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Internal Review Report
Implementation of the EASO Operating Plan for Italy 2017

Prepared by the Planning and Evaluation Unit (PEU) of EASO.

l. INTRODUCTION

This internal review was undertaken by the Planning and Evaluation Unit (PEU) of the European Asylum Support
Office (EASO). It evaluates the implementation of the 2017 EASO Operating Plan (OP) for Italy, including its
Amendment No 1. This is not intended to be a comprehensive evaluation, but an internal review that covers a
summative overview of the activities and outputs undertaken. It aims at describing the main outputs achieved
within the OP and highlighting selected findings. The exercise aims at providing main recommendations in order
to contribute to EASQO’s planning and implementation of technical and operational assistance to the Member
States (MS) under disproportionate pressure. In total, EASO implemented about 14.5 million EUR in
commitments in Italy in 2017 under this OP.

The 2017 OP to ltaly, signed between EASO and Italy on 21 December 2016 outlines EASO’s support to the Italian
asylum and reception systems between in 2017. The plan includes a number of prioritized areas (described as
‘measures’), such as information provision to and registration of applicants for international protection, support
to the Italian Dublin Unit, support to the reception system, in particular with regards to unaccompanied minors
(UAMs) and professional development activities and study visits. Amendment No 1, signed on 24 July 2017,
outlines the support to the National Ombudsperson for Children and Adolescents.

The main challenges of the review are the limited time and resources available, including the lack of a structured
monitoring and evaluation strategy’, which contributed to the reduction of the scope of this exercise by
excluding elements such as the broader migration context, financial management?, human resources and
workflows. The methodology was limited to a desk review?® and selected interviews with national authorities,
selected partners and EASO staff working for the Operations Department. To this extent, it does not include
views of all stakeholders and beneficiaries. This review recognizes the challenge of evaluating OPs without
having targeted indicators in place from the start of the intervention. This shortcoming affects the availability of
relevant and detailed data for the review exercise.

Because of its limited scope, this assessment should mainly be considered as a tool to facilitate and catalyze
internal reflections and initiatives aiming at improving EASQO’s technical and operational assistance to Italy and
beyond.

1Such a strategy is under preparation in 2018 and therefore a more extensive evaluation will be possible towards the future.

2 |t is expected that the different auditing exercises cover these elements.

3 The figures indicated in this report mostly consist of operational data collated weekly by the coordination office in Rome on the basis
of EASO team inputs. For these reasons, discrepancies with official and validated data produced at national level according to different
methodologies or definitions may arise.
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The OP includes following 6 measures:

e Measure ITA 1: Support with the provision of relevant information to the potential applicants for
international protection;

e Measure ITA 2: Support with handling registration of applicants for international protection;

e Measure ITA 3: Support with handling outgoing Dublin take charge requests;

e Measure ITA 4: Strengthening the reception capacity, in particular with regard to unaccompanied
minors;

e Measure ITA 5: Professional development activities and study visits;

e Measure ITA 6: Evaluation of the implementation of the EASO Operating Plan to Italy.

1. FINDINGS

This chapter presents the main findings in relation to each of the criteria used to conduct the review exercise
with a breakdown by measure. In 2017, a total of 371 experts were deployed of which

e 34 experts for training and capacity building of the COI Unit;

e 327 experts were involved in procedures and tools.

Also 18 interim staff provided operational and related administrative support.

Measure ITA 1: Support with the provision of relevant information to potential applicants for international
protection

The Italian authorities benefited from EASO’s work in the provision of information on relocation and Dublin
procedures. The intervention of EASO proved adequate as it addressed a temporary gap in timely identifying
potential cases of relocation and Dublin.
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40,356 potential applicants targeted by EASO with information
. .. Pprovision under Measure ITA 1% EASO teams conducted 829
R information sessions and 630 visits to reception centers. Overall,
EASO’s intervention allowed the identification of 2,466 potential
relocation cases and 1,214 potential Dublin cases.
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Figures 1 and 2: The number of people provided information by EASO’s ASTs and their geographical distribution.

EASO deployed teams of MS experts and cultural mediators to specific locations in Italy to cover hotspots,
regional hubs and, going beyond the original plan, to reception centers in specific areas of intervention in Italy
to provide information to eligible applicants. Asylum Support Teams (AST) were deployed in Taranto, Pozzallo,
Trapani, Lampedusa and Messina, with additional mobile teams based in Sicily, Reggio Calabria and Rome
covering further locations based on needs.

EASQ’s organizational set up for information provision had to be adapted to the change of circumstances®.
Overall, EASO was able to react positively by boosting the capacity of mobile teams to visit reception centers
and mitigating the risks of inefficiency in maintaining staff in the hotspots at all times. However, there remain
inefficiencies due to the high level of mobility and varying quality of the MS experts. The level of expertise
required for certain tasks could have been delegated to -potentially less expensive- local employment
alternatives.

While EASO contributed in raising awareness and knowledge of the several actors involved in this activity (e.g.
hotspot immigration police and reception centers were not specifically looking out for potential Dublin
candidates and occasionally did not have proper information about Dublin procedures), the OP did not foresee
any element of sustainability in the implementation of the information provision activity. None of the Italian
institutions involved was systematically targeted with capacity building exercises for a potential handover. All
interviewed national counterparts do expect EASO to carry on with this task in the future.

43,265 additional people were targeted by information provision activities collaterally performed within the framework of Measure ITA
2.

5 The OP foresaw an approach according to which the Italian authorities would have used the hotspots to process the immediate post-
disembarkation procedures and then transferred applicants to regional hubs. However, arrivals were diverted to other ports and
applicants immediately transferred to reception centers throughout Italy.
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Measure ITA 2: Support with handling registration of applicants for international protection

As with Measure ITA 1, EASQO’s intervention under Measure ITA 2 falls within the framework of the Emergency
Relocation System approved in September 2015, and aims at providing support to Italian Questure in the
management of the registration of those applicants identified as eligible for the relocation programmes and
Dublin procedures. The registration is the step subsequent to the identification and information provision
occurring after the transfer of the migrants to reception centers throughout Italy.

EASO deployed on a continuous basis teams of MS experts and cultural mediators in those Questure where the
workload remained high throughout the year (e.g. Rome, Milan). Elsewhere, EASO deployed roving teams on

ad-hoc support missions, closely coordinated with the Department of Public Security (DPS)® in Rome, in order
to address the needs of the other Questure under particular pressure.

Table 1. Applicants registered by EASO

Relocation programme ‘ 3,363

Dublin programme i

National asylum procedure 6,349

e oon 10,726 applicants were registered by EASO under Measure ITA 2.
@7 o wee 0 The most prolific locations in terms of applicant registrations were
, .. . Mineo with 16% of all registrations, Commissariato di Monza (11%)
'- and Bari (9%).

Adriatic Sea M

Tyrtheniian Sea

brsing 201 s Coprnion Tz

Figure 3 and 4 illustrate th'érregistrations performed by EASO’s ASTs and their geographical distribution.

6 Notably the Head of Section IV, the Central Directorate for Immigration and Borders.
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EASQ’s intervention in the registration of applicants proved crucial to be able to process a high number of cases
prior to the end of the relocation programme. EASO did not only bring in workforce, but also the kind of expertise
that ultimately contributed to reduce the time needed to process a single registration. EASO’s intervention also
contributed in building capacity among Section IV’s staff on the registration of relocation, Dublin and regular
cases. Roving teams had an impact in terms of face-to-face coaching as well as on the harmonization of
registration processes between the different Questure that work independently from each other.

EASO ASTs were made up of MS experts and cultural mediators. The high turnover (presence of eight weeks on
average) of experts, their low number of nominations and the absence of handover periods had an impact on
the continuity of the workflow. As for Measure ITA 1, some inefficiencies remained due to the high level of
mobility and varying quality of the MS experts. Moreover, the level of expertise required for certain tasks could
have been delegated to — potentially less expensive — local employment alternatives. A local workforce would
also overcome the language barrier.

As for measure ITA 1, while EASO contributed in raising awareness and knowledge of the several actors involved
in this activity (e.g. Questure’s staff), the OP did not foresee any element of sustainability in the implementation
of the registration. None of the Italian institutions involved was systematically targeted with capacity building
for a potential handover.

Measure ITA 3: Support with handling outgoing Dublin take charge requests

As with Measure ITA 1 and ITA 2, EASO’s intervention under Measure ITA 3 falls within the framework of the
Emergency Relocation Scheme approved in September 2015, but aims at providing specific support to the Italian
Dublin Unit in the management of Dublin and relocation cases.

The Italian Dublin Unit benefited on average from the support of seven MS experts per week in order to carry
out all activities related to the relocation procedure and outgoing Dublin requests. For the relocation procedure,
EASO ASTs provided support to the matching activity by examining the applicants’ profile taking into account all
relevant elements (e.g. educational titles, professional qualifications and knowledge of foreign languages,
previous jobs and family relations etc.), preparing and sending the relocation request, always taking into
consideration prioritization of vulnerable applicants.

Table 2. EASO’s contribution on the relocation cases

Relocation decisions made following EASO's
contribution

9,203 |

Relocation requests sent 7,999 I

Relocation requests prepared | G276

0 1,000 2,000 3,000 4,000 5,000 6,000 7,000 8,000 9,000 10,000
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EASO ASTs also provided support in Table 3. EASO’s contribution on Dublin cases
processing outgoing Dublin cases, as
well as in coordinating with experts Dublin outgoing requests

1,320
performing registration at the earlier processed 2

stage of the process (Measure ITA 2) to Decision of transfers to the
obtain the necessary documents for responsible MS _

preparation of the request.

EASQO’s intervention proved relevant, as the Dublin Unit was already overstretched when the relocation
programme was approved in 2015 and was reportedly unable to cope with an increase in the volume of cases
to be processed. The presence of EASO allowed the Unit to swiftly respond to a situation of pressure. If left
without support, the Dublin Unit would not have had the capacity to respond as rapidly and with the same
results for the implementation of the relocation programme).

The resources provided by EASO are in line with the needs indicated by interviewed authorities. The deployment
of MS experts proved helpful with regard to building a common culture and harmonizing procedures between
different Dublin Units in the area of Dublin and relocation procedures.

The partnership between EASO and the Italian Dublin Unit throughout 2017 was appreciated by the interviewed
authorities. The relocation programme did not reach its initial target of over 34,000 individuals for Italy. This is
not due to EASO’s lack of effectiveness, but rather to external factors such as eligibility criteria (i.e. nationality),
initial applicants’ mistrust in the relocation procedure and lack of willingness of certain countries to accept
relocated applicants’.

Overall, Measure ITA 3 had limited sustainability elements embedded in it. Whereas in the past EASO’s support
to the Italian Dublin Unit focused more on capacity building and training, the OP 2017 had a purely operational
approach, responding to temporary additional needs.

In 2018, in addition to its existing staff and EASO’s ASTs, the Dublin Unit foresees the recruitment of 20 additional
staff through the Asylum, Migration and Integration Fund (AMIF) in order to reduce its structural understaffing
issue. This may be considered as a first step towards an exit strategy for EASO with regards to operational
support, shifting its focus on high-level technical and capacity-building support.

7 http://europa.eu/rapid/press-release 1P-17-1607 en.htm
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Measure ITA 4: Strengthening the reception capacity, in particular with regard to unaccompanied minors

EASQO’s intervention within the framework of Measure ITA 4 aimed at providing support to the Central
Directorate of Services of the Department of Civil Liberties and Immigration (DCLI) with regards to the reception
of UAMs.

8 3 2 O participants from:

two-day training sessions e Managing authorities of reception centres hosting UAMs;
Local competent authorities (e.g. Prefectures and Questure);
Municipality representatives;

Social workers;

Local public healthcare branches

Due to the rather complex nature of the reception system in Italy, where private entities are sub-contracted by
the government to open and manage reception centers®, EASO’s intervention proved relevant with regards to
contributing to the uniformity of standards, sharing of best practices and building the capacity of reception
centers with limited experience.

Initially the training curriculum focused on legal and theoretical elements, but with some corrections, the
training became more practical and relevant bringing together competencies of different stakeholders.

Given the lack of evaluation tools designed to capture the learning and the applied learning of training
participants, the reviewers cannot sufficiently assess the effects on participants’ knowledge and skills. The
reviewers recommend developing a tool to evaluate the learning and applied learning of training participants in
order to further assess the intervention impact.

The training sessions proved crucial to connect and strengthen the network of actors involved in the reception
of UAMs at local and central levels.

8 Reception centers managed by private entities run in parallel to the limited number of reception centers managed directly by the public
administration.
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Measure ITA 5: Professional development activities and study visits
Within the framework of Measure ITA 5, EASO was called upon to enhance the capacity of the staff of the DCLI,
and notably the National Asylum Commission (NAC), territorial commissions (TCs) and Country of Origin

Information (COIl) unit.

Main achievements

9 Italian experts trained in:

- Interviewing Children
-Interviewing Vulnerable Persons
- Inclusion Advanced
- Trafficking of Human Beings

- Evidence Assessment

Italian experts to EASO activities for the implementation
of the Common European Asylum System (CEAS)

- 2 international conferences on COI (Nigeria and
Pakistan)
- 2 COI factsheets on Nigeria and Bangladesh

21 Italian experts participated to a study visits on
reception in Switzerland

The lack of Italian experts was also the reason why not as many experts as foreseen by the OP participated to
EASO trainings (30 foreseen against nine targeted) and activities (50 foreseen against 26 targeted) for the
implementation of the CEAS.

While the quality of EASO’s intervention remained adequate, it seems that the planning was not realistic.

COl factsheets and conferences addressed a clear need of supporting the Italian COI Unit in responding to the
requests of TCs and Italian judges around cases of Nigerian, Pakistani and Bangladeshi applicants. EASO closely
coordinated the selection of the targeted countries with the Italian COI Unit.

Unfortunately, there was no mapping of other stakeholders’ training programmes, and the reviewers could not
assess the complementarity of EASO’s intervention with ongoing initiatives. In order to improve the relevance
and impact of the intervention, the reviewers recommend a systematic mapping of training activities
implemented by targeted stakeholders in order to mitigate the risk of overlapping and to align the offer to
institutional strategies.

Given the lack of evaluation tools designed to capture the learning and the applied learning of training
participants, the reviewers are unable to express an opinion on the impact on participants’ knowledge and skills.
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Measure ITA 6: Strengthening the Ombudsperson for Children and Adolescents in implementing protection
measures for unaccompanied children

EASQO’s intervention within the framework of Measure ITA 6 was formalized by Amendment No 1 to the OP
signed on 24 July 2017. EASO supported the Ombudsperson for Children and Adolescents in its compliance with
the Law No 47/2017 on protection measures for unaccompanied children, adopted on 29 April 2017, and
entered into force on 6 May 2017.

As main activities, EASO was able to provide support in the analysis, planning, organization and dissemination
of a national awareness campaign on the role of the volunteer guardians. It equally supported the
Ombudsperson in the shortlisting of preferred candidates and in their training.

10 interim experts supported the implementation of ITA6. Six were based in the office of the Ombudsperson in
Rome and 4 were deployed in the regions of Toscana, Sardinia and Abruzzo under the direct responsibility of
the Ombudsperson.
Main achievements
174 candidates were trained as volunteer guardians
and among them, 130 were included in the lists
communicated to the Juvenile Court

3,382 citizens submitted their application to
become volunteer guardians

EASO established a helpdesk to support applicants in their role of volunteer guardian by addressing their
queries

EASQ’s support was timely as it immediately started following legal changes launching for this expanded role of
the Ombudsperson. Interviewed national officials stated that if EASO had not stepped in, neither the National
Ombudsperson nor its regional branches would have initiated this exercise with the same intensity.
Furthermore, although numerous stakeholders assist UAMs in Italy, none had been supporting the National
Ombudsperson in the preparation of a strategy to nominate trained volunteer guardians.

However, EASO invested a disproportionate amount of time and resources in recruitment of personnel who
were contracted for a very short period (less than three months) without extension afterwards (Ombudsman
was able to make its own recruitments). Overall, EASO was able to achieve the objectives included in the
Amendment to the OP. EASO’s performance in terms of quality of delivery, coordination and cooperation was
highly appreciated by the National Ombudsperson, which representatives in an interview with the reviewers
defined as ‘crucial’. However, it must be highlighted that while the original plan foresaw the delivery of 19
training sessions targeting 1,000 volunteer guardians, only five such sessions were ultimately delivered. A more
adequate planning, taking into consideration the timeframe of the intervention and the initial availability of
resources, is therefore recommended. If a longer-term intervention is planned, this should be clearly
documented from the beginning. To this extent, a multi-annual planning and having a clear idea of EASO’s
involvement would have created better efficiency outcomes.
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11I.CONCLUSIONS

Overall, the review of the implementation of the 2017 EASO OP to Italy shows that EASO was able to achieve
the targets and deliverables set in the OP and its Amendment No 1 — with only a few minor exceptions.

The reviewers noted an optimal level of coordination with Italian stakeholders at the central and local level. This
ultimately played a key role in the successful implementation of the OP, despite the numerous challenges.
During the interviews with the different national counterparts, the reviewers received unanimous high
appreciation for the EASO’s operational and technical assistance and its well-concerted and flexible working
modalities.

Many support activities and services provided by EASO to the Italian authorities have been de facto embedded
in the Italian asylum system. While this can be considered as an achievement in terms of aligning and
harmonizing support, there is a need to include exit strategies once external pressure on the migration services
stabilizes.

Overall, EASO’s intervention scores high with regard to its relevance and effectiveness. EASO supported Italy
during a period of high migration pressure and the OP 2017 played a key role in facilitating and strengthening
the Dublin Unit and relocation programmes by responding to identified needs in a relevant manner.
Furthermore, support to child vulnerability came at a very pivotal time for Italy, as this was linked to the
implementation of legal reforms in this area. Measuring the effectiveness of the different measures was not
facilitated by the rapidly changing environment and planning challenges. Despite these factors, EASO has largely
been able to deliver on the foreseen deliverables.

The reviewers cannot sufficiently assess the impact dimension for all measures as this element often falls beyond
the scope and time of this exercise. However, with the information available, the reviewers can assume that the
majority of the interventions contributed positively to the obligations of Italy to provide international protection
to those in need. In this context, we can also assume that the persons in need of protection have directly and
indirectly benefitted from the different support measures. The request from the Italian authorities for an
increase in EASQO’s assistance, culminating with the signature of the OP 2018, bears testimony to the level of
satisfaction of Italian authorities with EASQ’s performance.

As this review is not assessing budget or staff resources, it remains difficult to provide a coherent opinion on the
efficiency of EASO. The national authorities expressed their highest appreciation with the flexibility and the
closely coordinated collaboration with EASO and in most cases appreciated the quality of the support. A stronger
planning exercise would have nevertheless allowed a better optimisation of certain costs.

While emergency interventions do not always require sustainability, nevertheless, the reviewers would like to
underline both the lack of applicability of sustainability analysis to some measures but also the low level of
sustainability planning of EASQ’s intervention in other measures. The element of sustainability will need to be
considered more in detail for future actions. The achievements under the measure on unaccompanied children
(Measure ITA 6) may be regarded as a good practice in this regard.
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Iv. RECOMMENDATIONS

Recommendation 1: Embrace, where relevant, a multiannual planning approach prioritizing key EASO expertise,
added value and complementarity

EASO has a very specific and technical mandate and the operational activities allow the organization to put into
practice some of the tools, expertise and knowledge developed by its different sectors. To this extent the
country-specific operating plans can benefit from this expertise, but can also be instrumental to allow feedback
mechanisms for policy changes in practice. The adoption of multiannual operating plans can play an important
role in this regards. A longer-term programming would facilitate the implementation of an intervention logic
and change with clear milestones for exit strategies. This planning exercise could build on a needs assessment
and propose a prioritization of the use of EASO expertise taking into account complementarity and added value
elements.

Recommendation 2: Improve the intervention logic to make the EASO Operating Plan strategic, flexible and
pragmatic
Improve the intervention logic for better defining the strategic purpose of the EASO Operating Plan through a
theory of change. The current intervention logic has some challenges such as:
- Datais limited to output level. It would be useful to place them in a larger context (outcome and impact
levels), by linking them to the CEAS or international standards for example.
- A distinction should be made between outputs and inputs. Currently these are both described as
deliverables. Input indicators are also present in the implementation and support paragraphs of the OP.
- Limited availability of time for a proper needs assessment.
- There are no baseline and limited targets which makes it difficult to measure if the projected results
have been achieved through the production of meaningful indicators.

Recommendation 3: Consider measure-based costing for financial planning

Although the evaluation of financial management falls beyond the scope of this exercise, the limited data
gathered by the reviewers underline the need of a stronger planning exercise through the implementation of a
measure-based costing. Estimating costings for predefined units of intervention may prove very useful in order
to prioritize needs as well as to ultimately monitor and assess the efficiency of operations. It may equally prove
useful in the context of contingency planning, by having ready-to-use costed special support packages should
emergency conditions apply to a MS.

Recommendation 4: Work towards exit strategies and sustainability elements, where appropriate

Where relevant, the operational assistance should be framed into a dynamic of progressive handover to the MS.
The operational assistance should be considered as a timely response to a MS under disproportionate pressure
as per EASO’s mandate. Further, a distinction needs to be made between emergency and maintenance phases
of operations. To this extent, change-results indicators should be developed and monitored in order to
appreciate to what extent actions can be progressively handed back to the MS on a multi-annual, phased
basis. While EASQ’s operational and technical assistance aims at providing support to MSs under
disproportionate pressure, often coinciding with situations of emergency, the inclusion of sustainability
elements in the OPs can only produce positive effects on the capacity of MS to respond to their migration
needs allowing EASO to plan for exit strategies.
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Recommendation 5: Maintain a high-level of coordination with central and local authorities and promote
innovative public-private partnerships

The nature of EASQ’s intervention in support of MS entails a high level of coordination with MS’s central and
local authorities. The reviewers received extremely positive feedback from all interlocutors interviewed on the
coordination with EASO, although occasional constraints emerged at times when local coordinators had yet to
be appointed. The reviewers therefore recommend EASO enhance its efforts in coordination by appointing focal
points covering all locations where EASO is operational. Beyond coordination with the local public authorities,
EASO is also encouraged to consider innovative public-private localized partnerships with local associations and
stakeholders. This may contribute to local synergies and efficiency gains at different levels.

Recommendation 6: Enhance the visibility of EASO mandate and operations as appropriate

Recognizing that EASO operates in a politically sensitive environment, EASO is also bound to report to its
Management Board and its larger constituency about its operations. To this extent, it needs to progressively
agree with the supported MS to what extent its operational data can be used for visibility purposes. The inclusion
of a visibility chapter in future operating plans could enhance a more strategic and pragmatic vision on how this
recommendation can be put into practice.

Recommendation 7: Establish an integrated knowledge management and applied learning approach

The operating plan includes various capacity building events. Some of these build on the core EASO training
suite, while others have a tailor-made approach. It was observed that EASO capacity building was highly
appreciated when it built on specialized tools developed by EASO, which could be adapted to the local context.
Alternatively, local good practices and lessons learned have a potential to be sources of knowledge to be
integrated in learning packages. For EASO to enhance its added value and leadership on subject matters related
to its mandate, it is key that a more structured approach is integrated in terms of knowledge management and
applied learning in its strategic and operational planning efforts.
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