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1.
Basic Information
1.1
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1.2
Twinning Number: HR/2010/IB/JH/03
1.3
Title: Integrated Border Management – Further strengthening of enforcement capacities of the Customs and Border Police
1.4
Sector: Justice, freedom and security
1.5
Beneficiary country: Republic of Croatia
2.
Objectives
2.1
Overall Objective(s):

Development of an efficient and effective Croatian Integrated Border Management system, that will establish greater security at international borders and diminish cross border crime and illegal migration thus providing the right balance between safety and security and trade facilitation. 
2.2
Project purpose:

Further development of efficient customs and border controls at border crossing points, capable to ensure protection in line with EU standards. 
2.3
Contribution to Accession Partnership/Stabilisation and Association Agreement/Program of the Government of the Republic of Croatia for the Adoption and Implementation of the Acquis Communautaire
Accession Partnership

This Twinning project is in line with Accession Partnership (AP), which in the section Ability to assume the obligations of membership, Chapter 24: Justice, freedom and security stipulates the following:
“Continue preparations to implement the Schengen acquis by increasing staffing levels and training for border guards, further investing in equipment including the extension of the National Border Management Information System and ensuring its compatibility with the second generation Schengen Information System (SIS II). Improve administrative and enforcement capacity of the border police by enhancing inter-agency cooperation,…“.
Stabilisation and Association Agreement
This Twinning project is in line with Stabilisation and Association Agreement which, in its Article 76 Visa, border control, asylum and migration stipulates that:

„The Parties shall co-operate in the areas of visa, border control, asylum and migration and will set- up a framework for the co-operation, including at a regional level, in these fields“.
Also, in its Article 89 Customs, it stipulates that:

„The parties shall cooperate to guarantee compliance with all the provisions scheduled for adoption in the area of trade and to achieve the approximation of the customs system of Croatia to that of the Community, thus helping to pave the way for liberalisation measures planned under this Agreement.“
Programme of the Government of the Republic of Croatia for the Adoption and Implementation of the Acquis Communautaire for 2011
Corresponding priorities are described in the chapter 3.24.4. Border management and Schengen of the Programme of the Government of the Republic of Croatia for the Adoption and Implementation of the Acquis Communautaire for 2011.

Croatia 2011 Progress Report 

Croatia 2011 Progress Report, under the title 4.24. Chapter 24: Justice, freedom and security, states the following: 

“Attention needs to be directed at the timely implementation of the actions provided for in the revised IBM Action Plan and the related strategies and concepts. An interim solution to increase the Border Police awareness at sea needs to be implemented, while preparations for the establishment of the National Maritime Centre are continuing. Training needs to continue. Croatia also needs to continue working towards ensuring the full application of the Schengen Borders Code by accession, especially at the Neum corridor. Preparations in the area are advanced.”

This twinning project will contribute to achievement of priorities and objectives stated in the abovementioned documents through simplification, optimization and synchronization of the procedures and mechanisms in the areas of customs border control, common inter-agency border control and inter-agency cooperation, as well as through improvement of the inter-agency exchange of information and enhancement of capacity of the Border Police and Customs Administration staff. Thus, the project will lead to further development of an efficient integrated border management, in compliance with the EU and national requirements.

3.
Description
3.1
Background and justification:

The Border Police Directorate (Ministry of Interior, Border Administration) and Customs Administration (Ministry of Finance), as the authorities competent for operational border management and directly involved in control at the border crossing points, are in charge of managing the security issues such as illegal migration and cross-border crime.
Bearing in mind the complexity of these issues, the Border Police and Customs Administration have initiated several projects to tackle the core problems in the field of border management. Since previous projects mostly concentrated on improving the institutional capacity, including the introduction of a National Border Management Information System as an efficient tool in border control, it now seems appropriate to focus on the modernization of more technical and physical aspects of state border surveillance and control, as well as on further improvement of operational capacities and control effectiveness at the border crossing points of the Customs Administration and Border Police.
Croatia’s eastern border represents a particular problem. Most cases of illegal crossing, smuggling and other related types of crime are registered at this part of the border. As Croatia is mostly a transit country, the direction of movement is from East to West, where the Eastern border presents a “gate” of entrance. Since the line of the Eastern border to a large extent goes through mountain ranges, rivers, wide plains and less populated areas, the detection of offenders without modern equipment is very difficult. 

In order to contribute to accomplishing the strategic goal of becoming a member of the European Union, which has been set by the Government of Croatia, and in order to meet the obligations deriving from the Stabilisation and Association Agreement (SAA) and the Accession Partnership (AP), the Border Police and Customs Administration have to undertake a series of complex adjustments which should bring a comprehensive and successive adoption of EU standards in all areas relevant for border management. The ultimate objective envisaged is full alignment with the Schengen acquis and its accurate implementation.

The main documents forming the core strategic framework of the Croatian Border Police and Customs for its further alignment towards the Schengen acquis are the Schengen Action Plan and National Strategy for Integrated Border Management of the Republic of Croatia (hereinafter: the National Strategy). The National Strategy has been implemented by the Ministry of Interior – Border Administration, Ministry of Finance – Customs Administration, Ministry of Agriculture, Fisheries and Rural Development – Agriculture and Veterinary Administrations, Ministry of Health and Social Welfare – Administration for Sanitary Inspection and State Inspectorate (further on referred to as “agencies”). The role of coordination in the implementation of the National Strategy has been assigned to the Ministry of Interior. 
Elaborated under the CARDS 2001 Twinning project “Integrated Border Management-Customs” (HR/2001/IB/JH/02) and adopted by the Croatian Government in 2005, the National Strategy is mainly outlining the forms of cooperation and coordination between all agencies with competences at the state border. For the purpose of its implementation, the National Strategy was transposed into the corresponding Action plan. In line with the requirements of negotiation process, the Action Plan has been updated every year since issuing. Until now, it has been revised on five occasions: November 2006, November 2007, November 2008, November 2009 and March 2010. 

The National Strategy establishes midterm and long-term goals for improvement of the cooperation within the agencies, as well as interagency and international cooperation between agencies involved in border management, in view of establishing more effective and efficient system of border management. Inter alia, it outlines measures for enhancing security of Croatian borders thus contributing to security of the borders in the region and ultimately ensuring safety and security for people, nature and environment, as well as combating all types of cross-border crime. 

Customs Administration
The fact that most of the Croatian borders will become external borders of the enlarged European Union and that these borders are very different in type (land, sea, river and airway borders) made strengthening of the border control capacities as one of the strategic objectives of the Croatian Customs Administration (CCA). In realizing this strategic objective the CCA invested great efforts, supported by national and EU pre-accession assistance, in ensuring sufficient operational capacities and qualified staff for supporting the border control as well as in improvement of the co-operation with the other national border control authorities. 

The Integrated Border Management (IBM) goals, which relate directly to the CCA scope of work, include the presence of clearly defined legal framework and working methods, well developed IT infrastructure, modern technical equipment as well as professional staff at service to all citizens. In that purpose, the CCA is making continuous efforts for further strengthening of border security and prevention of trans-border criminal through supply of equipment and conducting training of customs staff, either independently or through EU projects within CARDS, Phare and IPA programmes, or in cooperation with third countries.
The document Customs Blueprints 2008
, in its chapter Border and Inland Control, emphasizes the importance of development of a cooperation at policy and operational levels between customs and other agencies working at the border and inland control, as well as of promotion of transborder, bilateral and international customs cooperation. This cooperation is necessary for development and maintainance of straightforward and efficient customs control operations at ports, airports, land borders and inland, capable of facilitating the flow of trade while ensuring collection of revenues and the protection of citizens. This is particularly important when it comes to cooperation between customs and border police, as these two agencies need to cooperate closely on a day-to-day basis on the control of persons, accompanying documents and the vehicles with which they enter or leave the country. 
This Twinning project should increase the capacities of the CCA to implement customs controls in a systematic, comprehensive, flexible and consistently applied manner and it should also contribute to strengthening existing cooperation with the Border Police under the IBM concept, which will result in efficient prevention and suppression of illegal migration, smuggling, trafficking in human beings and other types of crime which affect particularly the most vulnerable parts of the border.  

Border police

There are a number of external, mostly geographical factors which determine the work of every border police. For Croatia, the geographical particularities are: a relatively long state border (3.332 km) compared to the territory, a long sea border (950 km), the overlapping of state borderline with water ways (Danube, Drava, etc), and difficult terrain (high mountains, dense forests, rivers, valleys, uninhabited regions) at some land borders. In addition, there is no clear demarcation line for parts of the state border, there is a high number of Border Crossing Points (189) and a large number of transport ways crossing the border, which were built during the time of the Federal Republic of Yugoslavia, when there were no state borders.

This Twinning project is expected to contribute to the further enhancement of the border police capacities. Furthermore, even though the cooperation between agencies in the border control is functioning at the high level, this Twinning project is expected to improve that cooperation, especially the cooperation between Border Police and Customs Administration. Considering the fact that cooperation in some of the working procedures (e.g. processing in the cases of smuggling of cigarettes, goods etc.) is not defined in the best way, this Twinning project is expected to resolve such problems.
3.2
Linked activities
STABILITY PACT project "National Action Plan for the Republic of Croatia with a View of Development and Long-Lasting Stabilisation of the Areas Pertaining to Asylum, Migration and State Border Surveillance"; completed (2002)

Within the framework of the Stability Pact, the "National Action Plan for the Republic of Croatia with a View of Development and Long-Lasting Stabilisation of the Areas Pertaining to Asylum, Migration and State Border Surveillance" was produced in cooperation with the partner countries Germany, Austria and Slovenia.
CARDS 2001 project "Integrated Border Management – Border police (Institution Building)"; Twinning project no. HR/2001/IB/JH/03; completed (2002-2003)
A detailed status assessment of the Croatian Border Police was conducted and necessary prerequisites for the continuation and further development of the Croatian Border Police were produced, with regard to legislation, general organization and human resources, technical equipment and IT structure, as well as training and education of the border police. The project was implemented in cooperation with the Twinning partners Germany and Slovenia. 

CARDS 2001 project “Integrated Border Management - Customs” (consisting of Supply  and Twinning component); Twinning project no. HR/2001/IB/JH/02;  completed (2003-2005)
This Twinning project concentrated primarily on harmonization of Croatian customs legislation with the EU Customs Code and other EU customs legislation, as well as on preparation of administrative and operational capacities of the Customs Directorate in line with the EU standards. It also helped to establish Customs Training Centre and to prepare training strategy and the annual training plan. The supply component was used to fully equip the Customs Training Centre with the necessary equipment. It was implemented in cooperation with the Ministry of Finance of the Republic of Austria, Customs Administration, as the Twinning partner. 

CARDS 2001 project “Integrated Border Management – Interagency Cooperation”; Twinning project no. HR/2001/IB/JH/04; completed (2004-2005)
This twinning project was implemented by the Ministry of Interior – Border Police Directorate, Ministry of Finance – Customs Administration, Ministry of Agriculture, Fisheries and Rural Development – Department for Agriculture and Department for Veterinary Science, Ministry of Health and Social Welfare – Department for Sanitary Inspection and State Inspectorate (hereinafter referred to as agencies), in cooperation with the Agency for European Integration and Economic Development (AEI) c/o Ministry of Finance of the Republic of Austria, Ministry of Interior of the Republic of Austria and International Centre for Emigrational Policy Development (ICMPD) from Vienna. The project aimed at improving the institutional and administrative capacity of the various border agencies, as well as at enhancing inter-agency cooperation and coordination. Specifically, the project contributed to development of the National Strategy for Integrated Border Management of the Republic of Croatia together with its implementation Action Plan, which have been drafted within the framework of this program in cooperation with the national and international partners and on the basis of the regional CARDS “Guidelines for Integrated Border Management in the Western Balkans”. The named documents were drafted by the Interagency Working Group at high level, consisting of Croatian and international experts. The National Strategy and the Action Plan were adopted by the Croatian Government in 2005. During the 2006, this Action Plan was updated and became the fundamental strategic document not only for the interagency cooperation, but also for the development of the border police within the Ministry of the Interior. 

CARDS 2002 project “National Border Management Information System-Phase 1”, Twinning project no. HR/2002/IB/JH/04, completed (2005 – 2006)
The purpose of the project was to define the architecture of the National Border Management Information System (NBMIS) with new technical possibilities such as (a) optical reading of travel documents, (b) car number plate imaging system, (c) identification of forged documents, (d) counter for vehicles, (e) possibilities to upgrade NBMIS with finger scanners, biometrics, etc., (f) connection to a future MIRC AFIS system; to design, test and implement pilot NBMIS at two selected pilot sites, including institutional, legal, administrative and operational requirements; to prepare NBMIS for nation-wide implementation; to improve surveillance capacity along the borders. The EU Member State partner in this project was France.
CARDS 2003 project “National Border Management Information System - Phase II” –   consisting of Framework and Supply component, completed (2006 – 2008)
The subject of the CARDS 2003 "National Border Management Information System – Phase II" contract (turn key solution) was nation-wide implementation of the National Border Management Information System (NBMIS) in a chain from Border Police Head Quarters in Zagreb to seven Border Crossing Points (Gunja, Županja, Slavonski Brod, Stara Gradiška, Slavonski Šamac, Karasovići and border crossing at Split International Airport). The contract covered delivery of equipment as well as its installation and system integration in the NBMIS web application based on modern technologies (J2EE, XML, Web services etc), which was developed and deployed under the CARDS 2002 program. Specific Framework contract implemented within the same CARDS 2003 project, included project management, system integration, quality assurance, testing and acceptance of NBMIS system as well as hands-on support and skill-transfer activities.

CARDS 2003 project "Continued Support and Capacity Building for the Border Police Directorate"; Twinning project no. HR/2003/IB/JH/01; completed (2004-2005)
The activities of this project represented a logical follow-up of the aforementioned 2001 Twinning Project "Integrated Border Management – Border police (Institution Building)”. They were aimed at strengthening of the Border police on its way towards reaching the European standards. The project was implemented in cooperation with the Twinning partner Germany. 

CARDS 2002/2003  Regional Programme on “Integrated Border Management”; completed (2006)
The project aimed at strengthening the cooperation in the area of border management among countries of the region (Croatia, Bosnia and Herzegovina, Montenegro, Former Yugoslav Republic of Macedonia, Albania). 
CARDS 2004 project “Assistance and Monitoring of CARDS 2003 “National Border Management Information System (NBMIS) – Phase II” (TW light); completed in 2007
Specific objectives of the CARDS 2004 Twinning Light project were to provide assistance in implementation of the NBMIS Phase II contract (turn key solution), and monitoring of its implementation. This project encompassed training of two Ministry of Interior’s IT-specialists in order for them to be able to analyze the status of relevant Croatian databases and information systems in accordance with SIS requirements.

PHARE 2005 project “Preparation for the Implementation of the Schengen Acquis”; Twinning project HR/2005/IB/JH/02; completed (2007-2009)
The project had the following goals: starting the implementation of the SAP and the Border Police   Development Strategy, strengthening the capacity of the Border Police for risk assessment and enhancing capability for surveillance of green border and controls of border crossing points. The project was implemented in cooperation with the Twinning partners Germany and Slovenia. 

PHARE 2006 project “Blue Border Surveillance”; Twinning project no. HR/2006/IB/JH/01; completed (2008-2010)

The Maritime Police Development Strategy with the accompanying Action Plan for the period from 2011 to 2013 was drafted. This document established the strategic framework for implementation of an efficient system for the surveillance of the maritime border in accordance with the EU standards. This Strategy defines the organisation and training of the maritime police, risk analysis, the IT structure and technical equipment, as well as co-operation with other state administration bodies and agencies whose activities are related to actions at the sea of the Republic of Croatia. The procurement plan for vessels and the employment plan were prepared in compliance with this Strategy and its Action Plan. The project was implemented in cooperation with the Twinning partner Germany. 

Besides the above mentioned projects, the Border Police and Customs in the scope of surveillance of the state border are involved in ongoing EU projects:
Multi-Beneficiary IPA 2007 project „Regional support to the update, implementation and monitoring of the Integrated Border Management strategies and related Action Plans and development of regional and cross border initiatives”
The project purpose is made up of four specific objectives:

· to ensure a regionally harmonised implementation of the IBM strategies and the associated Action Plans (AP) 
· to further enhance regional co-operation among Beneficiaries, with EU Member States (EUMSs), in particular neighbouring States, and relevant European and international actors, through sharing of best practices and lessons learned in implementing the IBM model, establishment of common standards and procedures, improvement of operational cooperation, and intensification of communication and information exchange

· to support cross-border inter-agency cooperation and the adoption of a more integrated approach towards the services involved in border management, including the Judiciary, with a special emphasis on Border Police-Customs cooperation

· to further support the development of compatible information systems throughout the region.
IPA 2007 “National Border Management Information System - Phase III”  (consisting of Framework and Supply component); started in 2010
Project presents continuation of the projects nominated in 2002 and 2003, and anticipates establishment of additional IT connections among larger number of border crossings. Twenty five border crossings will be equipped with systems for optical reading of vehicle register plates, travel documents, system for automatic counting and classification of vehicles and system for fingerprints screening.
IPA 2007 project “Supply of equipment for anti-smuggling units”; Supply (started in 2010; to be completed in 2012)
The purpose of this project is strengthening of the customs control and surveillance throughout customs territory of the Republic of Croatia in order to prevent breach of customs and excise regulations and to facilitate investigation and prosecution of anti-smuggling activities and other forms of organized crime. Upon completion of the project, the customs mobile teams will be equipped with personal vehicles, mobile office vans, dog transportation vehicles, mobile x-ray, sea and river patrol vehicles, contraband and trace detectors.
IPA 2008 project “Blue Border Surveillance – phase II” (Supply); contracted in 2011
The purpose of the project is supply of the patrol vessels in order to enhance operational capacity of the Croatian Border Police to perform controls and surveillance on the blue border, as well as on the whole territorial sea in order to prevent all forms of cross border crime activities.

IPA 2009 “Supply of equipment for modernization of State Border Control” (Supply), expected to be contracted in 2012.

The purpose of the project is to further contribute to the development of an efficient and strengthened Croatian Integrated Border Management system, which will establish greater security at international borders and diminish cross border crime and illegal migration, through equipping the Border Police in achieving EU standards for performing border surveillance and checks.
IPA 2010 project “Integrated Border Management”, consisting of Twinning and Supply component The Supply component is expected to be contracted in 2Q 2012.
This Twinning project is an integral part of the overall project which consists of two components: Twinning and Supply. The Supply component of the project is aimed at further technical equipping of the Border Police in purpose of achieving EU standards for performing border control, through supply of special training equipment, transportation vehicles for police dogs and training purposes, equipment for border surveillance, border control and execution of efficient customs control. 
IPA 2010 “Support to the alignment of the Croatian IBM Concept with EU IBM Concept” (TWL)
Project is expected to be contracted in 2Q 2012.
The expected Project results are: The National Strategy for Integrated Border Management revised in line with EU IBM Concept and The Integrated Border Management Action Plan revised on the basis of the revised version of the National IBM Strategy.
CUSTOMS 2013 Community Programme
CUSTOMS 2013 Community Programme aims to provide a legal and financial base for electronic information exchange systems between national administrations, training seminars for customs officials and experts, exchanges of officials among national administrations and the basis for an electronic system which will allow business to move towards a paperless customs environment. Candidate countries for accession to the European Union (EU) are participating in the programme, so as to help both them and Member States prepare for enlargement. The Memorandum of Understanding between Croatia and European Union on Croatian participation in the CUSTOMS Community programme was signed in August 2006.
3.3 Results:

Result 1: Enforcement policies, methodologies, practices and procedures in the area of Customs border controls analysed and recommendations for introduction of simplified procedures compliant with the EU and national requirements and conventions produced 
Indicators of achievement:

1.1.  
The existing enforcement policies, methodologies, practices and procedures in the area of Customs border controls analysed
1.2. Report with recommendations for introduction of simplified procedures, compliant with the EU and national requirements and conventions produced
Result 2: Common inter-agency border control procedures analysed and recommendations for their optimisation and synchronisation (especially of those related to the specifics of the future EU external borders) produced.
Indicators of achievement:

2.1. 
Common inter-agency border control procedures analysed 
2.2. 
Specific procedures in the area of cooperation between Customs Administration and Border Police analysed
2.3. 
Report with recommendations for the optimisation and synchronization of the common inter- agency border control procedures (especially of those related to the specifics of the future EU external borders) produced
2.4. 
One workshop with participants from all relevant stakeholders indicated in the Activity 2.1

(at least 20 participants in total) organised with the purpose to present and discuss the recommended synchronisation and optimisation of the common inter-agencies control procedures 
Result 3: Inter-agency communication and mechanisms for information exchange analysed and recommendations for their improvement and simplification produced. Inter-agency IT strategy reviewed and recommendations for its revision provided
Indicators of achievement:

3.1. 
Inter-agency communication and mechanisms for information exchange analysed
3.2.
Report with recommendations on improvement and simplification of the inter-agency  communication and mechanisms for information exchange produced
3.3. 
Inter-agency IT strategy reviewed and corresponding report with recommendations for its revision prepared
3.4. 
One round table discussion with participants from all relevant stakeholders indicated in the activity 2.1 (at least 20 participants in total) organised with the purpose to present and discuss the recommended improvement and simplification of the inter-agency communication and mechanisms for information exchange as well as revised IT strategy.
Result 4: Procedures and practices for participation of Border Police in investigations of cross-border crime reviewed and recommendations on their improvement prepared
Indicators of achievement:

4.1.
Procedures and practices for participation of Border Police to investigations of cross-border crime reviewed
4.2.
Report with recommendations on improvement of the Border Police's participation in investigations of cross-border crime prepared
Result 5: Capacity of the Border Police and Customs Administration staff in the areas of common inter-agency border control and inter-agency cooperation enhanced through specific enforcement training programmes


Indicators of achievement:

5.1. Training needs analysis of Border Police and Customs Administration staff in the areas of inter-agency border control and inter-agency cooperation conducted and corresponding report prepared
5.2. The existing training programmes and modules, which are already used in the context of the Integrated Border Management reviewed and corresponding report prepared
5.3.  
Training programme, including training methodology, based on the training-of-trainers (ToT) principle for the Border Police and Customs Administration staff developed and supporting training materials prepared
5.4. At least 20 Customs Administration employees and at least 20 Border Police employees trained based on the training-of-trainers principle
5.5. One study visit for 3 Customs Administration employees and 3 Border Police employees in duration of 3 working days conducted with the purpose of acquiring practical knowledge and experience related to the changes in European legislation in the area of border control and implementation of the common inter-agency border control procedures. Report on findings of the study visit prepared.
3.4
Activities:

Activities related to the Result 1
Activity 1.1:
Conducting analysis of the existing enforcement policies, methodologies, practices and procedures in the area of Customs border controls.
Activity 1.2:
On the basis of the Activity 1.1 preparing report with recommendations for introduction of simplified procedures compliant with the EU and national requirements and conventions, with the purpose to improve border control efficiency and effectiveness, facilitate movement of legal passengers and goods and reduce time for customs clearance at the border.
Activities related to the Result 2

Activity 2.1:
Conducting analysis of the common inter-agency border control procedures. The analysis should include all Agencies involved in border control (Ministry of Interior – Border Administration, Ministry of Finance – Customs Administration, Ministry of Agriculture, Fisheries and Rural Development – Agriculture and Veterinary Administrations, Ministry of Health and Social Welfare – Administration for Sanitary Inspection and State Inspectorate).

Activity 2.2:
Conducting analysis of the specific procedures in the area of cooperation between Customs Administration and Border Police.

Activity 2.3:
On the basis of the Activities 2.1 and 2.2, preparing report with recommendations for the optimisation and synchronization of the common inter-agency border control procedures (especially of those related to the specifics of the future EU external borders). Recommendation on synchronisation and optimisation of the common inter-agencies control procedures should take into account the traffic fluidisation constrains, requirements of the control based on risk analysis, etc.
Activity 2.4:
Organising one workshop with participants from all relevant stakeholders indicated in the activity 2.1 (at least 20 participants in total) with the purpose to present and discuss the recommended synchronisation and optimisation of the common inter-agencies control procedures.
Activities related to the Result 3

Activity 3.1:
Conducting analysis of the inter-agency communication and mechanisms for information exchange, including analysis of the efficiency of joint checks procedures and common use of databases.
Activity 3.2:
On the basis of the Activity 3.1 preparing report with recommendations on improvement and simplification of the inter-agency communication and mechanisms for information exchange.

Activity 3.3:
Reviewing the inter-agency IT strategy and preparing corresponding report with recommendations for its revision.

Activity 3.4:
Organising one round table discussion with participants from all relevant stakeholders indicated in the Activity 2.1 (at least 20 participants in total) with the purpose to present and discuss the recommended improvement and simplification of the inter-agency communication and mechanisms for information exchange as well as revised IT strategy.

Activities related to the Result 4
Activity 4.1:
Reviewing procedures and practices for participation of Border Police to investigations of cross-border crime.

Activity 4.2:
On the basis of the Activity 4.1 preparing report with recommendations on improvement of the Border Police's participation to investigations of cross-border crime.

Activities related to the Result 5
Activity 5.1:
Conducting training needs analysis of Border Police and Customs Administration staff in the areas of inter-agency border control and inter-agency cooperation and preparing corresponding report.
Activity 5.2:
Reviewing the existing training programmes and training modules used in the context of the Integrated Border Management, including train the trainers programmes and modules and preparing corresponding report.

Activity 5.3:
On the basis of the Activities 5.1 and 5.2 developing training programme including training methodologies for the Border Police and Customs Administration staff which will be based on the training-of-trainers (ToT) principle and preparing supporting training materials.
Activity 5.4:
Conducting training-of-trainers for at least 20 Customs Administration employees and at least 20 Border Police employees (future trainers) on the following subjects:
· Changes in European legislation in the field of Customs border control in relation to the constant increase of the scope of the acquis in the field of border control

· Improvement of the existing practices and procedures in implementation of common inter-agency border control procedures 

· Inter-agency cooperation in the field of border control
Activity 5.5:
Conducting one study visit for 3 Customs Administration employees and 3 Border Police employees in duration of 3 days with the purpose of acquiring practical knowledge and experience related to the changes in European legislation in the field of Customs border control and implementation of the common inter-agency border control procedures. Preparing report on findings of the study visit. 
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 Project Leader

Requirements:

· University level education or equivalent professional experience of 15 years in the border service
· 8 years of experience in the border control enforcement
· Experience in the field of integrated border management  

· Working level of English language
· Computer literacy 

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

· Experience in project management

Assets: 

· Experience in implementation of EU legislation relevant to Schengen and Border Management

Tasks of the Project Leader:
· Project reporting 

· Supervising and coordinating implementation of the project
· Monitoring project risks, progress against the project budget and project outputs

· Organization of study visit

· Ensuring backstopping and financial management of the project in the MS
· Participation in Steering Committee meetings 

3.5.2 Profile and tasks of the RTA

Profile of the Resident Twinning Adviser

Requirements:

· University level education or equivalent professional experience of 13 years in the border service
· 7 years of experience in the border control enforcement
· Experience in the field of integrated border management  

· Proven contractual relation to public administration or mandated body, as defined under Twinning manual 5.3.2
· Working level of English language
· Computer literacy
· Experience in project management

Assets: 

· Experience in implementation of EU legislation relevant to Schengen and Border Management;
· Experience in developing co-operation mechanisms among relevant border agencies
Tasks of the RTA:
· Support and coordination of all activities in the BC

· Organization of visibility events (kick-off and final event)

· Responsible for coordination and assistance to the short-term experts 

· Responsible for monitoring project implementation and proposing corrective management actions if required
· Day-to-day management of the project in Beneficiary institution 
· Liaising with the Contracting Authority and, as necessary, with experts involved in related projects outside the Beneficiary Institutions
The duration of the RTA secondment will be 12 months. 
3.5.3 Profile and tasks of the short-term experts 
For each of the proposed experts in the submitted proposal the Member State(s) is kindly requested to indicate the expert’s profile.
Profile of the Short-term experts 

Profile of the STE 1

 Requirements:

· University level education or equivalent professional experience of 10 years in the customs service 

· 5 years of experience within the customs in the front-line border control

· Experience in the field of integrated border management
· Working level of English language
· Computer literacy 

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

 Assets: 

· Experience in developing co-operation mechanisms among relevant border agencies
· Experience in development, implementation and co-ordination of border control systems
· Experience in organizing and conducting trainings

· Experience in writing strategic documents
Tasks of the STE 1:
· Conducting analysis of the existing enforcement policies, methodologies, practices and procedures and preparing corresponding report
· Preparing report with recommendations for introduction of simplified procedures
· Conducting analysis of the common inter-agency border control procedures
· Conducting analysis of the specific procedures in the area of cooperation between Customs Administration and Border Police
· Preparing report with recommendations for the optimization and synchronization of the common inter-agency border control procedures
· Organizing and implementing workshop related to the optimisation and synchronization of the common inter-agency border control procedures
· Conducting analysis of the inter-agency communication and mechanisms for information exchange, including analysis of the efficiency of joint checks procedures and common use of databases and preparing corresponding report
Profile of the STE 2 

 Requirements:

· University level education or equivalent professional experience of 10 years in the border police 

· 5 years of experience within the border police in the front line border control 
· Experience in the field of integrated border management

· Working level of English language,
· Computer literacy

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

 Assets: 

· Experience in developing co-operation mechanisms among relevant border agencies
· Experience in development, implementation and co-ordination of operational border control systems 
· Experience in organizing and conducting trainings

· Experience in writing strategic documents
Tasks of the STE 2:
· Reviewing the inter-agency IT strategy, preparing corresponding report and organising and implementing related round table discussion,
· Reviewing procedures and practices for participation of Border Police to investigations of cross-border crime and preparing corresponding report,
· Conducting training needs analysis and preparing corresponding report,
· Reviewing the existing training programmes and training modules and preparing corresponding report,
· Developing training programme including training methodologies,
· Conducting training-of-trainers
Note:

The pool of experts should include at least one expert who in addition to the respective profile Requirements has experience in organizing and conducting trainings
4.
Institutional Framework
The final beneficiaries of this Twinning project are the Customs Administration of the Ministry of Finance, as the lead beneficiary, and the Border Police Directorate of the Ministry of Interior. 

Customs Administration is an administrative organization within the Ministry of Finance of the Republic of Croatia. Competences and responsibilities of the Customs Administration and acting customs officers are regulated by customs regulations, regulations on the organization of government administration and special regulations on the organization and competences of the customs service. It has a centralized structure, established in 4 organizational layers:

· 1 Central Office (Directorate)

· 17 Customs Houses          

· 179 border Customs Offices and Customs Units

· 57 inland Customs Offices.

The Central Office of the Customs Administration is organised in 11 services (Internal Control; HRM and Legal Affairs; Financial; Mandatory Levies; Customs Procedures; International Affairs; Excises; Tariff, Value, Origin and Laboratory; Customs Controls; Statistics and IT; Public Relations) covering full spectrum of customs activities as defined by applicable regulations. At the central level, the Service for Customs Control is responsible for development, maintenance and management of the customs control and related concept of Integrated Border Management. The Services of the Central Office are further organised into departments, sections and subsections.

The 17 regional Customs Houses are further down organised as follows:

· 147 border Customs Offices (including 54 border crossings for local border traffic and 13 seasonal border crossings)

· 32 border crossings handling clearance of goods

· 57 inland Customs Offices

Ministry of Finance, Customs Administration employs all together 3.128 employees. According to the organisational units the employees are distributed in the following manner:

· Central Office + Customs houses – 944

· Border customs offices – 1.083

· Border customs offices handling clearance of goods – 599

· Inland customs offices – 502

The Border Police Directorate is legal enforcement entity operating within the framework of the Ministry of Interior, with approximately 6.000 employees. It has centralised structure, established in 3 organisational levels:
· National level (Border police Directorate)

· Regional level (Border Police Administrations)

· Local Level ( Specialised police stations and mixed police stations)

The Border Police Directorate is organised in five departments (Maritime and Airport Police Department, Neighbouring Country Department, Department for Border Protection, Department for illegal migration,  Mobile Unit for Border Surveillance and Alien Reception Centre) covering full spectrum of border control activities as defined by applicable regulations.
Any potential revision of the institutional framework may depend on the findings/outputs of this Twinning project. 

The beneficiary institutions 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

	Integrated Border Management – Further strengthening of enforcement capacities of the Customs and Border Police
	IPA Community Contribution
	National

Co-financing
	TOTAL

	Twinning Contract
	95%
	5%
	500.000


Interpretation costs will be reimbursed from the budget only for the purpose of workshops and seminars, up to 7% of the Contract amount 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 (CFCA)
Ulica grada Vukovara 284
10000 Zagreb, Croatia
Mrs. Marija Tufekčić, Director of the CFCA
Phone:+ 385 1 4591 245

Fax: +385 1 4591 075

          E-mail: procurement@safu.hr 
Twinning Administrative Office 

Central Finance and Contracting Agency
Ulica grada Vukovara 284
10000 Zagreb, Croatia 
Contact: Mr Domagoj Šimunović, Twinning NCP
Phone: +385 1 4591 245
Fax: + 385 1 4591 075

E-mail: twinning@safu.hr 
6.2
Main  counterpart  in  the  BC
Senior Programme Officer


Ministry of Finance

Katančićeva 5

10000 Zagreb, Croatia
Mrs. Vladimira Ivandić, Director


Phone:
+ 385 1 4591 258

Fax:
+385 1 4922 598

E-mail: vladimira.ivandic@mfin.hr
Senior Programme Officer
Ministry of Interior, Border Police Directorate
            Ministry of Interior

            Ilica 335

            10000 Zagreb, Croatia
Mr. Filip Dragović, Director

Phone:
+ 385 1 3788 577

Fax:
+385 1 3788 640

E-mail: fdragovic@mup.hr
BC Project leader

Ministry of Finance - Customs Administration 

A. Gojka Šuška 1
10000 Zagreb, Croatia

Mr. Antonio Mučnjak, Assistant Director General
Phone: +385 1 6211 340
 Fax:     +385 1 6211 009  
E-mail: antonio.mucnjak@carina.hr
RTA Counterpart

Ministry of Finance - Customs Administration

Customs Directorate, Service for Customs Control

Avenija Gojka Šuška 1


10 000 Zagreb, Croatia

Ivana Javor, Head of the Department for Smuggling Prevention

Phone: +385 1 62 11 385

Fax:     +385 1 62 11 009

Ivana.Javor@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 2012

7.2
Start of project activities: 4Q 2012
7.3
Project completion: 4Q 2013
7.4
Duration of the execution period (number of months):
15 months; the execution period will end 3 months after the implementation period of the Action (work plan) which will take 12 months.
8.
Sustainability
The allocation of sufficient number of staff is the main guarantee of sustainability. In order to ensure successful achievement of guaranteed results, this Twinning project will be implemented with active participation of staff from the Ministry of Finance, Customs Administration and the Ministry of Interior, Border Police Directorate.
This Twinning project will ensure the adoption of EU standards and best practices in the field of Schengen acquis and Border Management and will provide practical assistance and knowledge transfer to the beneficiaries’ staff in the area of enforcement policies, methodologies, practices and procedures in the context of integrated border management. This will ensure a longer term capacity of the Ministry of Finance, Customs Administration and the Ministry of Interior, Border Police Directorate to ensure enforcement, security and trade facilitation at the same time. Also, gained experience and knowledge from this TW project is going to be implemented in the work of IBM agencies, especially in the work of Border Police and Custom Administration.
9.
Crosscutting issues 
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.
The project does not involve activities with an environmental impact.
10. Conditionality and sequencing

N/A
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

	Integrated Border Management – Further strengthening of enforcement capacities of the Customs and Border Police
	Programme name and number:

IPA 2010
	

	Ministry of Finance and Ministry of Interior 
	Contracting period expires: 
2 years following the date of conclusion of the Financial Agreement
	Disbursement period expires: 

3 years following the end date for contracting

	
	Total budget: 

500.000 €
	IPA financing: 95%
National co-financing: 5%

	Overall objective
	Objectively Verifiable Indicators 
	Sources of Verification
	

	Development of an efficient and effective Croatian Integrated Border Management system, that will establish greater security at international borders and diminish cross border crime and illegal migration thus providing the right balance between safety and security and trade facilitation.


	Schengen standards on efficient control of borders met

Enhanced joint front-line border control and co-operation between Customs and Border Police


	EC annual Progress Reports on Croatia

MoI and MoF Reports


	

	Project purpose
	Objectively Verifiable Indicators
	Sources of Verification
	Assumptions

	Further development of efficient customs and border controls at border crossing points, capable to ensure protection in line with EU standards.
	Significant reduction of illegal migration as well as greater detection and prevention of cross border crime
Facilitated passage of legal passengers and goods while increased security and efficiency of border controls

	MoF and MoI reports 

Regular reports of EC

Final Twinning Project Report
EU Peer Review Expert Mission to Croatia on Justice and Home Affairs

	· Full commitment of the MoF and MoI in strengthening the administrative capacities

· Efficient cooperation and co-ordination of the principal actors 

· Willingness and capacity of high-level management of the beneficiaries to introduce changes

	Results 
	Objectively Verifiable Indicators
	Sources of Verification
	Assumptions

	1. Enforcement policies, methodologies, practices and procedures in the area of Customs border controls analysed and recommendations for introduction of simplified procedures compliant with the EU and national requirements and conventions produced 

2. Common inter-agency border control procedures analysed and recommendations for their optimisation and synchronisation (especially of those related to the specifics of the future EU external borders) produced.
3. Inter-agency communication and mechanisms for information exchange analysed and recommendations for their improvement and simplification produced. Inter-agency IT strategy reviewed and recommendations for its revision provided
4. Procedures and practices for participation of Border Police in investigations of cross-border crime reviewed and recommendations on their improvement prepared
5. Capacity of the Border Police and Customs Administration staff in the areas of common inter-agency border control and inter-agency cooperation enhanced through specific enforcement training programmes

	1.1. The existing enforcement policies, methodologies, practices and procedures in the area of Customs border controls analysed
1.2 Report with recommendations for introduction of simplified procedures, compliant with the EU and national requirements and conventions produced 
2.1. Common inter-agency border control procedures analysed 

2.2. Specific procedures in the area of cooperation between Customs Administration and Border Police analysed

2.3. Report with recommendations for the optimisation and synchronization of the common inter-agency border control procedures (especially of those related to the specifics of the future EU external borders) produced

2.4. One workshop with participants from all relevant stakeholders indicated in the Activity 2.1 (at least 20 participants in total) organised with the purpose to present and discuss the recommended synchronisation and optimisation of the common inter-agencies control procedures
3.1. Inter-agency communication and mechanisms for information exchange analysed
3.2. Report with recommendations on improvement and simplification of the inter-agency communication and mechanisms for information exchange produced
3.3. Inter-agency IT strategy reviewed and corresponding report with recommendations for its revision prepared
3.4. One round table discussion with  participants from all relevant stakeholders indicated in the Activity 2.1 (at least 20 participants in total) organised with the purpose to present and discuss the recommended improvement and simplification of the inter-agency communication and mechanisms for information exchange as well as revised IT strategy.

4.1. Procedures and practices for participation of Border Police to investigations of cross-border crime reviewed.

 4.2. Report with recommendations on improvement of the Border Police's participation in investigations of cross-border crime prepared

5.1.Training needs analysis of Border Police and Customs Administration staff in the areas of inter-agency border control and inter-agency cooperation conducted and corresponding report prepared

5.2 The existing training programmes and modules, which are already used in the context of the Integrated Border Management reviewed and corresponding report prepared.

5.3 Training programme, including training methodology, based on the training-of-trainers (ToT) principle for the Border Police and Customs Administration staff developed and supporting training materials prepared

5.4 At least 20 Customs Administration employees and at least 20 Border Police employees trained based on the training-of-trainers principle
5.5 One study visit for 3 Customs Administration employees and 3 Border Police employees in duration of 3 working days conducted with the purpose of acquiring practical knowledge and experience related to the changes in European legislation in the area of border control and implementation of the common inter-agency border control procedures. Report on findings of the study visit prepared.

	Annual reports of the Beneficiary institutions 
Twinning project documentation
Twinning project Reports 

Annual reports of the Beneficiary institutions 
Twinning project documentation
Twinning project Reports 

List of participants
Annual reports of the Beneficiary institutions 
Twinning project documentation
Twinning project Reports 

List of participants

Annual reports of the Beneficiary institutions 
Twinning project documentation
Twinning project Reports 

Annual reports of the Beneficiary institutions 
Twinning project documentation
Twinning project Reports 

List of participants

Report of study visit
	● Adequate cooperation among competent ministries and relevant institutions in drafting and efficiently implementing operational documents 
●Adequate BC experts appointed to participate in the Work groups established for drafting operational documents.



	Activities
	Means
	Specification of costs
	Assumptions 

	1.1 Conducting analysis of the existing enforcement policies, methodologies, practices and procedures in the area of Customs border controls.

1.2 On the basis of the activity 1.1 preparing report with recommendations for introduction of simplified procedures compliant with the EU and national requirements and conventions, with the purpose to improve border control efficiency and effectiveness, facilitate movement of legal passengers and goods and reduce time for customs clearance at the border.
2.1 
Conducting analysis of the common inter-agency border control procedures. The analysis should include all Agencies involved in border control (Ministry of Interior – Border Administration, Ministry of Finance – Customs Administration, Ministry of Agriculture, Fisheries and Rural Development – Agriculture and Veterinary Administrations, Ministry of Health and Social Welfare – Administration for Sanitary Inspection and State Inspectorate).

2.2 Conducting analysis of the specific procedures in the area of cooperation between Customs Administration and Border Police.

2.3  On the basis of the Activities 2.1 and 2.2, preparing report with recommendations for the optimisation and synchronization of the common inter-agency border control procedures (especially of those related to the specifics of the future EU external borders). Recommendation on synchronisation and optimisation of the common inter-agencies control procedures should take into account the traffic fluidisation constrains, requirements of the control based on risk analysis, etc.

2.4 Organising one workshop with participants from all relevant stakeholders indicated in the activity 2.1 (at least 20 participants in total) with the purpose to present and discuss the recommended synchronisation and optimisation of the common inter-agencies control procedures.
3.1 Conducting analysis of the inter-agency communication and mechanisms for information exchange, including analysis of the efficiency of joint checks procedures and common use of databases.

3.2 On the basis of the Activity 3.1 preparing report with recommendations on improvement and simplification of the inter-agency communication and mechanisms for information exchange.

3.3 Reviewing the inter-agency IT strategy and preparing corresponding report with recommendations for its revision.

3.4 Organising one round table discussion with participants from all relevant stakeholders indicated in the Activity 2.1 (at least 20 participants in total) with the purpose to present and discuss the recommended improvement and simplification of the inter-agency communication and mechanisms for information exchange as well as revised IT strategy.

4.1 Reviewing procedures and practices for participation of Border Police to investigations of cross-border crime.

4.2: On the basis of the Activity 4.1 preparing report with recommendations on improvement of the Border Police's participation to investigations of cross-border crime.

5.1 Conducting training needs analysis of Border Police and Customs Administration staff in the areas of inter-agency border control and inter-agency cooperation and preparing corresponding report.
5.2 Reviewing the existing training programmes and training modules used in the context of the Integrated Border Management, including train the trainers programmes and modules and preparing corresponding report.
5.3 On the basis of the Activities 5.1 and 5.2 developing training programme including training methodologies for the Border Police and Customs Administration staff which will be based on the training-of-trainers (ToT) principle and preparing supporting training materials.
5.4 Conducting training-of-trainers for at least 20 Customs Administration employees and at least 20 Border Police employees (future trainers) on the following subjects:

· Changes in European legislation in the field of Customs border control in relation to the constant increase of the scope of the acquis in the field of border control

· Improvement of the existing practices and procedures in implementation of common inter-agency border control procedures 

· Inter-agency cooperation in the field of border control

5.5 Conducting one study visit for 3 Customs Administration employees and 3 Border Police employees in duration of 3 days with the purpose of acquiring practical knowledge and experience related to the changes in European legislation in the field of Customs border control and implementation of the common inter-agency border control procedures. Preparing report on findings of the study visit.
	Analysis

Consultation 

Preparation of documentation

Consultations
Analysis
Preparation of documentation

Consultations

Analysis

Preparation of documentation

Preparation of documentation

Workshop
Consultation 

Preparation of documentation

Analysis

Preparation of documentation

Consultation 

Preparation of documentation

Review
Consultation 

Preparation of documentation
Round table discussion
Consultation 

Review
Consultation 

Preparation of documentation
Analysis
Consultation 

Preparation of documentation
Analysis
Consultation 

Preparation of documentation
Consultation 

Preparation of documentation
Training-of -trainers
Study tour

	500.000 €

	● Adequate cooperation among competent ministries and relevant institutions in drafting and efficiently implementing operational documents 
●Organisational, technical and infrastructure capacities necessary for implementation of the project in place

● Human resources for the implementation of the project in place


	
	Preconditions:

N/A


Annex 2. Detailed implementation chart
Project title: Integrated Border Management – Further strengthening of enforcement capacities of the Customs and Border Police
	Project title
	2012
	2013
	2014

	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
	A/I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	R
	R
	R
	
	
	
	
	
	
	
	
	
	
	


T – Call for proposals and evaluation

C – Contracting

A/I – Arrival of the RTA/ Start of the implementation of activities

I – Implementation of activities

R – Report

Annex 3. Contracting  and  disbursement  schedule  by  quarter  for  full  duration  of  programme  (including disbursement period)
	Integrated Border Management – Further strengthening of enforcement capacities of the Customs and Border Police
	Cumulative contracting schedule by quarters in EUR (provisional)

	
	2012

	
	I
	II
	III
	IV

	Twinning 
	
	
	
	500.000

	 
	
	
	
	

	TOTAL (EUR):
	
	
	
	500.000


	Integrated Border Management – Further strengthening of enforcement capacities of the Customs and Border Police
	

	
	2012
	2013
	2014

	
	I
	II
	III
	IV
	I
	II
	III
	IV
	I

	Twinning 
	
	
	
	400.000
	
	
	
	
	100.000

	TOTAL (EUR):
	
	
	
	400.000
	
	
	
	
	500.000











� The Customs Blueprints are practical guidelines laying down clear criteria based on EU best practice, against which a customs administration is able to measure its own operational capacity. It was developed by the European Commission’s Directorate-General for Taxation and Customs Union.








� Member States submitting proposals for Twinning projects implemented in Croatia, as well as the beneficiary institutions, will be requested to finalise drafting of the contracts in maximum six months regardless of the period of the year during which the drafting will take place.
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