STANDARD TWINNING PROJECT FICHE
1.
Basic Information
1.1
Programme: 

IPA 2007
1.2
Twinning Number: 
HR 07 IB FI 01
1.3
Title: 


Development of the Customs Laboratory
1.4
Sector: 


Internal Market and Trade
1.5
Beneficiary country: 
Republic of Croatia 
2.
Objectives
2.1 Overall Objective(s):

Support the Croatian Customs Administration (CCA) Business Strategy in order to maximise collection of customs duties and taxes by establishing nature, tariff classification, origin and value of good, provide support for the prevention of illegal traffic of goods and to prepare CCA for the administration of EU CAP.

2.2 Project purpose: 

Providing assistance to the Croatian Customs Administration (CCA) in development of the Customs Laboratory to realize the operational capacity in compliance with the EU requirements resulting in improved legal basis, management policies, analytical methods, training programs and working methods, required to perform the wide range of responsibilities in line with the EU best practice.
2.3 Contribution to Accession Partnership/ Stabilisation and Association Agreement/ National Programme for Integration of the Republic of Croatia into the EU (NPIEU)
The revised Accession Partnership with Croatia of February 2008 lists the following priorities for the Chapter 29:

· Continue to adopt legislation in the limited remaining areas requiring further alignment, in particular on non-preferential rules of origin and the application of fees.

· Apply customs rules in a consistent and homogeneous manner throughout customs offices, notably in the areas of declaration processing, origin, simplified procedures, counterfeiting and selectivity of controls; ensure the application of modern and consistent risk analysis procedures in all offices.
The strengthening and modernization of the Customs Laboratory is set as one of the priority objectives of the Business Strategy of Croatian Customs Administration (CCA) that will contribute to uniform implementation of customs and excise regulations and better protection of future EU external borders and internal market. 
3.
Description
3.1
Background and justification:

The basic act regulating customs procedures in the Republic of Croatia is the Customs Act (OJ 78/99, 94/99, 117/99, 73/00, 92/01, 47/03,140/05, 138/06, 60/08) which has been largely harmonized with Council Regulation (EEC) No 2913/1992 establishing the Customs Code, and its amendments. Articles 80 to 85 of the Customs Act (corresponding to articles 68 to 73 of the EU Customs Code) regulate the possibility of taking samples in order to check the accepted declaration. The Regulation Implementing the Customs Act (OJ 161/03, 69/06, 05/07, 70/08) in its articles 149 to 158 regulates the procedure of taking samples, writing a report, quantity of goods needed to be taken as a sample, proceedings with samples after analysis, costs of the analysts etc. Particularly, article 155 item 1 of the Regulation states that Customs Houses should send samples of goods along with the copy of the report on taking samples to a Customs Laboratory for analysis. Item 2 of the same article allows the possibility of taking analysis in similar referent institution, if the Customs Laboratory is unable to perform the analysis.

With the signing of the Stabilisation and Association Agreement (SAA) in October 2001 and the submission of the membership application to the European Union in March 2003, the Government of the Republic of Croatia demonstrated a strong commitment to the EU integration process. Following the positive Opinion of the European Commission
 in April 2004, Croatia became a candidate country to the European Union on 18 June 2004. In its Opinion the European Commission examined under Chapter Customs Union the current and prospective situation in the customs area with a brief assessment of Customs Administration’s ability to assume the obligations of membership in a medium-term. The Opinion highlighted that further efforts are needed to align customs legislation with the acquis and to effectively implement and enforce it in the medium term. Especially the administrative capacity needs to be assessed. Particular attention needs to be given to the modernization and strengthening of the customs administration by providing, amongst others, sufficient budget, IT and human resources, as well as further training to cover the whole range of customs issues, including those which are accession related. 

Following the exchange of the negotiation positions at the second session of the Intergovernmental Conference, held in December 2006, negotiations were opened on Chapter 29 - Customs Union. Throughout the negotiations the European Commission continuously observed the progress Croatia was making in alignment of customs regulations with the acquis, application of its customs rules in a consistent and homogeneous way across its customs offices and in developing all the related IT interconnectivity systems. During this process the Commission found that Croatia meets all benchmarks set for provisional closing of negotiations in Chapter 29.   

A Customs Laboratory is responsible for performing analysis of the samples of imported and exported goods and samples produced in post-clearance procedure, excise procedure, offence procedure and other customs related business. Each laboratory is assigned to one specific territorial area, operating independently. The Rijeka Laboratory analyzes samples of goods coming from Istra and Kvarner region. The Split Laboratory is in charge of making analyses of goods from Dalmatian region while the Zagreb Laboratory, as a central and the largest one, since the volume of work in Zagreb is considerably larger than in other customs laboratories, analyzes samples from Zagreb, central and northern parts of the Republic of Croatia. The main task is to carry out the analyses of goods related to tariff classification, control measures on foreign trade and duties. Authorized customs officers perform chemical-technological examinations of samples, classification in customs tariff and write analytical reports (mostly graduated engineers of chemistry or technology). At the moment, this laboratory is physically located in the building of Customs-House Zagreb and is staffed with 6 chemists with University degree and one staff member in charge of administrative tasks. The current organization envisages 10 people of different expertise. The future organization envisages 19 staff members.
Laboratory staff performs chemical and technological testing of samples of high variety of goods, classification in customs tariff and prepare analytical reports. Analytical reports contain description of samples, performed analytical procedure, tariff number and legal base for classification. Analyses
 are performed in laboratory with insufficient equipment in comparison to the requirements of Customs Tariff. The services of other specialized laboratories and scientific institutions are outsourced when is not possible to perform analysis due to lack of adequate equipment. This refers to analysis of e.g. metal, wheat, caffeine contents, some testing on petrol products, sugar, etc. This practice of outsourcing is faced with a number of difficulties mainly because the available external laboratories are dealing with particular types of goods concerning their quality and safety characteristics, but not their identification and tariff classification. An analytical institution which performs required specific analyses of the goods the customs is dealing with does not exist.

The European Commission’s Opinion - AVIS (COM 2004 257) on the Republic of Croatia’s application for membership of the European Union of April 2004 calls for the existing Customs laboratories to be upgraded to make them compatible with the EU requirements. As regards the current situation in terms of laboratory staff, equipment and needed premises, the Twinning Light project “Strengthening of the Customs Laboratories System in Croatia”
, which finished in April 2007, determined that the premises, human resources and the infrastructure of the current laboratory system are clearly insufficient. Current staff situation merely covers all the needs required by the job description and current staff number will not be adequate to satisfy needs of operating under the EU requirements. The existing equipment is modest, partially out of date and insufficient in the type and number. As such, it can not meet the requirements of customs tariff, methods, standards and norms established by the EU. Within the framework of the mentioned project, a detailed list of the needed equipment, respecting the work techniques and methods, types of analysis and types of goods analyzed, has been produced. Due to the high complexity degree of the tasks developed by Customs Laboratories, and taking into account the cost of the acquisition and maintenance of the analytical instruments needed in any modern laboratory and the geographical dimension of Croatia, the twinning partner of the abovementioned twinning considered convenient to boost one of the laboratories actually existing.
As regards the CCA, new responsibilities after the accession to the EU, related to trade facilitation on one side and the enforcement and security functions and control of the external border on the other side, will increase the role of the Croatian Customs Laboratory and will lead to the necessity of strengthening operational capacities of the Customs Laboratory in order to become capable to perform analyses of samples within the frame of the Common Agricultural Policy, refunds control on export, provide technical support for the implementation of the excise legislation, as well as  technical and scientific support for the control of dangerous materials, controlled substances, etc and to determine classification according to the tariff and statistical nomenclature. In order to respond to this challenge, it is required to develop a Central Customs Laboratory in line with the European and national legislation, international achievements in the area and to equip it with appropriate analytical instruments to fulfil current and future requirements and objectives.
Due to the abovementioned, the CCA made the decision to organize and develop a Central Customs Laboratory located in Zagreb as a key support function for the improvement of the customs control that would assume all the activities generated by all the Customs Offices in Croatia. Other two existing laboratories in Rijeka and Split will be gradually transformed in departments for customs tariff, value and origin of goods. 
The Central Customs Laboratory, as a single analytical centre for the chemical control of the goods related to the foreign trade, CAP and excise duty, will become even more important upon accession, when the Republic of Croatia’s borders will constitute new external frontier of the EU. To achieve that, it would be also necessary to provide the laboratory with all the resources for a correct development of the activities required for a laboratory of these characteristics.  In this view the future organisation of the Central Customs Laboratory envisages 19 staff organised in 4 separate sectors. Those are Sector for wine, alcohol, beer and other alcoholic beverages, Sector for agricultural and food products, Sector for oil and hydrocarbons and Sector for industrial products. 
The main duties which must be carried out by the Central Customs Laboratory will be the following:

· Technical management and coordination activities carried out in different Customs Laboratories. At first, there will be a Central Customs Laboratory in Zagreb.

· Issuing of analysis and physical – chemical evaluation reports related to the activities of control carried out by the Croatian Customs Authority and elaboration of the corresponding evaluation reports. 

· Carrying out of chemical – technical studies for products and productive processes under the Foreign Trade regulations, Common Agricultural Policy, analysis of drugs and sensitive substances or excise duties. 

· Elaboration of criteria for extraction, handling, presentation, storage, treatment and analysis of samples.

· Studies on the control of dangerous chemical substances, drug precursors and other products under specific regulations.

· Consulting tasks for the inspection units and services, research and intervention, as well as other tasks within the Customs Services of Croatia  

· Consulting and analytical control derived from the agreements with other National Public Administrations or community bodies. 

In this perspective, taking into account the demands of timely and dependable customs laboratory services, and lack of essential and sophisticated equipment, this project aims at supporting the CCA in development of the Central Customs Laboratory both from functional and operational perspective, in accordance with the EU standards and guidelines, thus supporting the enforcement of the Customs legislation and the improvement of the operational capacity of the customs service, and increasing the cooperation and exchange of information with relevant institutions at the national and EU level.
In parallel to this project a supply component, namely the sub-project 2 “Supply of equipment for the National Customs Laboratory Network”, will be implemented. The main purpose of this project is to supply the Customs Laboratory with analytical equipment required to perform full range of duties and provide laboratory staff, which will operate with the new equipment, with adequate training. This Twinning project (sub-project 1) should ideally start in parallel or slightly after the delivery and installation of equipment purchased under the sub-project 2 and it will assist laboratory staff in different aspects related to operation with the new laboratory equipment.
3.2
Linked activities (other international and national initiatives):
CARDS 2003 “Strengthening of the customs laboratories system in Croatia” - Twinning Light Project

The specific objective of the project was to strengthen the customs laboratories’ structures to manage change and innovation, including strategic planning and reporting, communication and human resource management, necessary to upgrade skills on a broad basis required for a successful implementation of the EU norms and standards. One of the key outputs of the project is the Feasibility Study which deals with current organization, locations, human and infrastructural resources of the Croatian customs laboratories and provides recommendations and proposals for the best solutions with regard to accession to the EU and related requirements for the customs laboratory work. Project started in October 2006 and finished in April 2007.
CARDS 2004 twinning project “Modernization of Customs Administration in view of preparing for the Integrated Tariff Management System (ITMS)”

This 24-month project, which ended in November 2007, provided assistance primarily in the EU Customs tariff related areas: classification, valuation of goods, binding tariff information, EU customs procedures with economic impact, EU simplified customs procedures (others than Community transit), quotas and surveillances, preferential agreements, market originations and other agricultural legislation, anti-dumping and countervailing duties, EU non-tariff measures etc. It also contributed to further legislative alignment, training of staff and increasing the capability of the Customs Directorate to manage the implementation of the new procedures in the EU Customs Tariff related areas. 

Phare 2005 project ‘TARIC Adaptation – Management Support Twinning

This project, which started in November 2007, will provide support to the CCA in project management for the development of national TARIC-compatible Master Tariff System, on tariff-related business change management and on preparations for TQS. This support will encompass the management of all business and functional aspects of system implementation surrounding the introduction of the new computerized system, particularly in the areas of organizational restructuring and procedural reforms.

Phare 2005 project ‘TARIC Adaptation – Software development service contract‘

This ITMS sub-project, which started in January 2008, will provide support to the Customs administration in adapting the existing software (Application of Customs Tariff) to TARIC requirements focusing on the following TARIC-compatible DB modules as first part of ITMS Implementation: Module 0: Skeletons (GUI, Report Layout,), Module 1: Loader and merger, Module 2: Tariff Management, Module 3: Calculation / CDPS Interface.

Phare 2006 - ITMS Management Support – Twinning

Support will be provided to the Croatian Customs Administration on ITMS-related project management IT development and on related business change management. This support will encompass the management of all business and functional aspects of systems implementation surrounding the introduction of the new computerized system, particularly in the areas of organizational restructuring and procedural reforms. The project is planned to start in the fourth quarter of 2008.

Phare 2006 project ‘ITMS Adaptation – Software development service contract‘ (Sub-project 2)

The purpose of this ITMS sub-project is to upgrade/develop the following EU compatible national ITMS sub-systems: Quota 2, Surveillance 2, EBTI (European Binding Tariff Information), SMS (Specimen Management System), ISPP (Information System for Processing Procedures) and ECICS 2 (European Customs Inventory of Chemical Substances).
IPA 2007 Supply of equipment for the National Customs Laboratory Network (sub-project 2)

The purpose of this project is the purchase, delivery, installation, testing and putting into operation analytical laboratory equipment and training responsible Laboratory staff on how to operate with the supplied equipment.
Customs 2013 

Customs 2013 is a programme which gives the national customs administrations of the EU, together with the European Commission, the opportunity to co-operate in areas of common and high interest. It runs from 1 January 2008 to 31 December 2013 and provides a legal and financial base for 

· Reinforcing security and safety within the Community and at the external border; 

· Strengthening the fight against fraud and protecting the financial and economic interests of the Community and Member States; 

· Increasing the competitiveness of European business by speeding up customs procedures partially through the creation of a European paperless electronic customs environment. 

Candidate countries for accession to the European Union (EU) can participate in the programme, as well as potential candidate countries. Under specific conditions, countries of the European Neighbourhood Policy can also request the participation in the programme.

The Memorandum of Understanding between the European Community and Croatia on Croatia’s participation in the Customs 2007 programme was signed in August 2006.
3.3
Results:

1.    Quality Management System in Customs laboratories introduced (including written guidance for laboratory staff in respect to the laboratory management polices, working methods and general laboratory safety rules) and Quality Handbook elaborated;

2.    Laboratory methods updated and in compliance with the EU best practice;

3.    Developed and disseminated written guidelines for customs staff on:

· relevant health and safety requirements,

· correct sampling, labelling, packing and dispatching of the samples,

4.    Training policies and programmes on current and future needs of laboratory   personnel and customs staff developed and relevant training delivered;

5.      Plan for co-operation with the EU Customs laboratories and/or with other analytical institutions inside and outside the country developed
3.4
Activities:

1.    Revise and update of functional and organizational structure of the customs laboratory in accordance with the requirements for the functioning of the Quality Management System and develop a compendium of applied customs laboratory methods in line with the EU best customs laboratories practices;

1.1. Screening of functional and organizational structure of the customs laboratory

1.2. Revising of functional and organisational structure of the customs laboratory in accordance with the requirements for functioning of the Quality Management System

1.3. Updating of functional and organizational structure of the customs laboratory in accordance with the requirements for the functioning of the Quality Management System

1.4. Developing a compendium of applied customs laboratory methods in line with the EU best customs laboratories practice
2.   Update the applied analytical methods and harmonize them with the relevant EU Regulations and Directives and train laboratory staff accordingly;



2.1. Updating the applied analytical methods

2.2. Harmonizing analytical methods with the relevant EU Regulations and Directives

2.3 Training of laboratory staff in line with the relevant EU Regulations and Directives
3.    Development of written guidelines for customs staff related to:

· relevant health and safety requirements,

· sampling procedures;

4.    Designing and development of training programmes and delivery of: 

· one study visit of maximum 5 laboratory staff  for approximately 5 days in customs laboratory of the EU Member State to work on relevant laboratory instruments (e.g. GC, HPLC, FT-IR, IPC, XRF),
· providing training of customs officers on correct sampling (particularly for hazardous substances, chemicals, wastes etc.), labelling, packing and transportation of samples and all relevant health and safety requirements, 

· providing other relevant training

5.   Development of a plan for co-operation with the other EU Customs laboratories in order to resolve specific problems and share experiences with emphasis on:
· fight against fraud and counterfeiting in trade, 

· updating and validating of existing analytical methods and for the development of new techniques,

· uniformed interpretation of the new standard and to establishment of the basis for the mutual acceptability of test data

Two visibility events will be organized in the course of the implementation of the project; Kick-off meeting at the start of the implementation and the Final meeting at the end of the implementation of the project activities.

3.5
Means/ Input from the MS Partner Administration:

3.5.1 Profile and tasks of the Project Leader 
Profile of the MS Project Leader:
        The MS Project Leader should comply with the following minimum requirements:

· University degree in field relevant to this project;
· Minimum 10 years experience in the customs service of one of the EU member States;
· solid background in the legislation, methodologies, procedures and organization to cover the customs laboratories specific activities; 

· sound communication skills;

· fluent in English 

· previous experience as project coordinator/project manager would be an asset; 

Tasks of the MS Project Leader:
· Directing implementation of the project

· Overall management and coordination of the project, in cooperation with RTA, RTA counterpart and Croatian project leader

· Quarterly on-site visit to Croatia to monitor and coordinate the project - Quarterly and final reporting

· Participation in Steering Committee

· Assuring compatibility with EU requirements

· Supporting study visits 

· Ensuring financial management, including budget monitoring and accounting

3.5.2 Profile and tasks of the Resident Twinning Adviser (RTA)

Profile of the RTA:

· University degree in field relevant to this project;

· Working experience: at least ten years in the customs service of one of the EU Member States;

· Knowledge of  the EU legislation relevant to customs laboratories will be considered as an asset;

· Experience in managing EU projects would be an asset; 

· Good managerial skills and ability to work in an international environment;

· Good knowledge of English;  

· Computer literacy

Tasks of the RTA:
· Ensuring that activities are properly planned, including short term expert visits 

· Managing his/her own time, his/her assistant and other on-budget resources

· Monitoring and evaluating, on a day to day basis, the Partner Institution’s needs and priorities, the quality and quantity of the input of short term experts and the Croatian partner institution, project risks, progress against the project budget, benchmarks, and outputs, and take any necessary remedial action.
· Executing specific tasks as set out in the various activities described in this work plan. In particular assisting short-term experts in delivery of training events.

· Liaising with the Contracting Authority and, as necessary, with experts involved in related projects outside the Partner Institution.

The secondment duration of RTA will be 12 months. 

3.5.3 Profile and tasks of the short-term experts

Profile of the short term experts:

General requirements:

· 5 years experience in the Customs Administration of an EU Member State 

· Good knowledge of EU legislation relevant to customs laboratories 

· Good knowledge of English language, spoken and written
· Computer literacy

· Proven contractual relation to public administration or mandated body, as defined under Twinning manual 5.3.2.

Particular requirements:

This project requires an experienced team of serving officials from Member State(s) customs administrations, having recent internal experience of the following expertise areas:

· Legislation, methodologies, procedures and organization in order to set-up customs laboratories, 

· Analytical function of the customs laboratories,

· EU systems related functionalities, 

· EU related regulations, 

· IT & communication specific system in place in the member states customs laboratories, in relation to TARIC and risk analysis,

· Human Resources Management, 

· Elaboration of training (needs assessment, design and delivery of training courses), 

· Production of manuals for customs staff
Tasks:

Tasks of the short-term experts:
Under the guidance of the Resident Twinning Adviser, the short-term experts will support the RTA in the transfer of technical knowledge by working on specific project components.

The main activities to be undertaken include but are not limited to:

- Organization and delivering the trainings

- Organization, implementation and preparation of training materials for training programs

- Report on the results of the trainings

- Preparation of guidelines and manuals

- Preparation of other reports and documents

- Organization and holding round table discussions

4. Institutional Framework

The Croatian Customs Administration (CCA) of the Republic of Croatia is a legal enforcement entity operating within the framework of the Ministry of Finance. It consists of the Headquarters (Central Office), 17 Customs Houses, 109 border customs offices and 86 inland customs offices.  The Customs Administration currently employs 3150 staff, including 177 people in the CCA Headquarters. The mandate and structure of the Customs Administration is defined by the Act on Customs Service OJ 67/01).
The CCA Central Office consists of 9 separate Services covering the full spectrum of Customs activities (including the control and administration of all excise taxes). The Service for Customs Tariff, Value, Origin and Customs Laboratory is headed by an Assistant Director General and consists of four departments: Department for Customs Tariff, Department for Value, Department for Origin and Department for Customs Laboratory. The Department for Customs Laboratory (Central Customs Laboratory) and the customs laboratory premises are located in the building of the Customs House Zagreb. Currently this department has 6 employees including the Head of Department. Beside customs laboratory located in Zagreb Customs House, currently, there are also two customs laboratories operating, located in the cities of Rijeka and Split. Organizationally, these two laboratories are organized as Departments for Customs Tariff, Value, Origin and Customs Laboratory within the Customs House Rijeka and Customs House Split. Department for Customs Laboratory in Rijeka has 2 employees and the department in Split has 3 employees.

The beneficiary institution will dedicate all necessary human and financial resources in order to guarantee an effective implementation of the respective project. In particular, the beneficiary institution will insure the availability of the following provisions:

      Adequately equipped office space for the RTA and the RTA assistant for the entire duration of their secondment (in particular a desk, a telephone line, PC with e-mail account and internet access, possibility to use fax & copy services).

      Adequate conditions for the STEs to perform their work while on mission to the BC.

      Training and conference venues as well as presentation and interpretation equipment.

      Costs for travel by BC participants from their capitals to a MS or between MS (study visits). 

Its active involvement in preparation of the PIU and Steering Committee meetings and participation of its members on the same.

The availability of the BC human resources (BC experts) during the implementation of the activities.

5. Budget

	
	IPA funding
	
	
	

	
	Investment support (I)
	Institution building (IB)
	Total 

(= I + IB)
	National co financing
	IFI
	TOTAL

	Twinning contract
	
	500.000
	500.000
	n.a.
	n.a.
	500.000

	Total
	
	500.000
	500.000
	
	
	500.000


Interpretation costs will be reimbursed from the budget only for the purpose of workshops and seminars, up to 7% of the budget can be used for translation and interpretation purposes.
6.
Implementation Arrangements
6.1
Implementing Agency responsible for tendering, contracting and accounting 

Central Finance and Contracting Agency

Ulica grada Vukovara 284

HR-10000 Zagreb

Mrs. Marija Tufekčić, Director of the CFCA

Phone: +385 1 4591 245

Fax: +385 1 4591 075

E-mail:  cfcu@mfin.hr  

Twinning Administrative Office 

Central Finance and Contracting Agency

Ulica grada Vukovara 284

HR-10000 Zagreb

Contact: Ms Štefica Belčić

Phone: +385 1 4591 060

Fax: +385 1 4591 075

E-mail: cfcu@mfin.hr
6.2 Main  counterpart  in  the  BC,  including  contact  person  and  contact  details.  Also  include  RTA counterpart and the BC Project leader

SPO
Ministry of Finance 
Katančićeva 5
10000 Zagreb

Croatia

Ms. Vladimira Ivandić
Phone: +385 (0)1 4591 258
Fax: +385 (0)1 4922 598
E-mail: vesna.kadic@carina.hr 

RTA Counterpart
Ministry of Finance - Customs Administration

A.Von Humboldta 4a

10000 Zagreb

Croatia

Ms. Samanta Mazzi
Senior Advisor in Service for International Cooperation and European Integrations  
E-mail: samanta.mazzi@carina.hr
Phone: +385 1 6102 309
 Fax: +385 1 6102 447
BC Project leader

Ministry of Finance - Customs Administration 

A.Von Humboldta 4a

10000 Zagreb, Croatia

Mrs. Javorka Žuković,

Head of Department for Customs Laboratory

Phone: +385 1 6511 649
Fax: +385 1 6511 501
E-mail: javorka.zukovic@carina.hr
6.3 Contracts

It is envisaged that the Project will be implemented through one twinning contract, with an indicative amount of 500,000 €. 

7.
Implementation Schedule (indicative)
7.1
Launching of the call for proposals:

1Q/2009

7.2 Start of project activities:
1Q/2010

7.3
Project completion:

1Q/2011

7.4
Duration of the implementation period (number of months)


15 months; 12 months for the implementation of the activities and 3 months for the starting up and closure of the Action.
8.
Sustainability
The project outputs will be sustainable in the long term, beyond the date of accession.

This twinning project will ensure the adoption of the EU standards and the best practices in the field of customs laboratories development in the best possible way. One of the components of the project will provide practical assistance and knowledge transfer to customs managers (Assistant DG for Customs Tariff, Value, Origin and Customs Laboratory, Head of Department for Customs Laboratory) in the area of project management methodologies and quality management assurance. This will provide customs with a longer term capacity to sustain complex projects and manage them effectively.
9.
Crosscutting issues (equal opportunity, environment, etc…)
Based on the fundamental principles of promoting equality and combating discrimination, participation in the project will be guaranteed on the basis of equal access regardless of sex, racial or ethnic origin, religion or belief, disability, age or sexual orientation.
10. Conditionality and sequencing

  Conditionality            

Croatian authorities will continue to demonstrate commitments to adopt and implement the EU acquis and standards in the field of Customs and Taxation.

Before the practical start of implementation of the project, tasks and responsibilities of all involved services will be defined and approved. Considerable experience has already been gained in making such arrangements. At this stage the services involved have already exchanged preliminary information about future project implementation and the respective division of tasks/responsibilities.  

Projects being implemented through Twinning require full commitment and involvement on behalf of senior level officials of the beneficiary institution. Therefore, the Ministry of Finance commits to provide adequate staff and support to the twinning partner as well as to introduce the institutional changes identified as needed for the successful implementation of the project. The necessary conditions will be provided for monitoring the project implementation by EC and for complying with its corrective instructions.

The strict conditionality associated with the programme includes the following:
1. The Customs Administration Business Strategy and Business Change Management Plan are in place prior to the start of contracting.
2. The necessary co-financing for improvement of infrastructure included in the state budget.
3. Adequate number of qualified laboratory staff in place prior to the start of contracting.
Sequencing

The implementation of Twinning project should ideally start parallel or slightly after the delivery and installation of equipment purchased under the Supply Contract (sub-project 2). It should assist laboratory staff in different aspects related to operation and use of the new laboratory equipment.

ANNEXES TO PROJECT FICHE

1.   Logical framework matrix in standard format

2.   Detailed implementation chart

  3. Contracting  and  disbursement  schedule  by  quarter  for  full  duration  of   programme  (including disbursement period)

ANNEX 1 - Logical framework matrix in standard format

	Development of the Customs Laboratory in Croatia
	Programme name and number

IPA 2007
	

	Ministry of Finance – Customs Directorate
	Contracting period expires

17 /  11 / 2010
	Disbursement period  expires 

17 /  11 / 2013

	
	TOTAL  budget:  € 500.000 
	IPA budget:  € 500.000 

	Overall objective
	Objectively Verifiable Indicators 
	Sources of Verification
	

	Support the Croatian Customs Administration CCA Business Strategy in order to maximise collection of customs duties and taxes by establishing nature, tariff classification, origin and value of good, provide support for the prevention of illegal traffic of goods and to prepare CCA for the administration of EU CAP.


	CCA performance  fully compatible with accession requirements and the Customs Blueprints standards


	CCA Annual Reports

Regular reports of the Commission’  services


	

	Project purpose
	Objectively Verifiable Indicators
	Sources of Verification
	Assumptions

	Providing assistance to the Croatian Customs Administration (CCA) in development of the Customs Laboratory to realize the operational capacity in compliance with the EU requirements resulting in improved legal basis, management policies, analytical methods, training programs and working methods, required to perform the wide range of responsibilities in line with the EU best practice.

	Increased operational capacity of the

CCA in terms of enlarged number and scope of analyses

Increased efficiency of the CCA in trade facilitation tax/customs evasions and subsidize frauds

Increased collection of revenue

	CCA Annual Reports

Regular reports of the Commission’  services

CCA Statistics on import


	Government maintains consistent policy and commitment to the EU accession.

Willingness and capacity of CCA high-level management to introduce changes and innovation into practical management.


	Results 
	Objectively Verifiable Indicators
	Sources of Verification
	Assumptions

	Development of the Customs Laboratory – Twinning Project
1. Quality Management System in Customs laboratories introduced (including written guidance for laboratory staff in respect to the laboratory management polices, working methods and general laboratory safety rules) and Quality Handbook elaborated;.

2. Laboratory methods updated and in compliance with the EU best practice.

3. Develop written guidelines related to:

· relevant health and safety requirements
· correct sampling, labelling, packing and dispatching of the samples, 
4. Training policies and programmes on current and future needs of laboratory   personnel and customs staff developed and relevant training delivered
5. Plan for co-operation with the other EU Customs laboratories in order to resolve specific problems and share expertise developed.


	1. Laboratory work in accordance with the EU best practice and methods developed by international and national institutes for standardisation, (ISO standards) and also in accordance with methods provided in relevant scientific literature.

2.1. 5000 analysis performed according to the EU best practice

2.2. Laboratory analysis reports are obligatory and are made available to customs staff and traders

3.1. At least 50 instructions in place and disseminated

3.2. Laboratory staff trained on laboratory safety rules, security and hygiene procedures


3.3.At least 100 customs officers involved in taking samples are following rules on correct sampling, labelling, packing and transportation of samples, and in the relevant health and safety requirements


4.1. At least 20 trainings delivered to laboratory  personnel and customs staff  

4.2. Laboratory personnel trained according to the specific needs of the work

5.  At least 10 formal and informal partnerships with other customs laboratories and/or with other qualified analytical institutions, inside and outside the country, developed.


	Project Progress/Monitoring Reports 

Regular project reports

Regular reports of the Commission’  services

Customs Laboratory Annual Reports 


	Commitment from the beneficiary to co-operate with external project experts.




	Activities
	Means
	Specification of costs
	Assumptions 

	Development of the Customs Laboratory – Twinning Project

1.    Revise and update of functional and organizational structure of the customs laboratory in accordance with the requirements for the functioning of the Quality Management System and develop a compendium of applied customs laboratory methods in line with the EU best customs laboratories practices;

1.1. Screening of functional and organizational structure of the customs laboratory

1.2. Revising of functional and organisational structure of the customs laboratory in accordance with the requirements for functioning of the Quality Management System

1.3. Updating of functional and organizational structure of the customs laboratory in accordance with the requirements for the functioning of the Quality Management System

1.4. Developing a compendium of applied customs laboratory methods in line with the EU best customs laboratories practice

2.   Update the applied analytical methods and harmonize them with the relevant EU Regulations and Directives and train laboratory staff accordingly;

2.1. Updating the applied analytical methods

2.2. Harmonizing  analytical methods with the relevant EU Regulations and Directives

2.3 Training of laboratory staff in line with the relevant EU Regulations and Directives

3.    Development of written guidelines for customs staff related to:

· relevant health and safety requirements,

· sampling procedures;

4.    Designing and development of training programmes and delivery of: 

· one study visit of maximum 5 laboratory staff  for approximately 5 days in customs laboratory of the EU Member State to work on relevant laboratory instruments (e.g. GC, HPLC, FT-IR, IPC, XRF),

· providing training of customs officers on correct sampling (particularly for hazardous substances, chemicals, wastes etc.), labelling, packing and transportation of samples and all relevant health and safety requirements, 

· providing other relevant training

5.   Development of a plan for co-operation with the other EU Customs laboratories in order to resolve specific problems and share experiences with emphasis on:

· fight against fraud and counterfeiting in trade, 

· updating and validating of existing analytical methods and for the development of new techniques,

· uniformed interpretation of the new standard and establishment of the basis for the mutual acceptability of test data


	Twinning contract

· Consultations and workshops.
· Consultations and workshops.
· Preparation of documentation
· Preparation of documentation
· Preparation of documentation
· Consultations and workshops.
· Preparation of documentation
· Conduction of on-site trainings to acquire skills
· Conduction of on-site trainings to acquire skills
· Consultations and workshops.
· Preparation of documentation

· Study visit




· Conduction of on-site trainings to provide necessary skills

· Conduction of on-site trainings to provide necessary skills

· Conduction of on-site trainings to provide necessary skills

· Consultations and workshops.
· Preparation of documentation
	€ 500.000,00

	Co-ordination with other initiatives in the sector



	
	Preconditions

1. The Customs Administration Business Strategy and Business Change Management Plan are in place prior to the start of contracting.
2. The necessary co-financing for improvement of infrastructure included in the state budget.
3. Adequate number of qualified laboratory staff in place prior to the start of contracting.


ANNEX 2 - Detailed implementation chart

	Component
	2009
	2010
	2011

	Month
	J
	F
	M
	A
	M
	J
	J
	A
	S
	O
	N
	D
	J
	F
	M
	A
	M
	J
	J
	A
	S
	O
	N
	D
	J
	F
	M
	A
	M
	J
	J
	A
	S
	O
	N
	D

	Twinning
	
	
	T
	T
	T
	T
	C
	C
	C
	C
	C
	C
	S
	I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	R
	R
	
	
	
	
	
	
	
	
	


T – Call for proposals and evaluation

C- Contracting

S- Starting up

I – Implementation of activities

R – Report

ANNEX 3 - Contracting and Disbursement Schedule

	
	Cumulative contracting schedule by quarters in EUR (provisional)

	
	2009
	                          2010
	2011

	
	I
	II
	III
	IV
	I
	II
	III
	IV
	I
	II
	III
	IV

	Twinning Contract
	
	
	
	500.000
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	TOTAL (EUR)
	
	
	
	500.000
	
	
	
	
	
	
	
	


	
	Cumulative disbursement schedule by quarters in EUR (provisional)

	
	2009
	2010
	2011

	
	I
	II
	III
	IV
	I
	II
	III
	IV
	I
	II
	III
	IV

	Twinning Contract
	
	
	
	
	312.000
	
	
	138.000
	
	50.000
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	TOTAL (EUR)
	
	
	
	
	312.000
	
	
	450.000
	
	500.000
	
	


� The Opinion highlighted that further efforts are needed to align customs legislation with the acquis and to effectively implement and enforce it in the medium term. Especially the administrative capacity needs to be assessed. Particular attention needs to be given to the modernization and strengthening of the customs administration by providing, amongst others, sufficient budget, IT and human resources, as well as further training to cover the whole range of customs issues, including those which are accession related


� The total number of analyzed samples (import/export/transit) in 2006 is 6372.


� One of the outputs of the mentioned twinning light project is the Feasibility Study relating to the customs laboratories system location, infrastructure, availability, changes required and costs analysis study to implement the proposed modifications into the customs administration. It describes the general overview of current situation as well as development requirements with regard to accession to the EU and competences to be assumed by customs laboratory. 


� The Croatian Twinning National Contact Point will provide the Member State preparing an offer with all the documentation produced under the CARDS 2003 Twinning Light project upon request.
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