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Introduction

Serbia, a country under negotiations for EU accession, continues to be under pressure in the management of irregular
and mixed migration flows due to its geographic location in the Western Balkan region. From September? 2016 to June
2019, the European Asylum Support Office (EASO) has provided capacity building support to Serbia as part of the
EU/IPA project “Regional Support to Protection - Sensitive Migration Management in the Western Balkans and
Turkey”, implemented jointly by EASO, Frontex, IOM and UNHCR. EASO offers support relating to asylum and reception
processes such as access to procedure, Country of Origin Information (COI), examination procedures and reception?.
The Roadmap has developed a tailor-made type of cooperation and response, closely related to accession related
needs.

This evaluation was conducted by the EASO Programming, Monitoring and Evaluation Sector (PMES) in collaboration
with the Third Country Support Sector of the Horizontal Operations and External Dimension Unit in the period
November 2019-January 2020. This internal evaluation aims at providing stakeholders with evidence and analytical
elements about the performance, good practices and lessons learned in view of future similar initiatives. The main
purpose of this internal evaluation is to take stock of the achievements of the Roadmap by paying special attention to
the relevance, effectiveness, and efficiency of the interventions. Additional focus is also put on the coherence of the
Roadmaps being part of the regional EU IPA project, complementarity between EASO support and other actors
involved in Serbia, and added value of EASO.

This evaluation extracts evidence based on document review, in-depth interviews with internal EASO staff, semi-
structured stakeholder interviews with Serbian institutional interlocutors (including a mission in Serbia), and findings
from participant survey forms including quantitative and qualitative feedback on national and regional trainings. This
evaluation remains limited in nature because of its internal character, reduced data collection approaches, and
complex and limited intervention logic.

Findings

The EASO-Serbia Roadmap applied a participatory approach where EASO and national authorities collaborated in the
drafting and identification of areas of cooperation. Following information exchanges and visits, areas of cooperation
and activities were identified.

The Serbia Roadmap is organised around eight areas of action, which encompass the following areas of asylum and
reception: legal framework (Action 1), institutional and organisational framework (Action 2), access to procedure
(Action 3), examination procedure (Action 4), appeals (Action 5), reception (action 6), identification of persons with
special needs and unaccompanied children (Action 7), and contingency planning (action 8). These eight areas of action
contributed to interventions 3 and 4 of the EU IPA |l project, which refer to setting up a national referral system and
EU compatible systems on international protection, respectively.

The eight actions of the Roadmap are defined around 45 activities®, which can ex-post be organised around an
intervention logic consisting of three main output areas:

- 31 capacity building activities: national and regional trainings, workshops, information sessions, on-the-job
coaching, round-table discussions and study visits;

! The Project was signed in December 2015, but the actual implementation started in September 2016 after the first instalment of funds from
Frontex to EASO.

2 The Roadmap goes beyond the IPAIl Project; it is embedded in it as it addresses the objectives set under the project and is mentioned in the
IPA activity plan and was financed with a mix of EASO own’ funds and the IPA funds of the project.

3 A number of activities were cross-referenced as they served multiple action objectives Activities also included regional interventions under
the IPA activity plan.
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- Seven institutional support activities: the development of primary legislation, support to the development of
a monitoring and evaluation system on the implementation of the Law on Asylum and Temporary Protection
(2 activities), the harmonisation of the Swedish Twinning project’s procedural guide with relevant EASO tools
and support to a contingency plan;

- Translation of EASO tools and guidelines: seven activities referred to the translation and proofreading of EASO
tools.

In terms of effectiveness, the Roadmap has delivered its main activities at output and “action” level, with 33 activities
implemented, 8 partially implemented and 4 not completed with justification. In terms of institutional support,
implementation varied depending on changing preconditions such as the enactment of new legislation. Feedback on
satisfaction from the capacity building activities was highly positive, with national and regional trainings scoring an
average of 96% and 95% respectively on the participant surveys. In terms of translations, most materials were at
different stages of development towards completion by the end of the Roadmap. EASO has, overall, delivered most of
its intended activities, and where necessary, has shown flexibility in adapting to changing circumstances.

With regards to efficiency, the overall 2016-2019 IPAIl project had a slow start, but a no-cost extension from January
2019 to June 2019, allowed more time for implementation. The EASO project team was challenged with a number of
elements, such as temporary staff shortages, collaborative workflows. Unlike other project IPA project partners, EASO
implemented all activities directly, which involved a complex workload but also more control over expenditure and
visibility.

The feedback received from the capacity building activities (sample of 12 national and five regional) showed high
scores with all ranking over 80%, with similar scores for categories such as quality, content, objectives, questions and
answers, venue, outcome and other activities. Institutional support was provided where the preconditions were met.
EASO for example was able to build on results of a Swedish twinning project to share its expertise. EASO’s support in
developing a monitoring and evaluation system of the implementation of the Law on Asylum and Temporary
Protection was concluded in June 2019, representing an important initial step. Not all translations were completed
due to several reasons, including the lack of a proofreading contract in place, coordination and workflow challenges.

In terms of relevance, multiple needs assessments in the period 2016-2017 contributed to a country-adapted
Roadmap. The Serbia Roadmap was prepared through a number of EASO-led needs assessment missions, which
matched priorities with EASO-expertise in asylum procedure, reception, special needs and contingency planning. The
final Roadmap, jointly prepared, includes most of the elements requested by the authorities during the different
consultations.

Participants in the capacity building activities reported a high level of relevance of the activity with their expectations
and relevance with their work. Taking survey data from a sample of five regional and twelve national capacity building
activities, an average of 97% is given on relevance, with five national activities achieving 100% consensus. With 45
actions planned under the Roadmap, there is a need to pay due consideration to the proportionality and number of
activities considering the timeframe. Taking into account capacity challenges, a longer-term planning and prioritisation
exercise would be beneficial to allow increased absorption capacity and application of knowledge.

Evaluation respondents recognised the added value EASO brings due to its unique mandate as an EU Agency in the
context of asylum and reception and its access to a systematic approach for the practical operationalisation of CEAS.
With the Roadmap including elements from the EU-Serbia Chapter 24 Action plan, the project can be considered as
coherent to EU policies. One of the major potential advantages of the Roadmap is that it refers to complementary and
coordination with other implementing agencies and actors; and this area can be further enhanced.

The current evaluation cannot express much about the impact level as the intervention logic is limited to the activity
level. While legal reforms are undertaken, it is out of the scope of this evaluation to assess their practical application.
There is, however, recognition from the partner organisations that EASO has contributed to a certain extent to a new
direction of Serbia towards international protection.

Conclusions and recommendations

The EASO-Serbia Roadmap allowed EASO and Serbia to accompany a wide arrange of national stakeholders in a
portfolio of CEAS related support, contributing to the overall EU accession preparation agenda. There were a number
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of challenges, including the absence of more formalised working arrangements, limited size and absorption capacity,
and a complex inter-institutional context involving multiple actors and agendas.

Introducing the EASO-Serbia Roadmap had multiple advantages as it strategically positioned leading implementing
partners around complementary activities in support of Serbian EU-compatible asylum and reception policies and
practices. In this multi-agency/partners set-up, EASO has shared its identity and expertise. EASO had to delicately
balance proportionality when supporting Serbia, and with no in-country presence, it could not optimise all
collaboration and synergy opportunities, also linked with communication challenges.

Most interventions, and in particular the capacity building activities, received very positive reviews. When taking into
account changing preconditions, all outputs score very high on relevance and added value. Some of the interventions
can be enhanced in terms of efficiency and effectiveness and this can be achieved when improving focus, workflows,
business continuity, communication, coordination and follow-up of activities. Most of the activities had solid
coherence, though there is the potential to generate more timely and fit-for-purpose translations. Overall, feedback
from all stakeholders and evaluations available were very favourable towards the EASO Serbia Roadmap.

The current internal final evaluation proposes the following recommendations:

1. The positive findings of the current evaluation call for an enhanced EASO-Serbia partnership on asylum and
reception;
This recommendation includes ensuring long-term predictability of the EASO-Serbia cooperation, securing budget and human
resources, and further participation of Serbian counterparts in EASO networks.
2. The scope of the roadmap needs to be better articulated;
This includes ensuring clarification of the scope for future similar Roadmaps, exploring the design of future capacity building
activities around different result layers and limiting “Roadmap-transition” periods to ensure formalised continuity.

3. The Roadmap intervention logic needs better alignment with related Planning or Strategic documents such as
the Chapter 24 Action Plan;
This includes as well clarifying which activities will be achieved at regional or national levels and simplifying the design of the
Roadmap intervention logic and formulation.

4. The operationalisation of capacity building activities needs to be adapted to the context and capacities;
This includes finding sustainable ways of delivering activities, optimising investments in train the trainers in view of staff turnover,
ensuring timely translations in preparation of national trainings, and participant profiling and selection.

5. Collaboration within EASO has proven instrumental but can be further enhanced;
This recommendation includes enhancing a balanced involvement of the relevant EASO Units, applying harmonised evaluation
tools for training activities and ensuring they are shared, and collaborating towards a training work plan clarifying roles and
division of work.

6. There is a need for better coordination, communication and follow-up;
Coordination should take into account the multiple national actors, the formalisation of the Roadmap as a way to increase
ownership between EASO and national authorities, as well as enhance its visibility.

7. Develop an improved but light monitoring system allowing smooth follow-up;
This recommendation includes defining a monitoring plan, ensuring the use of result and process indicators, harmonising activity
feedback surveys, monitoring the overall outcome and follow-up actions beyond the different activities, and enhancing a better
results-based budget monitoring tool.

8. Transform needs assessment findings into priority results and leverage interventions with in-house high value
expertise.
There is a need to focus where support is most needed from scale and CEAS standard perspectives. There is scope to further
articulate in a more results-oriented way the different EASO outputs building on its added value. EASO should aim at reducing
administrative workflows in favour of expanding in-house expertise and widening the nature of its interventions.
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Disclaimers

The sole responsibility for this report lies with the author. The EUAA is not responsible for any use that
may be made of the information contained therein.

This report includes non-validated operational data provided to the evaluators during data collection.
Some data may differ from those presented in other reports because such data may have been
updated through subsequent internal data reviews or validation exercises.

This page was added to the report on 12/08/2024
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