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Executive Summary

A Programme of Work, as the output of a cyclical planning process, aims to provide a refer-
ence point for actions to be taken in the year of question, and to enable any governing body
of an organization, combined with monitoring and evaluation, to govern the organization to-
wards goal achievement. In addition to that, Frontex” Programme of Work seeks to ensure the
highest possible level of transparency towards the citizen of the European Union.

Frontex Draft Programme of Work 2009, despite outlining the planning of a subset of activi-
ties to be carried out in 2009, serves another purpose as well. In the Draft Programme of
Work 2009 planned activities are more transparently linked with founding theoretical ap-
proaches, and it also highlights on changes with regard to planning, which will be imple-
mented in 2009 and the years to follow.

In that respect the Draft Programme of Work 2009 proposes three significant changes.

1. Introduction of a long term approach (Goals and multi annual planning
2010 -2013),

2. Regrouping of activities in “Projects”, “Products”, and “Services” and their clustering
in “Programmes”, and

3. safeguarding the use of the Programme of Work 2009 as baseline for the years to fol-
low.

These change proposals make Frontex’ Programme of Work 2009 look different from former
ones. Especially the first part elaborates on topics such as “Mission”, “Vision”, “Strategy” or
“Approach taken” which deemed self evident but are to be mentioned in order to put the
changes into perspective. In a planning cycle the topics mentioned before, mark the starting
point for the development of any programme.

In addition to that the reader should gain an understanding of the underlying principles and
methodologies applied when elaborating Frontex’ Programme of Work.

The adopted Programme of Work 2009 will serve to identify and outline Products and Ser-
vices which will be delivered by Frontex on an ongoing basis. In that respect the Programme
of Work 2009, in describing Frontex’ portfolio of products and services, states the baseline
against which the planning for the years to follow will take place.

The introduction also includes an outlook for illegal migration to the EU in 2009. This part is
based on findings as stated in the Annual Risk Assessment 2008.

The second part of Frontex’ Draft Programme of Work 2009 focuses on the Key Business
Areas of Frontex and develops four goals to be achieved in the long run.
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Goal 1: Awareness — Analytical Capabilities,

Goal 2: Response — Operational Capabilities & Reaction
Capabilities

Goal 3: Interoperability — Customerization

Goal 4: Performance — Managerial Capabilities

are the four strategic centers Frontex will be aiming to achieve by realizing a number of ob-
jectives and projects, products and services during 2009.

Finally, the organizational structure of Frontex is broken down to divisions and units (pro-
duction centers) delivering output and linked with indicators of performance to enable man-
agement and governance. Each of the projects, products, and services is linked with human
resources and financial means to be needed to carry out the activities that should lead to the
output as described in this document. Each of the projects, products and services will also
show an indicator (2 — 6) to reflect the customers requirements as assessed in a customer sur-
vey.

The Programme of Work closes with a Glossary of Terms to enable a standardized way to
understand and interpret the terms used in the document.

The final part of the Executive Summary will highlight on areas which besides structural
changes also contain changes regarding output and consequently foresee an increase in hu-
man and/or financial resources.

Frontex” Multiannual Staff Policy Plan 2009 — 2011 in general proposed to increase the num-
ber of staff in 2009 due to an increased number of activities as further explained in the docu-
ment mentioned.

2007
(occupied on 2008 2009 Change'
31.12)

Posts % Posts % Posts % %
Temporary staff’ 48 36 94 46 119 47 22
External staff 67 50 69 34 70 27 1
(SNEs)’
Contract staff’ 18 14 42 20 65 26 35

Total 133 100 205 100 254 100 19

Figure 1: Development of Staff 2007 - 2009

2009 compared with 2008 within same group of employee

These posts are included in the establishment plan. The annual figures constitute an absolute
maximum.

Not included in the establishment plan.

Not included in the establishment plan, includes auxiliary agents.
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This growth was estimated with 49 Full Time Equivalents (FTEs), out of which 25 will be
recruited on Temporary Agent (TA) and 23 on Contract Agent (CA) positions. 29 of these
additional staff will be allocated to ’operational activities’. The significant increase of finan-
cial means during 2006 and 2007 and consequently of activities to be carried out has put a
higher demand on the human resources available at Frontex. This due to the fact that the
growth in financial means was not mirrored by the growth of human resources. This unbal-
anced increase, which is partly reflected in the low level of budget utilization, should be
countered with the proposed growth in 2009.

In 2009 the overall growth of financial means, compared to 2008, will be 12.6 Million Euros
M€).

Irzrg:)l;a mentaq:)n Budget 2008  Draft estimates Ll
(commit- N2 2009 (2008 vs.
ments) 2009)
InME€ % InM€E€ % InME€ % %
Revenue
Community sub- 40.980 98 68.815 97 80.000 96 17
sidy
Other revenue 970 2 2432 3 3.250 4 34
TOTAL 41.950 100 71.247 100 83.250 100 17
Expenditure
Staff 7.767 36 13.860 19 15.956 19 15
Other Adminis- 4.018 3 5937 8 10.044 11 68
trative expendi-
ture
Operational ex- 26.599 71 50.635 65 57.250 68 13
penditure
Subtotal 38. 384 100 70.432 99 83. 250 99 18
TOTAL 38.384 100 71.247 100 83.815 100 18
Earmarked 565
revenue
Earmarked ex- - - 815 1 565 1 -31
penditure

Figure 2: Development of Financial Means 2007 - 2009
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Further implementation of common EU policy for Integrated Border Management and grad-
ual development of EU Integrated Border Management System require further strengthening
of operational cooperation between Member States with respect to the management of the
external borders of the EU. As Frontex, within the scope of its mandate, aims at ensuring
more effective implementation of this Community policy, Frontex is under consistent devel-
opment in terms of operational capacities and capabilities.

Taking into account that Frontex’ functions cover the entire scope of the four tier EU border
security strategy, 2009 will require in particular continued reinforcement of activities as re-
gards development of relations and cooperation with third countries in the field of border
management as well as return operations.

The increase of 49 staff members amounts to additional 2.3 M € to be spent on salaries and
other related ‘overheads’. Although the term ‘overheads’ is not completely right, as expendi-
tures for 29 staff members allocated to operational activities can be identified as ‘direct costs’
which should exclude these expenditures from being overheads but operational expenditures.

In 2009, other administrative costs will increase by 68 % compared to amended budget 2008
N2. Reasons for this increase are firstly, the provision of an increased number of staff with an
appropriate and secure working environment, and secondly, the provision of staff member
but also Member States with a state of the art IT environment. Costs for maintenance of the
working environment will increase by 0.9 M €, data processing (equipment and other data-
processing related expenditures) are estimated to increase by 3.8 M € compared to 2008.

Operational expenditure will amount to 68% of the budget in 2009. The operational budget
will increase with 13% in comparison to the amended budget 2008 N2. The Programme of
Work 2009 gives full information about the planned activities and the estimated needs of re-
sources (both personnel and financial) needed to implement these activities. This strong link
between Programme of Work 2009 and budget 2009 enhances the decision making process
for the Management Board and budgetary authorities. A decrease in the budget means that a
number of activities can not be performed by Frontex. An increase in the budget will go to
the priorities as listed in the Programme of Work 2009.

In the current draft budget 2009 all operational sectors have been allocated additional appro-

priations compared to 2008.

Joint Operations and Pilot Projects at the external borders has been allocated an additional
5.1 M € to come to a level of 44.1 M €.

Land Borders will have a small increase of 0.1 M €. Their budget will be used for:
- joint operations (incl. Focal Points) concentrated on the main routes of illegal immi-
grants as identified by risk analysis (2.7 M €);
- Further developed strategic projects recently carried out (1.0 M €);
- Best practices pilot projects in cooperation with neighboring Third Countries and fol-
low up Joint Operations based on findings (0.5 M €).

Sea Borders has the biggest share of the budget for operational activities: 35 M €, an increase
with 3,9 M € from 2008.
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- European Patrols network and 6-7 joint operations in different geographical areas to
decrease the illegal immigration flows and to detect facilitators (34.8 M €);

- Improved working conditions and improved operational value of interrogation ex-
perts (0.1 M €);

- Improved level of awareness in ICCs and regional centers during JOs. (0.1 M €)

Air Borders budget remains at the same level as in 2008 with a total of 2.7 M €.

- Twice the number of joint operations are foreseen, either pure air border operations or
joint operations in cooperation with Land and/or Sea borders, other units/sectors of
Frontex or with EU bodies (2.3 M €);

- Atleast 1 hand book on best practices development during a long term project (0.2 M
€);

- Two or three projects based on needs identified in 2008 (0.2 M €).

Return Operations will be established with 2.3 M €.

- Two or three joint collective interview sessions of immigrants carried out by MS,
thereby facilitating their identification and the acquisition of travel documents (1.7 M
€);

- Updated best practice manuals on removal of illegally present third country nationals
and acquisition of travel document (0.2 M €);

- Four meetings of Core Country Group to identify needs for joint return operations
(0.2 M€).

Risk Analysis has been allocated with almost 40% more appropriations than in the budget
2008. The 1.4 M € for Risk Analysis will be used mainly for:
- Tailored trainings to Frontex staff, Intelligence Officers, analyst of Member States
and relevant third countries on risk and threat assessment at strategic level;
- Open Sources subscriptions, analytical data collection tools and software available
for analysts and relevant operational users;
- Frontex Seconded Intelligence Officer in key Joint Operations.

The Frontex Situation Centre (FSC) will support management and other units of Frontex by
coordinating the flows of all operational information. To do this, 0.7 M € of appropriations
have been allocated to the FSC.
- Operational information made available and easily retrievable for the customer (0.3
M €);
- Appropriate number of situation reports supporting the management as well as units’
operational activities (0.2 M€ );
- Technical and organizational facilities for operational briefings and operational coor-
dination of Joint Operations (0.2 M €).

Research and Development’s budget increases with more than 100% to 1.4 M €.
- Follow up on development in research relevant for the control and surveillance of ex-
ternal borders and to disseminate information via workshops, reports, bulletins, con-
ference presentations and papers and articles (0.8 M €);
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- To ensure that specific interests of border guard authorities and their needs are prop-
erly embraced in security research via workshops, reports, bulletins, conference pres-
entations and papers and articles (0.6 M €).

Frontex Training Unit will stay at approximately the same level as in 2008. Main objectives
for training are:
- The development and operationalization of a Common Mid Level Curriculum (CMC)
and the monitoring/measuring of the implementation of the CCC in the Member
States (0.8 M €);
- Provision of specific training modules, maintained manuals and other training tools
as well as training activities/courses such as Dog Handlers manual, RABIT training,
Air crew training Detection of forged documents etc (4.4 M €);
- Establishment and maintenance of networks such as Training Coordinators, universi-
ties, partnership-academies and experts from MS for the interim use as project-
leaders, trainers etc (1.1 M €).

Pooled Resources also has a significantly increased budget available: 24% (0.4 M €) to reach
a level of 1.4 M €. Pooled Resources expects to increase the availability in and ability of
Member States to deploy pooled expert teams and technical equipment. This will be reached
via:

- Training exercises for RABIT and FJST members (0.9 M €);

- Fully functional CRATE 0.3 M €);

- Handbooks (0.2 M €).

The final overview shows how activities and outputs, as mentioned before, are grouped in
objectives, projects, products, and services (portfolio mix). This reflects that the majority of
Frontex’ activities are ongoing and recurring. Taking that into consideration, the planning
and programming for the years to follow will follow a differentiated approach, mainly focus-
ing on significant changes and innovation, but also reflecting on the given and established
mix of products and services.

Frontex’ Portfolio of

Division/Unit # Objectives # Projects’ # Products® # Services

Joint Operations

Risk Analysis

Frontex Situation
Centre
Research & De-

velopment
Training

* In the majority of cases, several joint operations and pilot projects are clustered under one objective and re-
flected in a single ‘project’ as deliverable;

% The level of detail, when defining products and services can vary; this requires to read this table together with
chapter 2 of the PoW

10/82



Frontex’ Portfolio of

Division/Unit # Objectives # Projects’ # Products® # Services

Pooled Resources 3 - 1 2

Administrative

- 17 11 - 6
Services
Finance & Pro- ] i 7 17
curement
Executive Support 10 = 26 12
Internal Audit 1 - - 1
SUM 55 16’ 82 71

Figure 3: Overview of Objectives and Portfolio Mix

7 See remark to ‘Projects’ under Footnote 1
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1. General Part

1.1. Introduction

A Programme of Work is a statement for the activities or steps needed to accomplish a plan.
It aims to make a strategy action related.

The Programme of Work, as mentioned by the Council Regulation (EC) No 2007/2004 of 26
October 2004 , establishing a European Agency for the Management of Operational Coordi-
nation at the External Borders of the Member States of the European Union, aims to outline
and agree on Frontex’ areas of possible activities in the year to follow.

For Frontex it deemed necessary to structure the elaboration and the work on the Programme
of Work in a coherent way and to apply a thorough, theory based approach at this strategic
level of planning.

The elaboration of the Programme of Work 2009 (PoW 2009) of Frontex and its implementa-
tion is also closely connected with the elaboration and utilization of its Draft Budget 2009,
which contains a financial plan (revenues and expenditures) and the establishment plan as its
main parts. The budget is the “translation of the Programme of Work into financial figures
and resources needed to carry out the activities to achieve Frontex’ projects, products and
services”.

During the budgetary process to establish the budget of the European Union (EU), when
based on the proposal made by the Commission, the Council and the European Parliament (as
“budgetary authority””) decide on the authorization of the proposed appropriations, the Pro-
gramme of Work is serving to justify the allocations of means to titles, chapters and articles
in the financial plan of Frontex.

A balance between transparency, security and flexibility, allowing Frontex to adjust its activi-
ties by making use of its operational independence, has to be sought. Especially, taking into
consideration the time-span that usually lies between the start of the planning process and the
implementation of the adopted Programme of Work and the related budget. However, the
Management Board, European Commission, the Council and the European parliament will
receive information on planned and accomplished activities of Frontex on a regular basis.

In that respect Art 25 Frontex Regulation® gains importance. Art 25 Par 1 assigns the power
to implement actions and accountability for these actions to the Executive Director of the
Frontex. This, together with his “complete independence in the performance of his duties”,
guarantees the required level of flexibility to manage the performance of Frontex, even under
permanently changing business conditions. Not to forget, that plans are “doomed” to undergo
changes during their implementation. Plans are developed proactively, based on facts and/or

¥ Council Regulation (EC) No 2007/2004 of 26 October 2004 establishing a European Agency for the Manage-
ment of Operational Cooperation at the External Borders of the Member States of the European Union, L 349/1
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assumptions about numerous variables of an organization’s internal and external environment
and therefore have to change or to be adapted when variables change significantly, moving
outside established margins.

The Programme of Work 2009 proposes three significant changes.

1. Introduction of a long term approach,
Regrouping of activities in “Projects”, “Products”, and “Services” and clustering in
“Programmes”, and

3. Usage of the Programme of Work 2009 as baseline for following ones;

Ad 1) By establishing “goals”, which are not designed with a short or mid term perspective, a
long term approach will be introduced. The way towards goal achievement will be sketched
by defining short term objectives and related activities to reach the objectives. The control-
ling of achievement will be enabled by the implementation of a Performance Management
Framework and the measurement/management of performance against indicators, identified
by the management.

Although the current legal framework requires a focus on short term (annual) planning, the
differentiation between goals (mid - long term) and objectives (short term) will safeguard that
Frontex’ strategic and operational planning and finally its performance will remain in com-
pliance with its legal framework.

This shift towards a long term approach, reflected in a multi annual business plan (seen as
‘a comprehensive master plan that states how Frontex will achieve its mission and objectives’
— or strategy), is following best practice in organizational development, when moving from
the start-up phase to a phase of consolidated growth or stabilization.

Ad 2) The terms “Joint Operations” and “Pilot Projects” as used in the Frontex Regulation,
will still have their validity, but should be used in compliance to their definition in other dis-
ciplines. During the last year it was recognized, that needs for short term activities did not
dissolve. These needs still exist, and consequently activities should be continued and carried
out on an ongoing basis. It is proposed to reflect this change in perspective by rephrasing and
grouping the related activities in “Projects”, “Products” and “Services” which can be fur-
ther clustered in “Programmes” of mid or long term duration. This as such will not change
the scope or the aim of the operation but will enable to launch new (pilot) initiatives without
contradicting activities or operations in place.

Ad 3) The Programme of Work 2009 and the goals, projects, products, and services will set
the baseline against which upcoming, annual Programmes of Work will be written. Those
Programmes of Work, although reflecting the whole portfolio mix of Frontex, will mainly
focus on projects, or newly developed or redesigned products and services.

The ongoing delivery of unchanged products and services will not stressed, but will be in-
cluded and reflected in the budget for the year in question. This will make the annual Pro-
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grammes of Work better readable, avoid redundancy, and will help the Management Board
and the budgetary authorities to focus on changes and their business and financial impacts.

Frontex’ new organizational structure was put in place in2008. An additional management
layer will be implemented, and units will be grouped in three divisions. In the elaboration of
the Programme of Work 2009 this change was taken into consideration in two ways. Firstly,
the establishment of goals followed this new organizational structure. And secondly, objec-
tives of “newly” established units/sectors were included in the second part of this document.

1.2. Mission

Frontex is a European Agency which coordinates the operational cooperation at the
external borders of the Member States of the European Union.

Frontex facilitates and renders more effective the application of existing and future
Community measures relating to the management of external borders’.

Frontex ensures the coordination of Member States’ actions in the implementation of
those measures.

Thereby, Frontex’ contributes to an efficient, high and uniform level of control on
persons and surveillance of the external borders of the Member States.

Frontex strengthens the freedom and the security of the citizens of the EU by complementing
the national border management systems of the Member States.

Frontex is a trustworthy operational European coordinator and contributor which is fully re-
spected and supported by the Member States and external partners.

Frontex actively promotes the cooperation among law enforcement bodies responsible for the
internal security at EU level.

Frontex operational activities are intelligence driven. The effectiveness of Frontex is based
on its highly motivated and professional personnel. In return, Frontex will strengthen its

status as a competitive employer.

Frontex is a key player in the development and implementation of the concept of EU Inte-
grated Border Management (IBM).

1.3. Vision

“Frontex is the anchor stone of the European concept of Integrated Bor-
der Management, promoting the highest level of professionalism, inter-
operability, integrity and mutual respect of stakeholders involved”
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1.4. Strategy

Although not expressed and published in strategies or other “strategic documents”, but based
on the development of figures reflecting the human and financial resources of the Agency, it
can be summarized that during its ‘start-up-phase’ Frontex was following a growth strategy
at corporate level. Looking at the business level, Frontex applies a cooperative approach
towards the Member States and other key players in the area covered by the definition of in-
tegrated management of borders of the EU Member States’.

FRONTEX ORGANISATION

[ MANAGEMENT BOARD

FRONTEX

[ INTERNAL AUDIT/QM ]—

DEPUTY EXECUTIVE DIRECTOR

/ EXECUTIVE SUPPORT
AIDES-DE-CAMP
PERSONAL ASSISTANTS
ASSISTANTS
Specialist support/ Developm ent
SPECIAL ADVISORS
EXTERNAL COOPERATION
STRATEGIC DEVELOPMENT
CONTROLLER
LEGAL AFFAIRS
INFORMATION AND TRANSPARENCY

OPERATIONS
Division

RISK
ANALYSIS

JOINT
OPERATIONS

SITUATION
CENTRE

CAPACITY BUILDING

TRAINING

Division

RESEARCH
AND
DEVELOPMENT

ADMINISTRATION
Division

FINANCE
AND
PROCUREMENT

ADMINISTRATIVE
SERVICES

Figure 4: Organigram of Frontex (adopted by MB on 22 November 2007)

The organigram above shows a growing organization by adding 2 new units and regroup-
ing the composition of the divisions. This growth also shows in the allocations of finan-
cial means but also in the allocation of additional staff to existing structures and staffing
of newly created units and sectors (see Figures 5 and 6)

2008 2009
TA 94 119
Human Re- CA 49 65
sources SNE 69 70
SUM 212 254
Financial Resources (Euro) 71,247.000 83,815.000

? Conclusions of the 2768™ Justice and Home Affairs Council held in Brussels on 4-5 December 2006
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Figure 5: Overview of resources (2008 - 2009)

Staff
300
250
200 OTA
150 B CA
100 OAUX
O SNE
50 B SUM
0,
2005 2006 2007 2008 2009
Year
Figure 6: Development of Staff Members 2005 - 2009
Financial Means 2005 - 2009
90
80
701
601
e 50
Million Euro 40 @ Draft Budget
304 B Amendments
20 O Final Budget
101
O,
2005 2006 2007 2008 2009
Year

Figure 7: Development of Financial Means 2005 — 2009

The political (here: The Hague Programme) and the legal framework of Frontex foresee two
separate evaluations of Frontex to be done in 2008.

Firstly, the Commission has evaluated the tasks of Frontex and assessed whether the Agency

should concern itself with other aspects of border management, including enhanced coopera-
tion with customs services and other competent authorities for goods-related security matters
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or not. The Commission's evaluation has formed the basis for and in-depth analysis of the
role of Frontex by the Council. In the meeting of the Justice and Home Affairs Council on 5
and 6 June 2008 the Council adopted conclusions regarding the future development of. These
conclusions were grouped in short term and long term priorities (see Chapter 1.9.).

Secondly, an external evaluation (Art 33) of the Agency’s effectiveness in fulfilling its mis-
sion, an assessment of its impact (arg: on the operational cooperation at the external borders
of the Member States of the European Union) and of its working practice was launched by
the Management Board.

The outcomes of those evaluations, including recommendations regarding changes of the
Regulation, the Agency and its working practices, will require a revision of Frontex’ strategic
positioning during 2009. This procedure is aligned with the strategic management cycle as
developed based on best practice for public organizations and fitting the needs of Frontex
(see Annex 1).

In addition, further efforts to launch the European Surveillance System (EUROSUR) deserve
Frontex' attention and possible measures.

1.5. Approach taken

1.5.1. Goal oriented approach

Selected out of a number of possible choices, Frontex decided to apply a goal oriented ap-
proach. The identification of goals will enable the Agency to move to a multi annual plan-
ning, as goals do not have a short term (1 year) perspective for their achievement. It was re-
quired to define a limited number of goals Frontex wants to achieve with the aim to elevate
the Agency to reach its Vision.

1.5.2. Identification of Projects, Products and Services

In 2009 Frontex will seek to achieve an advanced level of organizational maturity. This
change will show in the move from a project oriented design and start-up phase to a product
and services oriented production and delivery phase.

After the setting up of Frontex, most of its activities were carried out as projects (using the
terms ‘joint operations’ or ‘pilot projects’ as foreseen in the Frontex Regulation). Some of the
activities and their deliverables became on-going and occurring activities. Projects are de-
fined as a temporary endeavor undertaken to create a product or service. During the last
years, and supported by the allocation of additional financial means, several Member States
and the Commission addressed strongly the issue to transfer some of these activities carried
out as short term joint operations and projects into mid to long term deliverables. In follow-
ing this request it is proposed to name the deliverables as ‘Products’ and ‘Services’. This
would enable Frontex to address permanent needs of its customers in an even more tailored
and satisfactory way.
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Projects:

Will remain in the portfolio of the Agency, but used for time limited activities of not recur-
ring character. Projects will also be carried out to develop, design and implement new tools
with the aim to make them permanent products and services of the Agency.

Especially pilot projects will fulfill the requirement of time limited and not recurring activi-
ties as they aim to become products or service by shortening the lifecycle of a new product
and service by using real environment instead of a test environment

Products:

In general usage, a product may refer to a single item or unit, a group of equivalent products,
a grouping of goods or services, or an industrial classification for the goods or services. Tan-
gibility will create a differentiator to services. For Frontex, the Annual Risk Assessment
(ARA) or manuals and handbooks will be seen as products. They are handed to the recipients
and left at their disposal what to do with it. No further steps have to be taken by Frontex.
Other products will be joint operations aiming to deliver tangible output and outcome.

Services:
Service is work done for others (internal and external) as an occupation or business.

For Frontex the provision of state of the art analytical tools and software available for ana-
lysts and relevant operational users in Frontex and Member States either on request or on a
regular basis will be seen as service. Another example of a service is the maintenance of an
IT infrastructure to enable work processes in different parts of Frontex.

Reasoning for re-classification:

o Products and services require activities to be carried out within the Agency, aiming to
contribute to the production of a product or the delivery of a service (which could
also be done by the ongoing delivery of a product).

o Activity based planning will allow to identify direct and indirect costs related to
these activities and consequently to products and services. This will allow a more re-
alistic allocation of cost to cost centers such as ‘Operations’ or ‘Administration’.

o The re-classification of outputs or deliverables produced by the Agency will mainly
reduce bureaucratic burden for the divisions and the units of Frontex. The moment a
product or services is agreed with the final customer (Member States or Commis-
sion), this agreement will also include an agreement on the break down of related di-
rect cost to be covered by the financial and the establishment plan.

o Projects, products and services will internally be broken down to activities (process
descriptions) which will enable the identification of performance indicators and
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measurement = management; efforts to describe processes can only be justified if
these processes will be repeated and used on a permanent basis.

o Projects, products and services support the move towards multi-annual planning as
explained under the heading ‘Goals’.

1.5.3. Programmes to enable multi-annual planning

Frontex defines ‘Programmes’ as a system of projects or services (including the delivery of
single products) intended to meet a public need. The current legal framework does not force
Frontex to apply multi-annual planning. Nevertheless, aiming for a more proactive setting
demands a mid to long-term strategic and operational programming which can be broken
down in more recent and detailed annual work plans. The introduction of programmes will
provide the Management Board with the necessary tool to set requirements within which the
management of Frontex will be able to act on a mid to long term basis.

As programmes have a mid to long term scope, it will be possible to arrange and rearrange
operational activities (leading to products and services) within the framework of the pro-
grammes if a need occurs. The assessment of the needs will be done in a cyclical (annual)
way, as the multiannual plan will have a time scope of at least three years. It is well under-
stood, that this timeframe must be aligned with the one of key stakeholders (e.g. Commis-
sion’s programming 2007 — 2013)

It is important to stress that an agreement on a program will not deliberate Frontex from out-
lining the need for the continuation of a program on an annual basis to the governing body.
Although providing a required level of consistency, this also allows flexibility in order to
cope with changes in the external and internal environment of Frontex.

The set up of a program can follow different approaches such as addressing a specific geo-
graphic area or specific modi operandi. This will allow addressing the core of a problem in-

stead of tackling consequences solely.

For the Programme of Work 2009, and at the current stage, two geographical and one topical
area were identified to be covered by programmes

1. Mediterranean Sea and Atlantic Ocean;

2. Western Balkan and linkage to Eastern European area; and

3. Direct links to high risk countries of origin.
Considering the level of detail required for governance issues and the organizational structure
of Frontex, the Programme of Work 2009 will show related projects, products, services as
part of the portfolio of individual units and sectors. The phase to elaborate the operational

plans will be used as a transition period from a purely hierarchical to a matrix structure and
approach to manage day-to-day business. It will be within the responsibility of the senior
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management of Frontex to add such a temporary structure (programme) to better manage the
performance of Frontex, increasing drive and value added without loosing transparency.

1.6. Identification of factors impacting on implementation and ultimately on
performance

This part should give a summary of factors seen by the Agency and being considered when
developing the Programme of Work.

It should be clear that Frontex does not act in a stabile environment, immune to externalities
such as political, economical, social, technological, legal and environmental factors. These
factors determine and directly or indirectly (via an intermediate) cause effects in the Agency
or its environment.

One part of this environment is formed by the stakeholders of an organization. Frontex’ task
environment'” includes a large number of groups with interests in Frontex’ business activi-
ties. These groups are referred to as corporate stakeholders of Frontex because they affect or
are affected by the achievements of Frontex’ objectives. These stakeholders can be further
grouped into primary stakeholder and secondary stakeholders. Primary or key stakeholders
are the ones with a direct connection with Agency and who have sufficient power to directly
influence Frontex’ activities. This group includes customers, employees, and suppliers. That
role can be given to the EU institutions acting as budgetary authorities, but also to Members
State’s competent authorities are being seen as ultimate user (customer) of Frontex’ deliver-
ables. With regard to RABITs, Member States can also hold the role of a supplier of different
types or resources. That role will also be occupied by the Member State with regard to the
delivery of information processed by Frontex to deliver tailored or general intelligence prod-
ucts.

Beside these type of factors, the Agency acts in a business environment together with other
providers of similar or the same services to the beneficiaries of the Agency’s activities, which
might act as constraints or accelerator for Frontex’ activities.

Before turning to the different factors, it is worth stressing, that Frontex, primarily acting as a
coordinator, is extremely dependent on the Member States' and Schengen Associated Coun-
tries' and their willingness to actively participate in and to deploy technical assets to the
Agency's activities. The aim of this part is to make the governing body and the European in-
stitutions aware of factors the Frontex is exposed to and which directly or indirectly might
have an impact on the implementation of the proposed Programme of Work.

Opportunity (O) Challenge (C)

Political Schengen Enlargement
Lisbon Treaty

"% Task environment is part of the business environment that includes the elements or groups that directly affect
the corporation and, in turn are affected by it.
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Figure 8: PESTEL factors for Frontex

The identification of these factors was done with the support of a limited number of Member
States representatives in the general stage of elaborating options for a Frontex Situation Cen-
tre. In a second step the factors were weighed internally according to their likelihood

(B/M/B) and impact (O/C)

It should become clear that a permanent controlling of these factors identified will be needed
in order to set actions in a more proactive way.

1.7. Outlook for Illegal Migration to the EU in 2009

Illegal migration to Europe is driven above all by lack of economic opportunities in Third
Countries particularly when combined with population explosion, regional conflicts and sup-
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pression of ethnic/religious/political minorities. Economic collapse, war or environmental
disaster in Europe’s neighbouring areas could lead to a sudden and substantial increase of the
number of migrants. Ethnic communities act as a strong pull factor for illegal migrants. Fol-
lowing the developments of the US economy, Europe might be perceived offerering better
job opportunities than the US and illegal migrants targeting both the US and Europe may
start choosing Europe instead. Besides economical situation and job opportunities, Member
States’ legal and policy changes also drive or restrain illegal migration.

Visa regulation, border control policy (including readmission agreements), geography, trans-
portation connections and presence of organised crime (OC) networks in the EU and its
neighbouring areas are the main factors impacting the selection of migration route and modus
operandi.

Based on the above mentioned factors and the situation at the external borders in 2007, it is
expected that
e The number of illegal migrants coming to the EU is likely either to stay at the
current level or increase slightly.
e Most illegal migrants will cross the external EU border through the southern
maritime borders. The risk of loss of life will remain high.
e The number of illegal migrants taking air route to the EU will grow.

As for all types of external borders, the flow of illegal migrants from Iraq to the EU is ex-
pected to remain high, and the pressure will be felt especially at the air borders and at the en-
try points of the Eastern Mediterranean and the Eastern Balkan route. The same will apply to
illegal migrants from Pakistan, if the security situation in Pakistan deteriorates further. In ad-
dition, a high number of refugees from Afghanistan, living in Pakistan, might have to look
for another safe haven.

External Land Borders of the EU

Detections of illegal migrants will remain highest at the Greek-Albanian and Greek-Turkish
land borders.

Although the flow of illegal migrants at the border section of Slovakia-Ukraine is decreasing,
the pressure is likely to remain high.

The number of Russian asylum seekers at land borders of the EU, especially of those coming
from Chechnya, is expected to remain high in 2009.

Facilitated migration at the external land border of Slovenia is expected to remain high. De-
spite good cooperation between Hungary and Serbia illegal border crossings may increase.
The newly declared Republic of Kosovo is likely to remain attractive for illegal migrants and
transnational facilitation networks with links to other OC activities.
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Figure 9: Expected Pressure at the External Borders of the EU in 2009 due to irregular migration

External Maritime Borders of the EU

The pressure of illegal migration towards the EU will remain high in Western Africa. Due to
extended border control measures in the region, organized crime groups (OCG) continue
looking for new routes and modi operandi.

Extended counter-measures in the Canary Islands region may push the flow of illegal migra-
tion slightly eastwards towards the Central Mediterranean route. Furthermore, the number of
illegal migrants from the Horn of Africa may increase and impact on the Central Mediterra-
nean route.

Demand for illegal facilitation services in North Africa is likely to go up; it is likely that there
will be more suppliers with more boarding places for illegal crossings to the EU in North Af-

rica.

Pressure will remain high in the Eastern Mediterranean route as it is used especially by illegal
migrants from the conflict areas in the Middle-East and the Horn of Africa.
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External Air Borders of the EU

The number of illegal migrants from South America, especially from Brazil and Colombia is
expected to increase. They are likely to target Spain, Portugal and Italy, but also the UK and
France.

Chinese illegal migration to Europe is likely to go up, but it will be difficult to tackle because
of the involvement of OCGs.

The number of Russian asylum seekers is also expected to remain high in 2009.

London Heathrow, Paris CGD, Frankfurt-am-Main, Amsterdam Schiphol, London Gatwick,
Madrid Barajas and Milan Malpensa will remain the main entry points to the EU for illegal
migrants using air routes. However, small airports with international flights in the EU as well
as airports in Prague, Budapest, Bratislava, Warsaw and Riga are expected to be targeted in-
creasingly.

Finally, the new low cost flight carriers operating to destinations outside the EU are likely to
become targeted.

1.8. ARA Recommendations for 2009

Frontex operational activities are intelligence driven and based on threat and risk analyses
carried out by Frontex’ Risk Analysis Unit (RAU) on an ongoing (regular) and ad hoc basis.
The Annual Risk Assessment (ARA) is also used as a reference and foundation for Frontex’
Programme of Work.

For the elaboration of Frontex” Programme of Work, the recommendations of the ARA, de-
veloped on the basis of the description of the situation at the external borders of the Member
States and the global security environment, are the most important features of the ARA. The
latest ARA — released in March 2008 - was based on information covering 2007. Nonethe-
less, the ARA 2008, by taking a more forward-looking approach when developing the rec-
ommendations, intended to look into possible future scenarios covering a period of eighteen
months ahead.

In the future, by utilizing a permanently improving and maturing Risk Analysis Network
(FRAN), RAU will be enabled to update the ARA with information about the first semester
of the year. This update on the situation regarding illegal migration at the external borders of
the EU, together with the analysis of changes in the global security environment will be pre-
sented as a new intelligence product called Interim ARA in September 2008. In its forecast,
the Interim ARA looks nine months ahead, enabling and facilitating operational and tactical
decision making. Beside that, an additional value of the Interim ARA has to be seen in its
applicability to Frontex’ annual planning.
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The following recommendations reflect the synergy of the ARA 2008 and their validation
and reassessment based on past developments since its issuance.

1.8.1. General Recommendations'!

GENREC 1
The strategic joint operations and pilot projects to be planned and implemented as a conse-
quence of this assessment should focus on:

- Land Borders (the Greek land borders with Albania and Turkey, the border with Ukraine in
general, with special focus on the green border between Slovakia and Ukraine and finally, the
Western Balkan area);

- Sea Borders (southern maritime borders in the Atlantic and the Western Mediterranean,
specifically the Strait of Gibraltar and north to the Gulf of Almeria, at the Central Mediterra-
nean and the Aegean Sea);

- Air Borders (main international airports which receive the majority of extra-EU passenger
flows).

GEN REC 2

The provision of training for Border Guard authorities in the field of the detection of false
and falsified travel documents as well as illegal use and illegal obtaining of travel documents
should be intensified. Additionally, language training of border guards should be continued
together with training in detection techniques of clandestine migrants.

1.8.2. Land Borders

LBSREC 1

A Tailored Risk Analysis should be drawn up focusing on the Greek land borders in order to
identify the main risks and vulnerabilities, with the aim to elaborate on how border manage-
ment could be better targeted to the identified risks.

LBSREC 2

Attention should be given to the development of the already existing Focal Points by second-
ing Member States’ experts to strengthen cooperation and enhance the capacity to collect in-
formation directly at the borders.

LBS REC 3
Specific operational action should be launched including the Focal Points at the external bor-
ders of Hungary and Poland.

LBS REC 4
Operational action should be launched all along the border section between Slovakia and the
Ukraine targeting illegal green border crossings as well as the clandestine border crossings.

" Only ‘General Recommendations’ which can be translated into direct actions by the Agency itself have
been introduced. In that respect the PoW 2009 deviates from the ARA 2008.
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LBS REC 5
Operational action should be taken to monitor and counteract the abuse of Romanian travel
documents by Moldovan nationals.

LBS REC 6
Frontex should plan the implementation of a two-folded Joint Operation in the Western Bal-
kans at the Hungarian-Serbian and at the Slovenian-Croatian borders.

LBS REC 7
The phenomenon of Russian nationals claiming asylum on the basis of Chechen origin
should be assessed as a major source of concern at the eastern land borders.

LBS REC 8

Monitoring of the potential increase in illegal migration of nationals from Eastern EU
neighbouring Third Countries after the introduction of the visa regulation following the
Schengen accession should be considered.

1.8.3. Sea Borders

SBS REC 1
The implementation of the European Patrols Network should be completed.

SBS REC 2
The surveillance capacity at the coastal areas should be further developed, focusing on
smaller targets and aiming at full coverage.

SBS REC 3

Organisational capabilities, procedures and skills should be reinforced to carry out full de-
briefing activities on apprehended illegal migrants at sea enabling the processing of the rele-
vant information gathered from interviews feeding into further operational activities.

SBS REC 4

At the Black Sea area, focus should be put on the implementation of systematic port checks
and enhanced cooperation with the relevant authorities responsible for control of sea and
inland water transport, including persons and goods.

1.8.4. Air Borders

ABS REC 1
The profiling of illegal migrants travelling by air should be constantly updated by analysing
risk behaviour such as illogical itineraries, behaviour at the airport and travel conditions.

ABS REC 2

Operational activity targeting transit areas of secondary or smaller airports in Member States
should be launched.
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ABS REC 3
Operational activity should target the facilitated illegal migration by Chinese nationals espe-
cially by identifying escorts in transit areas.

ABS REC 4
Operational activity should target the facilitated illegal migration from South America.

ABS REC 5

The modus operandi of applying for asylum when transiting the EU on the route to a visa free
country should be targeted by operational activity, in particular for Colombian illegal mi-
grants.

ABS REC 6

The flights from major air hubs outside the EU such as Moscow, Istanbul, Cairo, Dubai,
Kuala Lumpur, Hong Kong and Sao Paolo should be monitored for possible operational ac-
tivity.

ABS REC 7

The use of the airports of Belgrade, Pristina, Sarajevo, Banja Luka and Zagreb should be
monitored in view of their exploitation as hubs for illegal migrants transiting from the West-
ern Balkans for possible operational activity.

ABS REC 8
Operational activity focusing on smaller airports of the Member States targeting low cost air-
lines departing from Third Countries is recommended.

ABS REC 9
Increasing the information exchange between airports on issues related to illegal migration
would assist in focusing the operational activity.

1.8.5. Cooperation with Third Countries

COOP REC 1

Operational cooperation arrangements should target as a matter of priority the commitment
and involvement of Third Countries with the Frontex coordinated operational activities at the
external borders of the EU. In this sense, the external dimension of the operational activity
should target an enhanced effort on key third countries, namely Libya, Mauritania, Egypt,
Algeria, China and Turkey. The Western Balkans, the Black Sea region and Western Africa
remain essential strategic areas with regard to illegal migration. Effective cooperation should
be sought with the Russian Federation, Ukraine and Cape Verde.
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1.8.6. Enhancing Institutional Cooperation, Information Exchange and Analysis of
Illegal Migration

INSTREC 1

Operational cooperation and exchange of information between Frontex, Europol and Interpol
should be enhanced in order to, among others, fill intelligence gaps regarding criminal facili-
tation in source, transit and destination countries by exploiting the synergies present in the
mandates of both organisations.

INSTREC 2
Frontex should further develop practical cooperation with the EUROSTAT and the EC Joint
Research Centre to the full potential required by its mandate.

INSTREC 3

Cooperation with the Joint EU Situation Centre should be given priority in order, amidst oth-
ers, to fill the intelligence gaps regarding the security situation in the most important source
and transit countries for illegal migration to the EU, exploiting the synergies present in the
mandates of both organisations.

INSTREC 4

Data collection on illegal migration and factors driving the phenomenon in the most impor-
tant source and transit countries should be enhanced, by exploiting appropriate open sources
resources including satellite imageries from hot spots. In this sense, data collection should be
enhanced, including analysis of possible embarkation points, with the support of research by
exploiting satellite imagery to enable more precise targeting of operational activities and
more efficient deployment of assets.

INSTREC 5

Aim at an improved information exchange with Third Countries’ Border Guard authorities,
with priority to countries with which Frontex has a cooperation agreement, especially with
Ukraine and Russia. In addition, data collection on the Western Balkan countries should be
developed.

INSTREC 6

Data collection should be developed further to guarantee a constant flow of information in
the field of illegal migration at the external borders of the Member States and to harmonise
definitions used in assessments and statistics. The Frontex Risk Analysis Network system for
the exchange of information should enlarge its capacity to collate data on trans-border crimi-
nality relevant to border control and illegal migration.

INST REC 7
Intelligence collection from Joint Operations should be improved, especially when it comes
to the quality, accuracy, flow and processing of information.

INSTREC 8

The exchange of information between the Black Sea littoral states should be further devel-
oped, resulting in the joint assessment of the situation at the maritime borders of the littoral
states.
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INSTREC 9

Frontex should establish contacts with the Maritime Security Inspectorate of the European

Commission in order to access timely and reliable information on the security level of EU
port facilities and vessels.
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1.9. Council Conclusions on the management of the external borders of the
member states of the European Union

The Council Conclusions'? are seen as the last of a number of key decision and documents
framing the future work of Frontex within the concept of integrated border management.
Most importantly, as outlined in the preamble of the Council Conclusions, they are based on
the Commission’s Communication on the future development of Frontex, and on examining
the creation of a Border Surveillance System.

The following table is aiming to link projects, products and services as proposed in the Pro-
gramme of Work 2009 with specific Conclusions as adopted by the JHA Council. As this
document follows a short term approach only short term priorities are mentioned. The multi
annual Business Plan 2010 — 2013 will include mid and long term priorities as mentioned by
the Council. Nevertheless, already launched long term initiatives such as EUROSUR, and
within the mandate of Frontex, will also be reflected in the Programme of Work 2009 under

the units involved.

Council Conclusions
REGARDING THE FUTURE DEVELOPMENT OF THE
FRONTEX AGENCY

Link to Project, Product and Ser-
vice in Programme of Work

1. Welcomes the rapid progress made in making the
FRONTEX Agency operational, and recognizes the
active role of the Agency in the implementation of
integrated border management in the EU, and re-
calls the need to provide the Agency with the neces-
sary resources to allow it to meet its objectives.

OPS1-0OPS4
RAU 1 —RAU 3
FSC1-FSC4
RDI1,RD2
PRE1-PRE3
TRU1-TRU3

2. Requests FRONTEX to implement, in full, the
2008 work program and to reinforce its role in the
framework of its current mandate and decide, on the
basis of an assessment of need as well as on a cost
benefit approach, on the acquisition and/or leas-
ing/contracting equipment, in particular technical
border control equipment, in order to make it avail-
able for operations coordinated by Frontex.

The assessment of the implementa-
tion of the Programme of Work
2008 falls within the remit of the
General Report 2008.

The acquisition and/or leas-
ing/contracting of equipment are a
‘strategic issue’ to be elaborated and
decided on when assessing and re-
vising Frontex’ strategic positioning
at governance level. This is foreseen
to be finalized until end Q2 2009.

SD1, CTL 1

3. Encourages Member States and. Frontex to make
maximum use of the equipment made available by
other Member States in the framework of CRATE
and invites Frontex to regularly inform the Council

PRE 3

122873™ Justice and Home Affairs Council meeting Luxembourg, 5 and 6 Jun 2008

30/82



Council Conclusions
REGARDING THE FUTURE DEVELOPMENT OF THE
FRONTEX AGENCY

Link to Project, Product and Ser-
vice in Programme of Work

on the actual use of this equipment and the meas-
ures implemented to ensure its availability.

4. Encourages risk analysis and feasibility studies to
be based on reliable information as a prerequisite to
the success of a European Border Management sys-
tem and, in that respect, invites Frontex to co-
operate closely with other organizations (Europol)
and to analyze, together with the Commission and
the Council, how to improve the use of ICONet and
the potential added-value of a role for the Agency in
the management of the ICONet.

RAU 1, RAU 2,
RD 1, REL 2

5. Invites Frontex, with a view to improving its ca-
pacity to support operational coordination, to con-
sider, in accordance with Article 16 of Regulation
(EC) No 2007/2004, the possible establishment of
specialized branches, including the different options
which could be envisaged for this purpose, and re-
port back to the Council.

The feasibility of establishing spe-
cialized branches is a ‘strategic is-
sue’ to be elaborated and decided on
when assessing and revising the
strategic positioning of Frontex at
governance level. This is foreseen to
be finalized until end of Q2 2009

SD1, CTL 1

6. Welcomes the intention to explore further the
possibilities for developing cooperation, within
their existing mandates, between Frontex and other
authorities involved at the borders including cus-
toms, taking into account the Commission's forth-
coming study on inter-agency cooperation and the
pilot projects to be carried out at European level.

REL 1, REL 2

7. Considers that Frontex should play a supportive
role in the Sch-eval mechanism, with regard to rele-
vant risk analysis for the purpose of evaluation mis-
sions and possibly also by providing necessary
training to optimize implementation of those mis-
sions, and commits to return to this issue again
based on the Commission's forthcoming proposal.

RAU 1,RAU 2

8. Stresses the need to reinforce the role of the
Agency, within its existing mandate, in promoting
operational and other forms of cooperation with
third countries on border management, within the
framework of the Global Approach to Migration
and the relevant external financial instruments.

REL I, REL 2, OPS 1 -4, TRU 1,
RAU 1,RAU 2

9. Welcomes the involvement of Frontex in training
activities and the development of the Common Core
Curriculum, and invites it to consider, within its
existing mandate, organizing additional training
courses at European level for Member States and

TRU 1, RAU 3
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Council Conclusions
REGARDING THE FUTURE DEVELOPMENT OF THE
FRONTEX AGENCY

Link to Project, Product and Ser-
vice in Programme of Work

third countries including rules on asylum, the law of
the sea and fundamental rights.

Figure 10: Linking of Council Conclusions with Objectives/Goals of PoW 2009

1.10. Indicative list of areas of interest and proposal for developments as stated
by customers

During the preparation for the meeting of representatives of member of Frontex” Manage-
ment Board in July 2008, the Member States were asked to provide feedback on the planning
approaches applied, and a preliminary evaluation of activities carried out by Frontex until the
end of May 2008. Additionally, the Member States provided their areas of interest for 2009,
and, based on the preliminary evaluation for 2008, suggestions how to better performance.

The table below mainly reflects statements made by the MS’ representatives during the meet-
ing. The document was revised, introducing change requests made by the Member States, and
adopted as output of the meeting. It should be clear that all contributions received were con-
sidered during the elaboration of the Progamme of Work and weighed against other parame-
ters impacting on the final composition of Frontex’ portfolio of projects, products and ser-
vices.

The shading of cells is to highlight those areas of interest and areas for development, which
were mentioned by at least two Member States.

Land Borders (Croatia, Hungary, Ukraine, Moldavia, Serbia, Belarus,
Eastern Land Borders, Turkey, Russia, FYROM, South Eastern Euro-
pean Countries)

Provision of document experts, interviewers and profilers

Expand area for JO DRIVE IN and KRAS

Checks at BCPs,

Sea Borders (Danube, Black Sea, Turkey, Med Sea, Atlantic, Baltic Sea,
West Atlantic-Africa

EPN

Surveillance on water

Air Border (Asia, Russia, Asians via Africa and South Africa, CDG air-
port)

Training, Workshops and Seminars, 3™ countries

Dog Handler, CCC, MLC, Document Experts, Stolen Cars, Sea Trans-
port Cargo, rescue in maritime area

Risk Analysis Training (Methodology on Data Collection)

Risk Analysis to support MSs in management of external borders, identi-
fication of changed modus operandi

RABIT Teams

Areas on interest
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Areas for development

Technology for Border Control

CRATE

Balkan Route

South Eastern European Countries

Western African Countries

Maghreb Countries

Central Africa

North Africa

Far East

Southern/Central American Countries

Negotiations with UNHCR and NGOs

New Technology in Border Control

Fine tuning of activities

Focus not on own external borders (destination of migration flow, e.g.
Calais)

External Relations to be strengthened (origin and transfer countries)
Best practice for Joint Operations (handbooks)
Budgeting on short term needs, no long term projects
CIRAM

Clarify domestic problems during JO

Cooperation with 3™ parties (Europol

Cooperation with 3" countries (country of origin and transfer)
Cooperation with 3™ countries Border Authorities
Creation of network of Focal Points (Sea, Air, Land)
Documents of illegal immigrants (practices)
Deployment of short term SNE for operational activities
Equipment for officers in the field

Establishment of teams for Joint Return Operations
EUROSUR as part of Border Package Communication
Fixed time for deployment of guest officer
Geographical area under one PM

Initial time schedules should be respected

IT solution for air passenger watch list

Joint return operations and best practice

Long term evaluation of effectiveness of operations
More emphasis on RAU functions (EuBIN) and Early Warning System
to predict change in push factors

Pilot Project “Document Advisor”

Planning should look 12 — 24 months ahead

Processing of Intelligence IT enabled

Proactive activities

R&D solutions for Border surveillance (interoperability)
Reduction or freeze of JO (quality instead of quantity)
Timely availability of schedule for operation

Use of EIO

Figure 11: Indicative list of MS' areas of interest and proposals for development
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2. Key Business Areas of FRONTEX and related objectives

2.1. Goals as corner stones of Frontex’ multi-annual Business Plan (2010-2013)

The revision of Frontex’ approach to strategic management during the fist half of 2008 will
consequently lead to the revision of Frontex’ current strategic positioning. During autumn
2008 the Management Board as Frontex’ governing body will assess and adopt the strategic
position at corporate level which will then be broken down to a multi-annual business plan
covering the years 2010 — 2013 for implementation. The performance achieved during 2008
and activities of the Programme of Work 2009 will form the baseline from which the elabora-
tion of annual programmes for the years 2010 — 2013 will start. Already at the current stage it
was possible to identify a limited number of mid to long term goals, supported by the Con-
clusions issued after the meeting of the JHA Council after its meeting on 5 and 6 June 2008
in Luxembourg.

Frontex defines goals as open ended statements of what Frontex wants to accomplish, with
no quantification of what is to be achieved and no time criteria for completion.

2.1.1. Goal 1: Awareness — Analytical Capabilities

Supply of intelligence to Frontex’ customers and stakeholders to be used as basis for meas-
ures to be taken at European, and national level to tackle identified threats and risks with the
view to improving integrated management of external borders.

Risk analysis and intelligence based activities are the core of Frontex’ methodological ap-
proach with regard to the coordination of integrated border management. The time perspec-
tive can vary from long term (strategic) to short term (operational and tactical). In the fulfill-
ment of its tasks and responsibilities both are of equal importance when shifting from a pure
reactive to a more proactive approach.

Awareness can only be achieved when based and supported by appropriate information ex-
change. In that respect the Frontex Risk Analysis Network ( FRAN) but also Third Parties
will be of major importance on the way to establish partnerships.

The establishment of EUROSUR, with Frontex in a key position, should also increase

,,awareness”.

2.1.2. Goal 2: Response — Operational Capabilities & Reaction Capabilities

Based on thorough analysis of the current situation, hypothesis on best suitable actions to
mitigate risks stemming from high risks areas and phenomena of illegal immigration and
other border-related crime should be verified.
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Operational activities have to become solely intelligence driven. This means that all the ac-
tivities shall be based on results and recommendations of risk analyses. Where assessed as
the best possible choice when taking a long-term approach, Frontex operational focus should
be reflected in various operational activities, constantly targeting a geographical area or a
modus operandi with varying means. Programmes will decrease administrative burden and
thereby enable reshuffling of idle resources to operational activities.

Strengthening of operational capabilities has to continue in a systematic way by developing
training the skills of internal and external actors possibly involved in Frontex’ coordinated
operations. Main efforts will be put in training of Frontex staff, personnel of Frontex Joint
Support Teams (FJST) and member of RABIT teams.

Goal achievement will also require to remain open to new approaches and concepts, which
have to be considered and evaluated to identify the best possible options for Frontex. This
will also to cover the strategic debate regarding the possibility for Frontex of having special-
ized branches, and having its own equipment or sharing certain assets with partners such as
other Agencies. The ability of these concepts to better Frontex’ reaction capabilities and to
provide public value should be thoroughly scrutinized.

2.1.3. Goal 3: Interoperability - Customerization

Enhancement and interaction between Frontex and its stakeholders at strategic and opera-
tional level including the development and integration of the required tools and platform to
guarantee interoperability of developed and deployed solutions,

The development of interoperable national capacities, supporting the concept of Integrated
Border Management, including the European Border Surveillance System, requires a struc-
tured framework. This to enable coordination of capacity needs, harmonization of require-
ments, programming of research, development of standards covering training, operations and
technology at European level.

Additionally, existing cooperation structures will be further enhanced and used as an opera-
tional platform. Considering the importance of third countries to effectively fight illegal im-
migration, cooperation and partnerships with these countries are of crucial importance. Spe-
cial efforts will continuously be paid to intensify cooperation with authorities in the third
countries or the Mediterranean region, Western Africa, Western Balkans, Black Sea region,
Central Asia, and Far East.

Cooperation will also include strategic partner such as EUROPOL, EU anti-terrorism coordi-
nator, EMSA, ESA, INTERPOL, IOM, and UNHCR.

This cooperation will use a secure and reliable communication platform.
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2.1.4. Goal 4: Performance — Managerial Capabilities

Strengthen the management capacity of the Agency by designing, implementing and main-
taining a Performance Management Framework to ensure efficient utilization of resources
made available.

The consolidation of Frontex administrative functionalities will lead to improved perform-
ance of these entities and of Frontex in its entirety. In any knowledge related business area,
people are the most valuable asset of an organization. The provision of a motivating work
environment will help to establish a high level of professionalism but also a high reputation
of the Agency as employer. This will be accompanied by the establishment of the tailored
Performance Management Framework which will bring “People” (besides Processes and
Data) into the centre of its attention.

With regard to Performance Management it should be clear that some areas to be covered
will also include Member States as stakeholder and customer of Frontex. In that respect the
integration of the Member States in the design, development and implementation of the Per-
formance Management Framework will be essential.
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2.2. Objectives and Outputs

Frontex understands objectives as end result of planned activities, stating what is to be ac-
complished by when and quantified if possible. This should be operationally related state-
ments of outcomes (output) contributing to the achievement of a particular goal with a clear
ownership.

That is in line with the definition of performance as the end result of activities, actual out-
come of strategic management process.

The description of objectives, as mentioned in the Programme of Work 2009, will remain at a
high (governance) level, and will refrain from moving to a micro level, which will be re-
quired for the day-to-day management of Frontex.

In this step, to be done at Frontex’ internal level, the achievement of objectives, realized by
performance of sequential steps, will be broken down into activities. This description of the
related processes will enable monitoring and controlling'® of agreed indicators at different
levels to control progress and to forecast the needs for consolidated action.

In this version of the Programme of Work 2009 the objectives will be linked with out-
puts/results further defined projects, products, and services as outlined in the introduction.
This grouping will be highlighted as follows:

Project
Product
Service

2.3. Performance Indicators

Performance indicators are a tool to be used by the management of Frontex to assess the pro-
gress achieved towards the accomplishment of an objective or goal.

Frontex defines performance indicators as financial or non-financial metrics, used to quantify
objectives to reflect strategic performance of an organization.

To manage the performance of Frontex and its substructure requires knowledge and expres-
sion of key processes happening within Frontex and the resulting key products that will be
delivered by the organization. Frontex applies a mix of quantitative and qualitative indicators
which, dependent on the time of measurement, can be lead or lagging indicators. The last dif-
ferentiation will mainly be driven by the nature of the desired output as tangible or not.

The development of performance indicators should enable the Management Board as govern-
ing body of Frontex to assess Frontex performance towards the agreed high level goals.
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2.3. Prioritization

In a time boxed (annual) and resource limited (financial and establishment plan) environ-
ment, it is not possible to guarantee delivery of all the scoped and requested products and
services within the agreed time. However, end-users and those paying for delivery need to
have some confidence and reasonable expectation of what will be delivered. Therefore, a
prioritisation technique is needed that will give the stakeholders this confidence. MoSCoW
prioritisation can be seen as such a technique.

Member States as Frontex’ customers were asked about their preferences for specific pro-
jects, products and services. Although the number of received replies was rather limited (12
out of 30) it gives at least an indication to which extent customer will call up deliverables and
how to allocate resources in case of shortage or unforeseeable reduction. Additionally it has
to be stated that Member States did only partly prioritize activities which as purely internal
(such as Administration and Finance). This is why the contributions received were not taken
into consideration in the final version.

The following weighing was applied:
MUST - 8, SHOULD -4, COULD -2, and WON’T — 0.

In some cases, related to external oriented activities, fields were left blank. These have not
been included when calculating the average grading. When assessing the need for specific
products and services the following margins were taken

MUST - 6 and higher, SHOULD — 4 and higher, COULD - 2 and higher, WON’T — less
than 2

Finally is should be mentioned that in the final design of Frontex products and service portfo-
lio differences between the customers’ needs and requirements had to be balanced. This, also
keeping in mind the higher number of customers and their differing even controversial needs
and requirements.
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2.4. Overview of Objectives, Outputs (Projects/Products/Service), Performance Indicators and Resource Allocation

2.4.1. Joint Operations

Operational intensity (days) FTE Financial Means

2008 2009 2008 2009 2008 2009
Operations 4 3 - -
Land Border Sector 13 17 4,150.000 4,250.000
Sea Border Sector 19 22 31,100.000 35,000.000
Air Border Sector 11 13 2,070.000 2,650.000
Return Operations 9 12 560.000 2,250.000

2937 3362 56 67 39,010.000 44,150.000

Resource Allocation
I(I;g:f Objective Outputs & Performance Indicator (e Euros)

Prioritization

To further improve Frontex capabilities and effectiveness

to coordinate operational activities of the MSs and SACs based on risk analysis, and
focusing on the main routes of illegal migration, and to further develop platforms for operational co-operation between MSs and SACs;

OPS1

Land Borders Sector:

G2 To focus on illegal immigration at EU exter-
nal land borders, by targeting the Balkan and

LBS | Eastern routes, and coordinating operational
REC 1- | activities between the MSs and SACs, giving
8 adequate responses to the risk analysis identi-

fied threats;

Best practices pilot pro-
jects in cooperation with
neighboring Third
Countries and follow up
Joint Operations based
on findings;

Number of findings refer-
enced in start up documents
for Joint Operations;

3.0
500.000

7.3
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Further developed stra-
tegic projects recently
carried out;

Increased MS involvement;

3.0

1,000.000

5.1

10 - 12 (2008: 8-10)
joint operations (incl.
Focal Points) concen-
trated on the main routes
of illegal immigrants as
identified by risk analy-
sis;

Number of arrested people;

Increased MS involvement;

10.0

2,700.000

6.3

3 (2008: none) Com-
bined joint operations in
cooperation with Air
and Sea Border Sectors;

Increased customer satisfac-
tion;

1.0

50.000

5.0

Sea Borders Sector:

To enhance activities on the coordination of
MSs and SACs actions to tackle illegal immi-
gration flows on routes as identified by risk
analysis, by ensuring the coverage of sea op-
erations in terms of operational areas and im-
plementation periods;

4 -5 (2008: 2-3) pro-
jects on best practices,
some of them in coop-
eration with other
Units/Sectors and/or
European Bodies;

Increase usability (applica-
tion) of best practices identi-
fied in follow up actions;

3.9

European Patrols Net-
work and 6-7 (2008 5-
6) joint operations in

Decrease of illegal immi-
grants and facilitators;

19.0

34,800.000
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different geographical
areas to decrease the

illegal immigration 5.5
flows and to detect fa-
cilitators;
Coverage of Joint Op- Increased number of lessons | 1.0
erations up to the time learned referenced in start-
that is needed according | up phase;
to the risk analysis; 5.0
Blueprint on “Common | Increased number of users
operational procedures”; | applying procedures;

5.0

100.000

100.000
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1.8

2 -3 (2008: 2-3) pro- 200.000
jects based on identified
needs in 2008;
4.0
Shortening of time for initi- | 2.4
Air Borders Sector: 12 - 14 (2008: 6-8) joint | ating and planning by 40%; 600.000
OPS3 To carry out tasks by focusing on illegal im- e cqmed outon , L
@ migration from the Western Balkan region, the‘bas1s of risk analy- Numbetrs of illegal immi- 6.1
— Latin-America, Asia, Africa and the Middle Ses, grgnts identified and re-
ABS East, practicing a long-term approach to face ' ' tained,
REC 1. | the phenomenon of illegal immigration by Joint Operations (2008: 7.0
===—— | activating FJSTs at various airports defined 1) in cooperation with 1,650.000
9 by risk analysis; Land and Sea borders, Increased number of parties
other Units/Sectors of involved;
Frontex or with EU bod- 4.6
ies;
At 1.8
east 1 handbook on
best practices developed | Increased customer satisfac- 200.000
during a long term pilot | tion;
project; 4.2
OPS4 Follow developments in | Number of advices used in 1.0
ROS field of return and up- performing return opera- ’

date best practice manu-

tions;
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G2 Return Operations

To further improve the support for MSs and
SCAs in organizing joint return operations
based on the contributions received from the
Core Country Group;

To develop practical arrangements in relation
to the new interpretation of Art 9 Frontex
Regulation;

als and guideline ac-
cordingly;

Shortened time span for ac-

' Sub-objectives which were added or revised after the finalization of the survey on MSs’ requirements do not show a mean of values enabling prioritization

quisition of travel docu- >0
ments;
To maintain and use
ICONet Return Section | Increased level of informa- | 1.0
as platform for the ex- tion distributed between
change of return related | Frontex and MS; nal

information;

5.0
1,900.000

6.1

2.0
150.000

4.4

1.0
100.000

4.7
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50.000

50.000
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2.4.2. Risk Analysis Unit

FTE Financial Means
2008 2009 2008 2009
Risk Analysis 29 31 1,010.000 1,400.000
Resource Allocation
Index . L. ) (FTE
Goal Objective Outputs & Performance Indicators Euros)
Prioritisation
RAU1 | To provide strategic, operational and tactical
analysis and related advice to internal and ex- | Annual Risk Assessment 1.7
G1 ternal stakeholder in a timely manner; report (ARA 2009) by

February 2009 (2008: Increased quality as assessed
ARA 2008): by customer; 7.7
Threat and Risk As-
sessment 2009 for the Breakdown of EBR - re- 1.8
PUORSS G I el uired data categories
Borders Fund to the zcllchieve 4 &
Commission by 1 April ’
2009 (2008: EBF TRA 8.0
2008);
Interim Annual Risk
Assessment (Interim Increased influence of risk | 0.4

ARA 2010) assessing
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risks and threats for the
upcoming six to nine
months period ;

4 (2008: 7) Tailored
Risk Analyses and
Threat Assessments on
topics of current concern
throughout 2009, includ-
ing at least one joint as-
sessment with appropri-
ate third countries
and/or external partners;

Briefings and intelli-
gence products to Fron-
tex Management as re-
quested;

4 FRAN Quarterlies on
the security situation at
EU external borders;

Frontex contributions to
intelligence products
delivered by other or-
ganizations and partners;

analysis on annual planning
and mid/short term opera-
tional planning;

Increased number of RAU
products and activities de-
livered and completed
within agreed timeframe;

n.a.

15

1.3

80.000

7.3

0.9

5.3

0.4

6.9

0.2

4.8

"* Sub-objectives which were added or revised after the finalization of the survey on MSs’ requirements do not show a mean of values enabling prioritization
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14.5

6.5

0.4

15.000

4.5
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RAU2

Gl1,G3

To enhance Frontex Risk Analysis Network
(including ICONet to improve its application
and usability in the production of strategic,
operational and tactical products of RAU;

Annual report on the
development of FRAN
information exchange
(periodical statistical
and analytical reports,
incident reporting sys-
tem);

'* Sub-objectives which were added or revised after the finalization of the survey on MSs’ requirements do not show a mean of values enabling prioritization

Increased level of accep-
tance of reporting proce-
dures by MSs and use of
new data category break-
down;

Number of FRAN informa-
tion reports received,

1.0

4.4

140.000

70.000

20.000
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RAU3

G1,G3

To strengthen the framework (people, proc-
ess, data) for analytical support by Frontex by
developing and training analytical capabilities
of internal and external stakeholders;

150.000

25.000
Manual of Best practices L0
in setting up, managing | Number of manuals final- 30.000
and maintaining Ana- ized and used;
lytical Units; 4.3
1.0
Ade_lp (50 CILR A asa Revised CIRAM finalized 80.000
basis of Frontex risk .
s e and applied;
analysis activities; 53
40.000
350.000

' The number of SNE deployed as intelligence officers in joint operations was not included in the calculation of the overall number of Frontex” staff (TA+CA+SNE)
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385.000
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2.4.3. Frontex Situation Centre'®

FTE

Financial Means

2008

2009

2008

2009

Frontex Situation Centre

7 14

700.000

650.000

Index s
Goal Objective
To support the management and other units of
FSC1 | Frontex during office hours by coordinating
the flows of all operational information to-
G1 wards Frontex in a timely and reliable man-
ner;
To collect, evaluate and collate all received
FSC2 | operational information in order to maintain a
comprehensive situational picture related to
G2 border control and illegal immigration at the
external borders of the Member States;
FSC3 | To enable a centralized, permanent coordina-
G2 tion of Joint Operations;

Outputs & Performance Indicators

Appropriate number of
situation reports sup-
porting the management

as well as units’ opera-
tional activities;

Customer satisfaction;

Resource Allocation
(FTE

Euros)
Prioritization
4.0
6.0
4.0
200.000
4.6
3.0
200.000

5.4

'® When drafting the preliminary Programme of Work 2009 FSC is not operational yet. That is why currently no benchmarks exists and also the Programme of Work
2008 does not indicate any quantitative figures to be compared with
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FSC4
Gl1,G3

To provide a regular overview of the most
recent and relevant open sources information
to all stakeholders;

250.000
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2.4.4. Research and Development

FTE Financial Means
2008 2009 2008 2009
Research and Development 11 14 600.000 1,400.000
Resource Allocation
Index Objecti Outputs & Perf Indicat (e
Goal jective utputs erformance Indicators Euros)
Prioritization
Workshops; Number of WS participated; 8.0
The follow up on developments in re- Reports (2008: 4); Number of reports issued; )
. — 800.000
RDI1 search relevant for the control and sur- Bulletins; Number of bulletins issued,;
- veillance of external borders (here: Conference presen- Number of conferences at-
G3 EUROSUR) and to disseminate infor- tations; tended;
a’ mation gathered to stakeholders as their ) Number of documents is-
— primary and trusted advisor in the field Conference papers; sued; 59
of question; : .
a Artuj,les S s Number of articles issues;
studies);
(\_S)Virkshops e Number of WS participated;
Reports; Number of reports issued; 6.0 600.000
RD2 To ensure that specific interests of bor- ?ulletms (2008728) Number of bulletins issued;
G3, d:; g;zllrdeilé?;;;téeiia;iilrlﬁlr ;esz(:éﬁ? Conference presen- Number of conferences at-
G4 propetly y ’ tations; tended
Number of documents is- 6.0

Conference papers;

sued;

Articles;

Number of articles issued;
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2.4.5. Training Unit"

FTE Financial Means
2008 2009 2008 2009
Training Unit 14 18 6,410.000 6,300.000
Resource Allocation
Index Objecti Outputs & Perf Indicat (e
Goal jective utputs erformance Indicators Euros)
Prioritization
C Mid-Level 3.0
omtnon VHd-Leve Customer satisfaction; 800.000
Curriculum (CMC); )
1.0
To develop, operationalize, and maintain a
TRU1 | Common Mid Level Curriculum (CMC) for 4.4
Border Guards and to monitor/measure the
G3, G4 | implementation of the Common Core Cur- 1.0
riculum (CCC) in the Member States; 4.9
1.0
5.1
TRU2 | Provision of specific training modules, main- g

' Regarding the output of the Training Unit it can be summarized that the PoW is almost identical to the PoW 2008, in some areas moving from the development and

design phase to implementation.
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tained manuals, and other training tools and

G3, G4 | training activities/courses;

150.000
3.1
1.5

200.000
6.7
1.3

250.000
6.1
1.0

900.000
3.6
1.0

200.000
4.1
0.5

150.000
4.6
n.a.*
0.4

750.000

7.3

%% Sub-objectives which were added or revised after the finalization of the survey on MSs’ requirements do not show a mean of values enabling prioritization
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TRU3

G4

Establishment and maintenance of networks
such as Training Coordinators, universities,
partnership-academies and experts from MS
for the interim use as project-leaders, trainers
etc

0.4

250.000
4.1
1.0
1,500.000
5.0
University network for | Shortened communication 0.3
. 200.000
advanced BG studies; cycle; 33
NS0 Tl TS Shortened communication 10
ties for specific evalua- evele: 200.000
tion and studies; yele, 5.9
Cooperation and net- 14
work with partnership Number of cooperations; 200.000
academies; 4.7
Establishment of a 0.5
document specialists’ 100.000
board; 5.1
50.000
400.000
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2.4.6. Pooled Resources

FTE

Financial Means

2008

2009

2008

2009

Pooled Resources

1,130.000

1,400.000

Resource Allocation
(FTE
I(n;(;:i( Outputs & Performance Indicators Euros)
Prioritization
To increase availability in and ability of Member States to deploy pooled expert teams and technical equipment
PRE1 To issue versioned handbooks on the man- 2.0
agem@nt and fieployment of RABITS? EJSTS’ Handbooks (2008: 1); Number of issues published; 200000
G3. G2 technical equipment, and updated training re-
———— | quirements; 6.9
2.5
PRE2 To provide practical exercises to members of 900.000
G3. G2 RABIT Pool and of FJSTs;
6.6
PRE3 To maintain the concept of a centrally admin- 3.5
—— | istered overview of technical equipment and 300.000
G3.G2 human resources available in the Member
———— | States (CRATE and FJST pool); S8
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2.4.77. Administration

FTE Financial Means
2008 2009 2008 2009
Administration 3 2
Human Resources 14 14
Information Technology 11 16 2,725.000 5,550.000
Agency Service 20 9
Security 11
48 52
Resource Allocation
Index . . . (FTE
Goal Objective Outputs & Performance Indicators Euros)

Prioritization

To set up and maintain and further develop adequate org

and to support the effective functioning of the agency.

anisational structure, staffing and internal working rules and procedures to enable

New assessment tools

Increased level of accuracy

HR1 | To develop ad new system for assessing com- | used in the selction pro-
— . : .| of assessments of profes-
G4 petencies of applicants for posts at Frontex; cedures for managerial | . .
.. sional competencies;;
positions at Frontex;
HR2 | To introduce the Flexi Time system based on | The registration of : : -
L. : Lo Increased user-friendliness;
G4 the Commission regulations; working time in place;
To evaluate new procedures related to the ap- RpROTEEis ki -
. staff development sys-
HR3 | praisal system, personal development plan- .
: S . tem according to re- Increased number of staff
G4 ning based on the objectives setting and per-

formance assessment;

quested changes and
evaluation results in or-

development actions initi-
ated;
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der to make the system
more transparent and
objective;

Documents related to

HR4 | To prepare guidelines, manuals or coaching o -
L the objective prepared, .. .
sessions in the area of human resources man- | . o 25 participants trained by
. . introduced and being in
G4 agement for managers in the organization; . the end of 2009;
use un Frontex;
HR5 | To introduce missing implementing rules re- | Implementing rules pre- | Increased number of imple- | ---
G4 lated to the HR issues; pared and introduced; menting rules issued;
HR6 To recruit new and replace necessary staff in 6.0
G4 relation to the establishment plan and ED de-
— cisions;
HR7 | To manage payments and other entitlements 4.0
G4 of Frontex’ staff and SNEs;
4.0
HG—IZS To manage the staff appraisal system;
6.0
1,900.000
ICT 1 | To set up and operationalize the ‘ICT Acqui-
G4 sition and Implementation Office’;
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3,650.000

ICT2 | To set up and operationalize the ‘ICT Deliv-
G4 ery and Support Office’
Analytical report on new
To finalize a feasibility study on new prem- premises (2012-2022); | Timeliness of delivery; -
AS1 | . . . Decision on option
ises (expiry of current lease contract in Febru- .
G4 ary 2012): based on the report with
y ’ further actions to be Timeliness of decision;
taken;
To implement logistical changes with regard Hrgmsien ety i . . o
AS2 | to security or availability of working space extra ofﬁce space for the | Customer satisfaction;
G4 due to expansion of premises to also cover expandmg S arlios §taff,
10™ floor as from January 1% 2009; e el szoumy 600.000
’ set up; Timeliness of adaptation; :
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AS3

To implement all elements necessary for the

G4 functioning of Frontex BCP;
AS4 | To provide front line service to guarantee un-
G4 interrupted operation of the Agency;
AS5 . L .

To provide services in the field of facility
G4 management and logistics;
SS1 To finalize the accreditation process for Fron-
G4 tex’ Secure Areas;

To provide consistent 24/7 access control and
SS2 . , L .
G4 surveillance of Frontex’ premises in line with

the Security Manual;

BCP fully operational,

Frontex’ secure areas in
place ;

Number of elements imple-
mented;

Accreditation certified;

5.0

4.0

11
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2.4.8. Finance and Procurement

FTE Financial Means
2008 2009 2008 2009
Finance Administration 7 10
Accounting 2 2
Procurement 4
12 16
Resource Allocation
Index Objecti Outputs & Perf: Indicat (e
Goal jective utputs erformance Indicators Euros)
Prioritization
oty 15 s 1 Tpl- Timeliness of report; 1.0
mentation reports;
To maintain and further develop financial in- | Monthly payment over- ey . 2.0
FIN1 formation for Frontex management and other | views for and to MS; Vihsnel s oif Grervlen
parties (Commission, Court of Auditors,
G4 . . .
Member States etc.); Periodical overviews of 1.0
payment delays and Shortened production cycle;
analysis of these delays;
FIN2 o . Reduction of transaction 6.0
—— | To process all invoices/requests for reim- . ) ) .
o : o Timely payments; with delay of more that 2
bursements within the time limits set; .
G4 working days;
PRO1 | To contribute to the development, streamlin- Increased compliance of 0.3
~ . - ) Annual procurement : .
ing and implementation of the Agency’s pro- lan: plan with procurements
G4 curement and grant policies and procedures plan, launched;
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while ensuring that all European Union guide-
lines are adhered to;

PRO2 | To provide proficient advice on procurement
procedures to the other units of the agency
G4 and to the potential contractors and suppliers;
PRO3 To ensure correct and efficient application of
G4 the procurement procedures;

Register of the procure-
ment requests and of the
tender launches and con-
tract signatures;

Procurement related
documents, setting up
complete procurement
dossiers;

Shortened cycle for produc-
tion of documentation;

0.2
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ACC1

To keep and present the accounts in accor-
dance with Title VII of the Financial Regula-
tion;
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ACC2 | To devise and validate Frontex accounting
system, including local financial management
G4 systems;

ACC3 | To implement payments and collect revenue,
following up on debit notes, VAT and recov-

G4 ery orders;
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2.4.10. Directorate and Executive Support21

FTE Financial Means

2008 2009 2008 2009
Directorate™ 5
Executive Support 6
Relex 3.5
Strategic Development 2.5
Planning and Controlling 1.5 2
Legal Affairs 7
Information and Transparency 5

19.5 31

External Cooperation

Resource Allocation
(FTE

Iéng Objective Outputs & Performance Indicators Euro)
Prioritization
REL1 | To maintain and develop the existing Frontex | Maintained Network
Relex network with a view to building on with external partners Increased use of network; 0.3
G3. G4 | achievements to date and improving its acces- | being competent au-

2! This version of the Programme of Work groups Legal Affairs as part of the Executive Support
22 The number of members of Directorate includes the ED, DED and the Directors of Divisions
> The resource of 1 Admin Assistant is shared between the Internal Audit and Planning and Controlling function
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sibility, reliability and effectiveness leading to
increased facilitation of the role of Frontex in
the external dimension of border security
management;

thorities of third coun-
tries responsible for
border security man-
agement;

6.8

Established contact with
1 additional third coun-
try which according to
risk analysis is consid-
ered a source and/or
transit country for illegal
migration to the EU;

Number of contacted coun-
tries;

0.2

6.5

Maintained network
with internal partners
being International Co-
operation Departments
of the MS’s/SAC’s as
well as EU-institutions
as regards Relex issues;

Increased use of network;

0.2

6.0

Working arrangement
between Frontex and the
competent authority of 1
EU candidate country;

Number of working ar-
rangement signed;

0.2

5.4

Croatian authorities in-
volvement in (at least) 2
Frontex joint activities;

Number of operations with
involvement;

0.1

4.6
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REL2

G3.G2

To develop cooperation between Frontex and
competent authorities of third countries in the
framework of working arrangements, facilita-
tion of EU Member States’ activities involv-
ing operational cooperation with third coun-
tries as well as overseeing an integrated im-
plementation of Frontex operational coopera-
tion regarding third countries;

Working arrangements
between Frontex and the
competent authorities of
2 third countries in the
Mediterranean/West Af-
rican area;

Number of working ar-
rangement signed,

0.2

6.8

Working arrangement
between Frontex and the
competent authority of 1
third country in the
Western Balkans;

Number of working ar-
rangement signed;

0.2

5.9

3 third country authori-
ties of the Mediterra-
nean/West African area
involved in Frontex joint
activities;

Number of operations with
involvement;

0.1

5.7

Working arrangement
between Frontex and the
competent authority of
one third country in the
Eastern Europe/South
Eastern Europe;

Number of working ar-
rangement signed;

0.2

6.3

Authorities of the Rus-
sian Federation, Ukraine
and Moldova involved
in 6 Frontex joint activi-
ties;

Number of joint activities
with involvement;

0.2

5.0
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Working arrangement
between Frontex and the
competent authority of 1
country of another con-
tinent (E.g. Canada,
China, Australia);

Number of working ar-
rangement signed

0.3

4.2

Working arrangement
with US Department of
Homeland security im-
plemented and involved
in 2 Frontex joint activi-
ties;

Number of joint activities
with involvement;

0.3

2.8

Working arrangement
between Frontex and the
competent authority of 1
third country which, on
the basis of available
risk analysis is consid-
ered to be either a coun-
try of origin or transit
for illegal migration to
the EU;

Number of working ar-
rangement signed,

0.3

6.2

Involvement of Regional
Cooperation Initiatives
and EUBAM in (at
least) 1 Frontex joint
activity each

Number of joint activities
with involvement;

0.1

4.0

Activities as pro-
grammed in the coop-
eration plan between

Number of joint activities
with involvement;

0.2

70/82




Frontex and the State
Border Guard service of 55
the Russian Federation;
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Strategic Development

Resource Allocation

Index (FTE
Objective Outputs & Performance Indicators Euros)

Goal Prioritization

To provide assessments

and/or background notes
to Frontex’ management 0.5
and members of the Man-

agement Board on EU Increased number of as-

sessment provided;

initiatives in the field of
Schengen, immigra-

To identify and assess internal and external tion/asylum, traffick-
factors which could affect the mid- and long- | ing/smuggling of human 5.2
2= | term development of Frontex, in order to al- | beings, customs, maritime
low Frontex’ management to make timely and | Policy and research;

informed decisions on current and future ac-
tivities;
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To build and maintain strategic partnerships
with other EU bodies or international organi-
sations aiming at further development the
concept of Integrated Border Management
and contributing to the achievement of aware-
ness, response, and interoperapility as Fron-
tex’ strategic goals;
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Planning and Controlling

Resource Allocation
Index (FTE

Goal Objective Outputs & Performance Indicators Euros)

Prioritization

Multi-annual Business Timeliness of product deliv- | 0.3

Plan 2010 — 2013 ery;
(MABP 2010-2013); 5.2
Annual Programme of Timeliness of product deliv- | 0.4
Work 2010; ery; 6.7
) Multi-annual Financing T : 0.2
To tune and execute the Strategic Change Plan — 2010 — 2013 Timeliness of product deliv- |
CTL1 (Management) Cycle started in 2008 to facili- (MAFP 2010-2015); ery; 55
tate and shorten the strategic planning process Timeli Foroduct deli o1
G4 and to give more time to monitoring and con- | Budget 2010; 1n‘1e fness ot product Geltv= | 3.
trolling of organizational performance; er.y, . : 6.8
Annual Operational Plan Timeliness of product deliv- | 0.1
P ery 7.2
gg%rétz);lfﬁré;ﬁ %?iii Timeliness of product deliv- 0.1
thorizing Officer; ey 6.7
Yearlv Risk Monitor- Shortened management cy- | 0.3
Y ’ cle; 5.8
CTL2 To finalize the introduction of a tailored Per- | Quarterly Evaluation I d . 0.3
formance Management Framework at Fron- Reports including As- ?“i{rease sensm.venessdto
G4 tex; sessment of Business 5 (ORI 2
Risks: challenges); 5.5
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Monthly briefings on
Performance issues;

Increased sensitiveness to
risks (opportunities and
challenges);

0.2

4.2

Information & Transparency

Resource Allocation
Index s . (FTE
Goal Objective Outputs & Performance Indicators Euros)
Prioritization
To promote the mission, values and culture of 35
PR1 | Frontex to its staff members through introduc- | Tailored Intranet web- Increased customer satisfac- | ="
G3. G4 | tion of communication tools and other best site available to user; tion; 46
practices; ’
Top roy1de; stakehqlders and Europea,n Cm? .| Periodical bulletins and . 1.5
PR2 | zens with information on the Agency’s activi- . Increased customer satisfac-
—— . . . , .. reports on extraordinary :
G£. G4 | ties by implementing Frontex” communication tion
events n.a.
strategy to be fine-tuned
Legal Affairs
Resource Allocation
Index s . (FTE
Goal Objective Outputs & Performance Indicators Euros)
Prioritization
LA1 | To establish a framework to provide legal 2.0
G4, G3 | counseling to internal and external stake- 5.7
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holders on all Frontex related issues;

LA2
G4, G3

To provide comprehensive legal decisions and
advice in a timely manner;
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2.4.11. Internal Audit and Quality Management

FTE

Financial Means

2008

2009

2008

2009

Internal Audit and Quality Management

2.5%

2.5%

340.000

50.000

Resource Allocation

Index Objecti Outputs & Perf Indicat (e
Goal jective utputs erformance Indicators Euros)
Prioritization
To audit the internal control system put in 3.0
place in order to assess its effectiveness and, | Performance of 2 — 4 )
IA1 : . . 50.000
more generally, the performance of the units audits according to a .
: o . .. . . Number of audit reports;
G4 in Frontex in implementing its policies, pro- risk assessment made in
— jects and actions with a view to bringing late 2008; 7.2

about continuous improvement;

** At the end of August 2008 the recruitment of a ‘Quality Manager” is still pending.
% The resource of 1 Admin Assistant is shared between the Internal Audit and Planning and Controlling function
*® The amount of 340K also includes appropriations committed to the Art 33 evaluation launched in January 2008
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Glossary of Terms:

Activity based management and Activity based planning:

Activity based management focuses on managing activities/business processes to achieve
organizational objectives, reduces cost drivers and non-value, and transfers resources to value
creating, outwards oriented activities/business processes. It uses measures for cost, time,
quality, and outcomes, so everyone understands how their activities contribute to the mission
and strategy.

Activity based planning as the initial step in a cyclical management process (planning, orga-
nizing, directing and monitoring) uses this approach to develop the activities required and
puts them in conjunction with its cost-drivers and expected outputs.

Corporate Stakeholders:
Corporate Stakeholder can be further grouped into primary stakeholder and secondary stake-
holders.

Primary or key stakeholders are the ones with a direct connection with an organization and
who have sufficient power to directly influence its activities. This group includes customers,
employees, and suppliers.

Secondary stakeholders are those who have only indirect stake in the corporation but are also
affected by the corporation’s activities.

Goals:
A goal is a specific accomplishment to be achieved at some point in the future. Several types
of goals can be distinguished.

o Outcome-goal: in regard to accomplishments of customers who participate in a
particular program

O Activity goal: in regard to actions across the organization

o Organization-wide goal: an overall accomplishment in regard to actions across
the organization and often involves more than one program.

o Program goal: an overall accomplishment in regard to actions in a specific pro-
gram. This goal can be an activities or outcomes goal.

Goal based strategic planning:

This form of strategic planning places heavy emphasis on identifying clear, overall goals,
which the organization must address in its strategic planning. Goals are usually identified in
reference to the organization’s mission, vision and/ or values, and results of the situational
analysis. Goal based strategic planning is in contrast to issue based strategic in which plan-
ners place heavy emphasis on addressing strategic issues.

Integrated Border Management:

A concept and comprehensive model which ties down
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a) Border Control,

b) Detection and investigation of cross border crime,

c¢) the four-tier access control model (measures in third countries, cooperation
with neighbouring countries, border control and control measures within the
area of free movement, including return,

d) Interagency cooperation for border management and international cooperation
and,

e) Coordination and coherence of the activities on Member States and Institu-
tions and other bodies of the Community and the Union.?’

Lag indicator is an indicator of past performance.

Lead indicators are performance indicators which give an early signal of future performance
against the force’s high-level performance outcomes.

Operational:

Operational activities are focused on day-to-day or short term activities. (Short-term covers a
period of up to one year; mid-term means more than one up to three years, and long-term is
more than three up to five years)

Operating plan (annual plan):

The operating plan is focused on the goals, strategies, action plans and budgets of the organi-
zation, specifically over the next year (either 12 months period or fiscal year). A strategic
plan often spans several years, and the first year of the strategic plan period is planned and
described in more detail than the other years in the strategic plan. The detailed first year is
often included in a plan document called an operational (or annual) plan that is separated
from the strategic plan. Some planners refer to the operating plan as the set of actions plans.

Outcomes (results):

Outcomes are changes in the clients that result from participating in a program. They can be
short-term, intermediate or long-term. Outcomes are the real results that an organization aims
to accomplish and that the community expects for the organization.

Program:
A program is a set of highly related products and /or services provided by an organization in
order to meet certain common needs among certain groups of customers.

Products:
In general usage, a product may refer to a single item or unit, a group of equivalent products,
a grouping of goods or services, or an industrial classification for the goods or services.

Projects:
Are temporary endeavors undertaken to create a product or service.

Task Environment:
Is part of the business environment of an organization, which includes the elements or groups
that directly affect the corporation and, in turn are affected by it.

2 Conclusions of the 2768" Justice and Home Affairs Council held in Brussels on 4-5 December 2006
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Frontex’ task environment® includes a large number of groups with interests in Frontex’
business activities. These groups are referred to as corporate stakeholders of Frontex because
they affect or are affected by the achievements of Frontex’ objectives. These

Stakeholders:
See Corporate Stakeholders

Strategic:
A matter is considered to be strategic if it involves
O strong input and support from leaders in the organization;
o was produced from careful consideration of the effect of potential changes in the
external and internal environments of the organization;
o is based on the future of the organization; and
o will involve extensive use of the organization’s resources during implementation
of the plan.
m
Strategic matters are in contrast to operational activities

Strategic Issues
Strategic issues are very important challenges that the organization must face, often in the
forms of weaknesses of the organization and pending threats to the organization.

Identification of strategic issues often results from external and internal analyses, which to-
gether comprise the situational analysis.

Strategy

A strategy is a major approach that uses the internal strengths of an organization to take ad-
vantage of external opportunities, while shoring up internal weaknesses to ward off external
threats. Strategies are often major approaches to achieve strategic goals or address strategic
issues. Strategies are usually long-term in nature (“external” in this sense, means something
the organization cannot directly control, as opposed to “internal”, which is something the or-
ganization usually can control).

Strategic planning

Basically, this is assessing what is going on in the organization’s external and internal envi-
ronment, identifying what needs to be done as a result in order to better meet the customers
needs, how it will be done, who will do it and by when. Note that the strategic plan is the top
level, sometime multi-year, plan for the organization. For some organizations, annual operat-
ing plans are developed (or plans that specify what will be done over the year). Some plan-
ners clearly distinguish strategic planning for long-range planning, where the former establish
a unique approach to address change in the external an internal environment, and the latter
could merely imply in plans that spans several years.

Tactic:
A tactic is a series of activities, usually short-term and small in scale, intended to achieve
some accomplishments (goal or objective). This is compared to strategy, which is a series of
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activities, usually long term and large in scale, intended to address a strategic goal or strategic
issue.
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Annex 1: Strategy Change Cycle applied by Frontex
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