 
requested, the productivity was in average 
1,6 registrations per work day all experts included. 
It should in this context be noted that the interim 
experts also assist with other matters in the 
Questure, which affects the possibility to carry out 
registrations. The productivity differs also 
substantially between different locations with 
5 registrations per work day as the highest. 

Figure 4: MS Experts deployed for IT2  
 
 
 
 
 
 
 
 
 
 
 

 
Figure 5: Graphs with de-briefing replies from MS Experts.  
 
 
 

 

Relevance - Good: Being a part of the formal asylum process by providing support in the initial 
registration stage is relevant. To ensure that applicants for international protection are registered 
as soon as possible is important for any asylum system. The challenge is to be able to integrate 
external resources into a national system which is under pressure. 

Effectiveness - Good: Even if only 5o% of the planned interim resources were deployed a 
substantial total number of registrations were made. The decision to only deploy a lower number of 
interims was taken by EASO and bearing in mind the overall production it was a good decision. In 
addition to the experts deployed regional training of police officers have been organised in eight 
different locations with a generally good participation. In this context the cost of the trainings and 
the overall way they were organised should be taken into consideration. Special observations about 
training costs are found under the recommendations. 
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2.3 IT 3: Support to the National Asylum Commission (NAC) and Territorial 
Commissions (TC) 
The measure should focus on enhancing pre-interview capacity within the Territorial 
Commissions (TC), post-interview capacity within the TC capacity of the TCs - in view of file 
preparation for the representation at 2nd instance, capacity of the staff of NAC, TCs and sections 
to implement the CEAS, capacity of the COI Unit in NAC and 6 workshops should be carried out. 
24 % of the costs were spent on this measure.  

 
A total of 91 532 different forms of support 
actions were completed. For this measure only 
interim experts were deployed. The first 50 case 
workers started in February/March 2018 
together with interims supporting NAC. As late 
as in November another 50 interims were 
deployed. The deployment delay was outside 
the control of EASO. 
 
15 825 workdays were spent on this measure 
during 2018, which means that around 6 support 
actions were made per workday. It should be 
noted that the actions are quite different from 
each other and many more on the 
administrative side. The tasks performed also 
differ substantially between different TCs, and 
the interims do not formally participate in the 
decision-making or the work of the college of 
the TC. 

Figure 6: Support actions to Territorial Commissions 
 

Efficiency - Fair: If registration was considered as the only task requested, the overall production 
per spent workday is as low as 1,6 registrations/day when calculated based on the figures available. 
From an efficiency point of view that would be very low. The efficiency differs quite substantially 
depending on the duty station which ought to be examined in the continued implementation. It is 
suggested that official production data on other tasks are also compiled in EASO PowerBi to have an 
overview of all tasks performed in IT2 and how that affects the main task of completing formal 
registrations. 

Impact - Good: EASO has brought in substantial resources and assisted in the back-log of 
registrations. Of a total of 56 161 asylum applications lodged in 2018, EASO offered its support for 
22 821 registrations or 41% of the overall number. The most important impact is however on the 
quality of registrations, and the development of a more elaborated registration, in the Italian 
system called “C3”.  

Sustainability - Unsatisfactory: During the interviews the evaluator brought up the question of the 
more elaborated C3 form and how that work will be integrated into the work of the concerned 
Questura. Generally, the answer was that, when the EASO interim staff leaves, the police will not be 
able to continue with the new C3, and they will revert to a more basic registration procedure. The 
sustainability is unsatisfactory for two reasons, the Questure have more or less “handed over” the 
work with registrations to the EASO interim staff, and there is at this stage no guarantee that the 
developed working methods will be continued. 
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2.4 IT 4: Enhancing capacity processing of Dublin cases 
The measure should focus on providing support for processing of Dublin cases and possibly to 
relocation cases under the voluntary relocation scheme and providing operational trainings on 
Dublin procedures. 7 % of the costs were spent on this measure. 

 
The MS experts were supposed to have an 
average deployment duration of 60 days 
and if you exclude the interim experts the 
average duration was 44 work days which 
is more or less equivalent of 60 week days. 
In total, with the interim experts, 2 787 
work days were spent on this measure. 
15 178 Dublin case handling activities were 
recorded by the MS and interim Experts 
during 2018. Most of EASO’s support 
focused on the Dublin outgoing procedure 
with a total of 10 863 support actions 
logged.  

Figure 7: Case handling support to the Dublin Unit  
 
 
 
 
 
 

Relevance – Very good: The back-log of cases in the first instance of the Italian system was at the 
end of 2017 very high and to focus on that aspect is highly relevant for the overall functioning of the 
asylum process. At the end of 2018, a total number of 82 311 cases were still awaiting a first-
instance decision, making Italy the first EU+ country in terms of pending cases at first instance with 
over 18 % of the EU+ total. This constituted a sharp decrease from the figure recorded at the end of 
2017 (149 006, -66 695) when the share in the overall EU total was still close to a third of all 
pending cases. 

Effectiveness - Fair: The first 50 interims were deployed in time and were actually under 
recruitment before the final plan was signed. Work instructions were developed to ensure clarity of 
how the case workers should work and what tasks they could be involved in. The instructions were 
developed primarily for the case workers. Compared to the plan in the OP there was a substantial 
delay until all 100 experts were deployed. This was mainly for reasons outside the control of EASO 
Rome. The training and support to the COI Unit was delivered as foreseen. 

Efficiency - Fair: The cost of employing interim staff is quite high compared to normal civil servants. 
The monthly salaries, most probably due to the short-term contracts offered, were substantially 
higher than for the equivalent civil servant according to information received on the salary levels. 
However, what brings down the efficiency further is the use of competent and professional human 
resources for many administrative duties and that only an average of 6 support actions (of varying 
degree) were performed per work day. 

Impact - Good: According to the information received the work performed by the case workers has 
contributed to that the back-log is starting to decrease since many of the tasks performed, led to 
that the overall case handling became more efficient. This was mainly due to that the interim case 
workers worked with the flow of the cases, assisted with putting the files in order and prepared 
that necessary registrations were made to close the case. 

Sustainability - Fair: One would have hoped that the interims working in the different TCs would be 
able to be absorbed as permanent staff. However, since the competition for the expansion of staff 
in the TCs took place earlier, most of the interims fall outside the formal scope of recruitment. That 
means that most of the interims will leave once the permanent recruitment has been completed 
and a lot of competence will be lost.  
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Figure 8: Graphs with de-briefing replies from MS Experts 

 
Summary comment on de-briefing replies from MS Experts 
EASO received high positive scores for the workload in the Dublin Unit under IT4 – considerably 
higher than for IT1 and IT2, meaning that workload is more well balanced and in line with the 
capacity and competence of the MS Experts. You can also compare the replies to the overall 
production in measures IT1 and IT2 for which the overall productivity was quite low.  
 

 
 

2.5 IT 5: Strengthening the reception capacity 
The measure should ensure uniformity in the rules related to accommodation of applicants for 
international protection between the different entities managing the reception centres and 
enhancing the operational capacity of the Central Directorate of Services for Immigration and 
Asylum. 3 % of the costs were spent on this measure. 
 
It has been difficult during the interviews to receive information on actual results more than that 
the interim staff is assisting and performing well in the different units they are working in. They 
work mainly with finance and legal matters, as well with statistics. The deployment has increased 
over the year and it was first after the summer of 2018 it started to reach the numbers foreseen. 

Relevance – Good: EASO support in the field of Dublin cases does not only provide assistance to the 
Italian authorities but also builds stronger links between the concerned MS and Italy in the daily 
Dublin cooperation. So, it is relevant in two different aspects. However, support to the Dublin Unit 
in Italy has been provided also bilaterally for many years before 2015 (mainly through liaison 
officers) and it is therefore surprising that EASO also provides continued support. 

Effectiveness - Good: Overall the planned activities were carried out as foreseen both as far as 
expertise support and training was concerned. It was noted from the Italian stakeholders that the 
work performed by MS Experts had developed in a positive way since 2015. They were happy that 
EASO also took care of the coordination of the deployment of experts and felt that the planning was 
better for 2018 than 2017. 

Efficiency - Good: The cost per case handled is higher than under IT 1, but this involves much more 
formal case handling and closed cases. In addition, the added value through the strengthening of 
the operative Dublin cooperation should be taken into consideration. 

Impact - Good: The Italian stakeholder has noted that there is a clear increase in the acceptance of 
outgoing Dublin cases during 2018. This is attributed in particular to the support provided by the 
EASO experts. 

Sustainability - Fair: As with any deployment there is a need to ensure that somebody can take 
over and continue the work when the experts are not there. It is therefore important for EASO to 
have a dialogue, in particular with the Dublin Unit, on ensuring sustainable resources for the Dublin 
Unit. During the discussions with the different stakeholders no such plan could be noted. Bearing in 
mind that many of the Italian staff is linked to special AMIF funding there is a risk that the staff will 
decrease again when the AMIF funding ends. 

 

 



Summary Report  9 
   
In total 1283 workdays were recorded during 2018. The work where it was clear that the extra 
resources had made a difference was the follow-up of the funding to different reception centres 
(SPRA) where substantial sums could be recovered from concerned municipalities due to less 
spending than foreseen. The interims were directly involved in that work. 
 

 
 

2.6 IT 6: Strengthening the capacity for reception of unaccompanied minors 
The measure should increase the sharing of best practices and tools at regional/local level with 
different stakeholders involved in reception of UAM and enhance the operational capacity of the 
Mission Structure for Reception of UAM. 3% of the costs were spent on this measure. 
 
The interim staff was deployed from April 2018 and with a gradual increase with the 3 interim 
staff foreseen. In total 496 interim work days were provided. 6 out of the foreseen 10 trainings 
were completed. The trainings were directed towards reception centres for UAM. 3 regional 
workshops, with direct support and participation from EASO HQ, were also carried out where 
best practices and other knowledge was shared. A draft handbook was also completed. 
 

 

Relevance – Very good: The interim staff provided a targeted support to this part of DCLI focusing 
on the reception of UAM. Bearing in mind the importance of the question and as well the need for 
Italy to improve in the field of UAM the relevance was very good, in particular since it was carried 
out as a nationally co-ordinated measure. The national stakeholder was very satisfied with the 
quality of work. 

Effectiveness - Good: The main objective to increase the sharing of best practices and tools at 
regional/local level with different stakeholders involved in reception of UAM was met through both 
the workshops carried out, but also with the distribution of the handbook. The national stakeholder 
also described how the operational capacity had improved through the support. 

Efficiency - Good: Excluding the actual costs for the Italian participation in the trainings (see under 
3.9) the resources were well spent and were highly appreciated. This special function of DCLI 
worked closely together with the interims as well as EASO Rome ensuring an efficient co-ordination. 

 

Relevance - Fair: The interim resources could assist directly in the central administration with 
professional tasks that needed special attention. As long as those tasks are necessary the 
intervention is relevant. However, just sending interim resources to a central administration could 
potentially be irrelevant if co-ordination on the receiving side is not ensured. Therefore, there is a 
need of a close follow-up of this type of deployment. 

Effectiveness - Fair: Less interim staff were deployed than originally planned which led to savings in 
the overall budget. Whether the deployment as such ensures uniformity in the rules related to 
accommodation of applicants for international protection between the different entities managing 
the reception centres is hard to measure 

Efficiency - Good: Bearing in mind the limited resources spent during 2018, but where interims 
have the opportunity to assist in national matters linked to the reception system it could be 
deemed efficient. This very much depends on the tasks at hand, however, in communicating with 
the interim officers they were generally content with the professional tasks they were given. 

Impact – Non-measurable: It would, if possible, during 2019 be interesting to follow-up on the work 
of SPRAR funding to see to what extent it has resulted in funds being transferred back or re-
assigned to other parts of the reception system. 

Sustainability - Good: There is a possibility that the tasks performed by the interims at a central 
level can be benefitted by a larger audience. Furthermore, since they are working in an integrated 
manner with other permanent staff and can perform more or less the same duties, knowledge and 
competence between the permanent staff and the interims can be transferred. It is also more likely 
that some of the interims are observed in other recruitment processes and can thereby continue 
working in the administration. 
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2.7 IT 7: Strengthening the capacity of the Ombudsperson for Children and Adolescents 
to implement protection measures for unaccompanied children 
The measure should support the implementation of the provisions of Law No 47/2017 with 
awareness raising activities at national level aimed at recruitment of volunteer guardians and by 
providing operational support in selection and training of volunteer guardians. 2% of the costs 
were spent on this measure. 
 
Only 1 interim staff was deployed for 219 work days according to the data available compared to 
the foreseen 8 interims. However, when interviewing the national stakeholder, they had not 
expected more than one interim so here there was a change. Instead of 6 trainings, a total of 10 
trainings were completed, but the concept changed to 3 days as 4 days were deemed too long 
for volunteer training. A total of 309 volunteers were trained. A planned awareness campaign 
was cancelled in March 2018 since the stakeholder considered that there was no need for such a 
campaign. A handbook for trainers and trainees was ready and delivered in October 2018. 
 

 
 

Relevance – Very good: EASO provided a timely and flexible support to the Ombudsperson in an 
important subject matter. At the same time the Ombudsperson had created and received funding 
for an AMIF project for awareness raising and consequently this was taken out. Also, the fact that 
the Ombudsperson received additional national resources was evidence that this was and remains a 
priority.  

Effectiveness - Good: The activities/deliverables that were foreseen were adjusted and delivered in 
close cooperation with the Ombudsperson.  

Efficiency - Good: According to the Ombudsperson a high percentage of the trained were very 
satisfied with the trainings. All participants passed the final test included in the training which 
means that 309 volunteers were certified. However, looking at the cost break down for the 
meetings, excluding other costs for experts, the cost for the meeting venues was 606 EUR per 
participant which is on the high side considering the type of training conducted and that most 
trainings were held during the week-end. This is linked to the issue with the European service 
provider of conferences, which was particularly mentioned also by the Ombudsperson 

Impact – Very good: There is a high chance that the impact of the work carried out will result in 
more UAM in Italy being assigned a well-trained volunteer guardian. This will help the UAM in 
his/her daily life but also make it possible that processing of the asylum cases of UAM will be 
improved through a targeted and informed support. 

Sustainability – Very good: The Ombudsperson pointed herself to the fact that the Handbook is 
there to be used over the foreseeable future, and that more national resources had been made 
available so that the Ombudsperson could continue training and other awareness activities on their 
own. The only interim that worked with the measure has been employed by the agency. 

 

 

Impact – Good: It is as usual difficult to measure based on this type of overall evaluation, but 
considering the comments received from the stakeholder with concrete examples from both the 
statistical support as well as successful trainings a good impact is likely. Overall there was a positive 
and energetic vibe linked to the measure which was noted by the evaluator. 

Sustainability - Good: Since there is a handbook prepared and permanent staff can process 
statistical data in a more efficient way a good level and understanding of sustainability was noted. 
Also, the best practice linked to how the trainings were carried out can be repeated. 
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2.8 Special observations concerning training and workshop costs for Italian civil 
servants under all measures 
Looking at the overall costs for training substantial sums have been dispersed, for example for 
the renting of training venues - around 719 000 EUR in total. In total 1246 Italian civil servants 
have been trained during 2018, see Figure 9. 
 

 

 
Figure 9: Number of Italian civil servants participating in workshops and trainings under each measure 

 
EASO covered the costs for venue and catering (when applicable), interpretation (when 
applicable) and the reimbursement of training and workshop participants not living in the 
municipality where the training was organized. 
 
According to the rules applied by EASO each expert (=training participant from Italy) is entitled to 
a lump sum per day plus 2 days of travel, despite the fact that he/she travelled the same day or 
not. EASO does not require any supporting documents. For a 2-day training or workshop, when 
there is no lunch organised, a participant would normally receive 980 EUR to their private 
account. How much of this money was then used by each civil servant to actually pay for entailed 
costs is not known. A proposal on how to set this up in the future should be urgently developed 
and be applied for all types of domestic trainings and workshops carried out by EASO. 

3. Conclusions 
Substantial human and financial resources were invested in the implementation of OP 2018. 
It can be overall concluded that EASO has made a great effort in delivering the support actions 
foreseen in Italy and generally performed well.  
 
Important aspects to be considered in the continued work in Italy is  

• the overall responsibility for the management of interim staff (including the substantial 
costs),  

• the training costs for training of civil servants from the concerned Italian authorities, 
• the sustainability of some of the operative and hands-on measures once EASO will exit, 

even if gradually, 
• the national commitment, both political and in practice, to fulfil the improved 

procedures and case handling developed in co-operation between EASO and the 
stakeholders, 

• the actual future need for MS Expert support to Dublin cases, 
• the phasing out of direct EASO involvement in case handling and/or if continued ensure 

that the interim resources used have a clear possibility of being absorbed in the national 
system thereby safeguarding some sustainability. 
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The scores of the evaluation criteria can be found under each measure. The evaluator suggests 
that the scores should be read together with the comments made under each criterion. The main 
reason for this is the limited logical approach to the measures which in a number of cases put 
the scores out of context. For the purpose of providing an overview a summary of the scores of 
the evaluation criteria can be found below in Table 1. 
 
Measure  Relevance Effectiveness Efficiency Impact Sustainability 
IT 1 Good Fair Fair Non-

measurable 
Unsatisfactory 
(if continued) 

IT 2 Good Good Fair Good Unsatisfactory 
IT 3 Very good Fair Fair Good Fair 
IT 4 Good Good Good Good Fair 

IT 5 Good Fair Good Non- 
measurable Good 

IT 6 Very good Good Good Good Good 
IT 7 Very good Good Good Very good Very good 
IT 8 (all 
training) Good Good Unsatisfactory Non-

measurable 
Non-

measurable 
Table 1: Summary of the scores on Evaluation Criteria per Measure 
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4. Recommendations 
Recommendation 1: Ensure that the quality of registrations is maintained and developed 
There is a clear risk that the quality of registrations (C3) will deteriorate once EASO interims are 
not providing support to the registrations any longer. Here a more sustainable process 
management needs to be developed in collaboration with the concerned Italian authorities. This 
can only be made if there is a general acceptance at central level. Furthermore, the integrity of 
the applicant for international protection needs to be improved. Compare: Measure IT 2. 

Recommendation 2: Focus on process and quality management 
There should be a stronger focus on process and quality management rather than on production 
of cases and practical case handling support by EASO. Here MS Experts with a strong background 
from case management can be a valuable asset in collaboration with a national team of 
dedicated staff at central level. Simply, work more on central levels where support can give more 
sustainable effect if instructions and standards are rolled out nationally. Compare: Measures IT 2, 
IT 3 and IT 4. 

Recommendation 3: Review the use of interim staff 
Bearing in mind the challenges linked to the deployment of MS Experts it was decided to deploy 
interim staff hired locally in Italy. Without the use of interim staff some of the measures would 
probably not have been implemented. However, the costs of the interim staff are also 
substantially higher than for ordinary Italian civil servants. This is due to higher salaries for the 
interims (the reason being short-term contracts) and the fees paid to the service recruitment 
company. As mentioned in this report the actual tasks performed by the interim staff vary to a 
large degree depending on the location and management of the concerned Questura or TC. 
Compare: Measures with interim staff deployed. 

Recommendation 4: Develop the report system centrally 
Phase out the multi-layer manual reporting internally. Create a digital reporting platform where 
data is plugged in directly and if necessary other type of reporting can be added when needed. 
Ensure feed-back. When comparing the reports and data received both directly from EASO Rome 
and via the Power BI system it has become clear that the reported support actions are very 
different and not performed by everybody on a regular basis. That means that the quality of data 
differs substantially over time and depending on location. Simplify – rather less than more to 
report with a needs-based approach. Compare: Measures with recurrent data reported, in 
particular IT 1, IT 2, IT 3 and IT 4. 

Recommendation 5: Continue using and develop the EASO IDS Platform 
This is a good system that is not used to its full potential. The Platform can also be used more 
explicitly as useful tool in the daily management of the operation in Italy, such as the inclusion of 
formal decisions, minutes from management meetings, financial and monitoring documents etc.  
Compare: Feed-back from deployed experts. 

Recommendation 6: Reshape the system of EASO domestic training 
Reshape the system of EASO domestic training of national civil servants in Italy. Take a lead on 
this change based on the high costs recorded for the training and workshops completed in Italy 
during 2018. Responsibility and domestic costs should be transferred to the receiving side. The 
basis for the continued domestic training should be that EASO provides the training and the 
facilities linked to the training free of charge, but the costs linked to the participation (such as 
travel and accommodation) should be covered by the Italian authorities. In addition, it is 
recommended that aggregated data on training activities and results be compiled by EASO so 
that a separate evaluation of the impact of EASO training activities can be carried out in the 
future. Compare: All measures with domestic training. 
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Recommendation 7: Enhance the co-ordination forum/framework 
Create a co-ordination forum on senior national level with the national stakeholders (including 
concerned international organisations and other EU bodies) for joint monitoring, change 
management and communication of lessons learned/best practice. It was noted during the 
interviews that co-ordination during 2018 was to a large extent based on personal and direct 
contacts. Compare: All measures.  

Recommendation 8: Apply a logical framework approach to all planning processes - also in 
change management 
By using a logical framework approach (LFA), which can be an adapted and simplified model for 
EASO operations, change management will be more efficient. Ensure that monitoring efforts are 
followed-up and feed-back provided frequently. As has been stated throughout this evaluation 
there is a lack of logic between the input and the expected output. Ongoing efforts to apply a 
logical framework have been noted by the evaluator and the approach was partially applied to 
the planning process of the OP 2019. Compare: Methodology and planning process 

Recommendation 9: Evaluate the use of cultural mediators 
Overall the use of cultural mediators seems to be positive from an operational point of view, but 
the costs are high, and they are all born by EASO. The overall cost for cultural mediators was 4,34 
MEUR during 2018 which was 18% of the total amount spent. Having looked at the procedures 
for procurement and the planning of the use of cultural mediators it can, with the limited data 
available, be considered an inefficient way of ensuring interpretation services.  
Compare: Measures IT 1, IT 2 and IT 3. 
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