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	I. General Overview/Reasons for Reform

1. Please provide a general overview of the reforms that were undertaken:

A. Was it part of an overall reform program (and therefore co-financed)? Was it linked to WTO trade facilitation or was it broader?  Did it build on recent reforms?

B. What was your baseline (i.e. did you already partially implement many of the measures)? What was the scope- what procedures did it encompass? Which government agencies were involved /affected? etc.

Since its inception in 2003, Lesotho Revenue Authority (LRA) has always endeavored to be the best organization based on performance, customer service and governance. The governing Board of the LRA is guided by LRA Act. LRA through its divisions, including Customs and Excise through modernization program, has been undertaking numerous trade facilitation initiatives, striving to recommended best practices in the international trade. Customs and Excise division within LRA plays a vital role in implementing the Government’s fiscal policy objectives, in collecting maximum revenue, in facilitating trade, in law enforcement and trade data collection. Hence the LRA considered reform program in a broader way based on the demand by business. 
In 2008 the LRA embarked on Enterprise Architecture (AE) project. The EA project was aimed at the alignment of the LRA processes and technology around the theme of taxpayer centricity, through the reduction of the burden of compliance and the improvement of service delivery. It was also geared towards better alignment of the LRA’s operations to the effective collection of revenues under the authority’s mandate. 
The EA project resulted in a technology-intensive roadmap that contained projects required to move the LRA to its desired state of operations of improving internal efficiencies and service delivery. The outcomes of the project were Integrated Revenue Management System (IRMS), Business Process Management (BPM), Information Technology Process Management (ITPM), Business Intelligence (BI), Enterprise Content Management (ECM) and Technical Architecture (TA).
In 2009 the BPM project was the first one of EA projects to start. Then followed the IRMS, ITPM and TA which are still at initial stages. Others are yet to start. The BPM project entailed the identification and documentation of 28 core LRA processes that drive service delivery and re- engineering of nine (9) of the LRA core processes to reflect the future state. 
The nine processes were: 

· Frontline Advice and Assistance (Advice Centres)

· Revenue Collection

· Returns Processing

· Clearance of Goods

· Process Refunds

· Taxpayer Registration (includes all customs registrations and licensing)

·  Audit 

· Debt Management

· Records Management
Priority was given to the front line processes, clearance of goods, taxpayer registration, and returns processing with the realization that these processes once addressed they shall provide a verifiable improvement in the service the LRA as a whole provides to taxpayers.
In as far as Customs is concerned; LRA has partially implemented many of trade facilitation measures in the clearance of goods, revenue collection and taxpayer registration processes which include improvement of publishing information, official website update, establishment of One Business Facilitation Centre (OBFC) where customs in working under one roof with other stakeholders involved in the clearance of goods, pre-arrival processing, acceptance of commercially available information and of Copies, separation of release from final determination and payment of customs duties, taxes and fees, Post-clearance Audit (PCA), authorized traders, risk management , use of customs brokers, 

The LRA conducted Time Release Study (TRS) in 2009 as a basis of implementing trade facilitation measures to assess how long it takes for goods to cross the borders of Lesotho. It was a way of finding out where in the clearance of goods bottlenecks exist as basis to facilitate implementation of the measures by finding solutions thereof.  All border agencies were involved in the project. Recommendations including review of customs legislation, harmonization of customs processes and procedures, trainings of customs officials, automation and others were made and implementation has been done to a larger extend. Most of the study findings were actually the problems identified under BPM project.
Apparently the country is undergoing a preparatory stage of conducting another TRS starting from the 16th October 2011 with South African Revenue Services (SARS). This is done under the LRA/SARS Corporation which aims at facilitating cross border movement between Lesotho and South Africa. The project is funded by World bank. It involves all border agencies from both countries. 
Enterprise Risk management has been initiated. Its main objective is to create a culture of risk management throughout the LRA so that staff at all levels apply the practices in their daily work. WCO offered technical assistance to the LRA to establish a risk management framework within the Authority. Risk management at a corporate level was established even though it does not have human resources yet. It has only a manager in charge of the unit who works closely with risk champions representing different divisions (customs included) within the LRA. 
Establishment of PCA and Anti smuggling functions were also initiated. The Authority developed and implemented an anti corruption strategy so as to build and improve integrity within the Authority. It is now busy sourcing scanners for customs.
In an effort to create a culture of execution and coordinating efforts towards its strategic objective, the LRA launched the Integrated Performance management System (IPMS) in March 2009 on a basis of trial for staff in managerial level. That improved the performance on business results through implementation of clearly defined agreements that link one’s job purpose with the authority’s development objectives. The roll out of the IPMS to all staff was done in the last financial year 2010/2011. This has shown great improvement in the service delivery since employees commit to deliver within agreed timelines.
The LRA launched Human Resource Management strategy in 2010. It was implemented in this financial year, 2011/2012. The authority also embarked on the project to review all its training modules which were build up to enhance competency within the Authority, to have skillful and motivated workforce. Customs and Excise has started conducting basic training on the modules to staff 
2. Why did your country decide to undertake these reforms? (E.g. input from traders, studies showed trade barriers, Kyoto Convention Compliance, etc.)

The reform measures taken by the LRA were mainly to expedite the movement of goods while at the same time making sure that necessary amounts of revenue are collected and proper controls are in place, as supported by the GATT 1994 Article VIII, the Revised Kyoto Convention (RKC), SAFE Framework of Standards (FoS) and other trade facilitation tools recommended.

The LRA strongly believes in Taxpayer Centricity and has included a focus on this matter in the organisation’s vision. It has embarked on a strategic initiative that seeks to enhance its business processes in order to make it more effective and efficient in delivering services to its Taxpayers. The BPM Project, through implemented measures and future process implementations, was aimed to enable the LRA to gain momentum to further institutionalise the Business Process Management Programme, and shift from a function centric organisation to a process centric organization.
3. What benefits have been realized as a result of this reform?  (Benefits for the government and/or traders, what problems did it solve?)

Project though not yet complete has showed some success to take the LRA into a brighter future, for its Taxpayers, its staff and for the Nation as a whole. Hence a name symbolising a baton of light, “Serumula” was selected which was part of a staff competition to instil ownership of the project to them. Its has been symbolized as:
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It has enabled the achievement of enhanced business process effectiveness, bringing organisation-wide benefits such as consistency, standardisation, visibility, management effectiveness, effective resource utilisation, as well as improved control, access to business records and to use all of these improvements to create a positive Taxpayer experience. 

The Project also supports the LRA in preparing for the future, by helping the LRA achieve its strategic themes and better respond to the future shaping forces. The BPM Project, through implemented measures and future process implementations, is aimed to enable the LRA to gain momentum to further institutionalise the Business Process Management Programme, and shift from a function centric organisation to a process centric organization. 

4. What were the revenue implications?  Did any particular measures have a strong impact on revenue either positive or negative?

Revenue collection and clearance of goods as among the nine processes engineered already brought about significant changes which have positively influenced revenue collection. Processes and procedures were relooked into and standardized based on the best practices. They were harmonized and simplified in a way and that has seemed to have broken some of bottlenecks that exist in as far as trade facilitation is concerned. Some of control measured in place also minimized revenue leakage on revenue collection at the borders. It was introduced a cashier system known as New Cashiering System (NCS) which brought about changes in the segregation of duties and accountability measures.
II.  Framework:

5. Describe any amendments to laws and regulations that were required.  (Did you consult with stake holders on this?)

Legislations have been review to provide for practices which are recommended in both World Trade Organization (WTO) and World Customs Organization (WCO) trade facilitation concepts. Lesotho Customs and Excise administration has been fully engaged in the review of the Customs and Excise Act which started in 2009. The draft bill was completed in 2010. It is now with the Law Authority for drafting and yet to pass through the parliament. The tax bill is also complete to accommodate new changes and recommended best practices for other taxes besides Customs related matters. There has been an alignment done between the two bills to make sure that the laws become user friendly to taxpayers and improve compliance.  
6. Did reform require major changes in administrative policy or organization?  Please describe.

There has been some new policies developed. Registration policy has been developed, receipting policy and back up policy.
Standard Operating Procedures were developed and implemented.
III. Implementation information:

7. What was the approximate time frame for implementation?  Why?

The BPM Project was launched on the 1st of July 2010 and was run over nine months until March 2011 working only on the 9 processes. The plan was to complete the rest in three (3) to five (5) months. Implementation of recommendations which resulted from the 9 will take up to 5 years to be implemented. Implementation has been started though there have been challenges on the resources already identified. LRA has managed to implement all immediate recommendation and 90% of the short term recommendations.
8. Lessons learned: what were the biggest problems/issues and how were they overcome? 

The biggest challenge that we face is that LRA faces is the manual environment. Lack of automation poses a big challenge when carrying out the mandate. Resources as well are limited

9. Describe any training or capacity building programs for government officials and/or, private sector that were conducted.

WCO offered trainings to LRA officers on the establishment of risk management, PCA and anti smuggling functionalities. It also offered training on integrity to both LRA and external stakeholder who have interest in the fight of corruption and tax evasion. LRA Investigators and Anti Smuggling Officers were trained in investigations and enforcement of revenue laws by Legal and corporate Secretariat Division of the Authority 
Lots of trainings and sensitization workshops were held for LRA staff on processes re-engineered under BPM project. 
10. What equipment, structures, software, etc. was required for implementation?

Infrastructures and equipments used to facilitate clearance of goods were identified for proper implementation. Some were achieved such as installation of more computers for officers, availing servers and buying office requirements 
11. Did you require technical assistance?  If so what kind?

The LRA designed the revised processes under BPM based on best practices in collaboration with the consultant, Deloitte Consulting. In number of times as indicated before WCO has been of great assistance as well.
12. What were the factors crucial to success/ best practices? (What can you recommend to other countries that might undergo similar reform?)

Change management
Training 

Leadership alignment

13. Costs of implementation.  If possible please provide a break-out of the costs.  Be as specific as possible.  (you can attach as an annex)

Please refer to the annex A:
The annex provides a budget for the implementation of BPM project recommendations for the 9 implemented processes, including the next 10 to be re-designed.

In addition to the attached, we have the following project that are already being funded by Government:

Integrated Revenue Management System – M100 000 000.00

Customs Scanners –M400 000 000.00

14. If possible please provide other useful information such as copies of laws, regulations, standard operating procedures/instructions, implementation plan with benchmarks, etc.  (you can attach as an annex)

Please see  annexes attached


Annex A

	Process
	Activity
	Cost
	Total

	General
	Update SOPs
	 M        300,000.00 
	 

	
	Update VIPS+
	 M    1,000,000.00 
	 

	
	Decentralize & update TIN
	 M        400,000.00 
	 

	
	Update NCS/IVCF
	 M    1,000,000.00 
	 

	
	Roll out NCS & IVCF to other locations
	 M        240,000.00 
	 

	
	Update Refunds Tracker Tool
	 M          50,000.00 
	 

	
	Expand PABX
	 M    4,000,000.00 
	 

	
	Expand LRA network
	 M    4,000,000.00 
	 

	
	Implement SMS notification
	 M        100,000.00 
	 

	
	Implement Central Storage Facility
	 M    3,000,000.00 
	 

	
	Develop Guidelines for Taxpayers (video tutorials, posters, pamphlets)
	 M        200,000.00 
	 

	
	Conduct Training on Basic, Intermediate, and Advanced Tax and Customs
	 M    6,000,000.00 
	 

	
	Implement Records Management Solution
	 M    5,000,000.00 
	 

	
	Next Process Redesigns
	 M        500,000.00 
	 

	
	General Total
	 
	 M  25,790,000.00 

	
	
	
	

	FLAA
	Implement Electronic Queue Management System
	 M    1,500,000.00 
	 

	
	Update ERRT
	 M          50,000.00 
	 

	
	Roll out FLAA process to e.g. Customs, LTU, etc
	 M          50,000.00 
	 

	
	FLAA Total
	 
	 M    1,600,000.00 

	
	
	
	

	CoG
	Procure inspection mirrors
	 M        100,000.00 
	 

	
	Develop Customs Stamp Policy
	 M          50,000.00 
	 

	
	CoG Total
	 
	 M        150,000.00 

	
	
	
	

	CR
	Develop Receipting Policy
	 M          50,000.00 
	 

	
	Develop Backup and Recovery Processes
	 M          50,000.00 
	 

	
	CR Total
	 
	 M        100,000.00 

	
	
	
	

	Ref Proc
	Implement Final Deduction System
	 
	 M        500,000.00 

	
	
	
	

	Audit
	Review and develop a Case Management Spreadsheet
	 M          50,000.00 
	 

	
	Train staff on the terminology used by sectors with specialized terminology such as insurance companies
	 M    2,000,000.00 
	 

	
	Audit Total
	 
	 M    2,050,000.00 

	
	
	
	

	
	Program Total
	 
	 M  30,190,000.00 
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