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	I. General Overview of Rwanda and Rwanda Revenue Authority
After 1994 genocide that devastated the country’s economy and Human resources, the country was faced with very challenging tasks to reconstruct the economy, restore peace and stability and therefore development remained the only feasible future option for Rwanda.  
It’s also important to note that Rwanda is a landlocked country surrounded by Democratic Republic of Congo, Burundi, Tanzania and Uganda. This is to imply that it is a transit country for consignments destined to its neighbours and heavily depends on imports from the major ports of Mombassa in Kenya and Dar- es- Salaam in Tanzania respectively.

There has been various studies and reports produced by experts and indicated
 the transit distances from the port of Mombassa along the Northern Corridor member countries like Rwanda and Burundi are some of the longest among landlocked countries with an estimate of 2000km. while the transit charges ranked as high as 30-40 percent of CIF value for Uganda and 50-70 percent for Rwanda and Burundi. Normally there are numerous inconveniences faced by landlocked countries like Rwanda such as the burden of unnecessary delays of goods in transit routes which increases transport cost of the goods on board, uncertainty of supplies which also hikes the cost of production, general lack of security for such goods, congestion of ports and borders due to cumbersome processes and procedures.

The Rwandan Private sector Federation conducted two separate studies at different intervals across the East African Region to establish major obstacles that threaten the movement of goods in the region in what is referred to as Non Tariff barriers (NTBs) and analysed their negative impact on trade. The findings on both occasions have been shared in Partner States and the Council of Ministers directed the EAC secretariat to draw a time bound programme for their total elimination in the region. Each member country has its own NTBs but the following are the common ones identified;

1. Inadequate Police Escort mechanism which cause delays of transit cargo

2. Elements of Corruption along the Northern and Central Corridors particularly at roadblocks, weighbridge and    border gates which increase the cost of doing business

3. Un harmonised Port Charges  lead to increased cost of  business

4. Lengthy procedures for issuing work permits among EAC countries

5. Inadequate quality of infrastructural services

6. Lack of verification sheds and parking yards at border posts

7. Charges by Container freight stations

8. Varying application of axle load specifications

9. Delays at the Ports which affect imports and exports through the ports.
10. Tied up guarantee un cancelled for many months due to manual processes 
In 1997 Rwanda Revenue Authority (RRA) was established as a semi autonomous organisation under Ministry of Finance and economic planning, charged with the mandate to undertake the administration and accountability of taxes, duties and non fiscal revenue which include driving license fees, visa fees and passport in Rwanda.

RRA Vision:

“ To become a world – class efficient and modern revenue agency, fully financing national needs”

Mission:
“ Mobilise revenues for economic development through efficient and equitable services that promote business growth”    

Core strategic Values:

· Integrity

· Customer focus

· Transparency

· Professional service delivery

· Team work

 Rwanda Revenue Authority has two operational Departments 

1. Customs Service Department:

The department is headed by a commissioner deputised by four Heads of division, operations division, Trade management, compliance and policy and business development. The  mission statement: 
“ To contribute to the achievement of RRA objectives by efficiently maximizing the collection of all revenues due on imports and to facilitate trade through provision of efficient and equitable services to stakeholders” 

2. Domestic Tax Department also headed by a commissioner with two deputies one for large Taxpayers Office (LTO) and another for Small and Medium taxpayer’s office (SMTO), the mission statement:  “To contribute to the achievement of RRA objective by maximising revenue collection at minimum cost and providing quality input to tax policy development, while providing a high quality, courteous and equitable services to taxpayers and other stakeholders   

3. Support department include: 

· Revenue Protection Department

· Quality Assurance Department 

· Research and Planning Department

· ICT Department

· Taxpayers Department

· Legal and Board secretariat 

· Finance Department

· Human Resources Department

Table showing Revenue collection trends (in billions Frws) for the last 5 years
PERIODE

DEPARTMENTS

2006

2007

2008

2009

2010

CUSTOMS

70,278,501,530

86,536,516,286

128,699,677,205

131,013,606,922

139,548,766,734

SMTO

26,852,357,316

36,970,748,808

55,398,196,962

82,095,787,303

104,349,875,254

LTO

87,343,849,655

115,473,541,174

151,834,847,989

148,883,408,297

166,826,084,671

OTHERS (FRN)

10,270,555,488

6,243,266,131

6,795,183,295

9,830,028,651

15,421,163,989

Total

194,745,263,989
245,224,072,398

342,727,905,451

371,822,831,173

426,145,890,649

  Source : RRA  Research and Planning department 
RRA Complex Building 
All the above departments work from this revenue complex building with exception of Customs services department, the main objective of bringing all departments under one roof was to cut down costs of renting offices from various areas and lessen our taxpayers the  burden of moving up and down looking for our services hence creation of one stop centre.
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Since 1997 tremendous success stories in terms of reform and target achievement have been registered. In last financial year 2010/2011 alone tax revenues collected by Rwanda Revenue Authority contributed 50% on overall government national budget. The government is further determined to finance fully its budget through domestic resource mobilisation drive well-established in its strategy and vision commonly known as Vision 2020.  So the GoR has pledged full support in all aspect to ensure everything possible is done to guarantee the RRA sustainability. 

The Government has made several reforms in all aspects of life to the benefit of Rwandans and Revenue authority as a whole designed and implemented quiet a number of them particularly in ICT area through its Reform and Modernization Unit under Commissioner General’s office. For purposes of this case study our major focus will exclusively cover reforms made in Customs services department pursued through the operations Policy and Business Development division (OPBD). 
                  Reforms in Rwandan customs department 
The above factors prompted Rwanda to embark on a quick implementation of some measures on trade facilitation locally to eliminate Non Tariff Barriers to avoid frustration of business and create an enabling environment that attracts investors. These initiatives are championed by a designated strong Operational and Business development division within the department.  The government will and cordial support helped to engage different donors to finance these initiatives. Some of these standards are undertaken at a regional level, for purposes of convenience these reforms or facilitation measures are classified into three parts as follows.
Part A Availability of information

· Publications on internet.
             Trade related information just like any other official information in Rwanda is publically published and it’s a constitutional obligation through accessible government website (www.primature.gov.rw) there are periodical official publications in form of gazettes on this website which are printed and circulated to the public. In relation to trade legislations/policy updates also displayed on the East African Community website. RRA has a designated website which displays to the public both government and private, a detailed description of trade regulations, laws, processes, procedures and rulings at (www.rra.gov.rw). At this website, traders link directly to the shared portal for other Revenue Authorities in the region (link to website).  Brochures are also produced regularly and circulated free of charge at foreign mission regarding exemption procedures and available investment incentives in the country. Public talks also organized on TV and radios. Operational cost is minimal i.e. payments to full time staff; the benefits include; free access to tax information, reliable and accessible 24/7 days and provides a link to the regional revenue authority’s tax information

· Inquiry points;

            RRA established and maintains an enquiry point referred to as “call center” purposely to provide adequate and timely responses to traders and other party’s tax related inquiries.  A call center is a centralized office used for the purpose of receiving and transmitting a large volume of requests by telephone, email and other correspondents which was implemented in October 2011.
             It is the first point of contact for our stakeholders and it acts as an interface between Rwanda Revenue Authority and the taxpayers. About seven officers deployed at this center to receive inquiries, complaints, emails and voice recorded messages and provide immediate answers.
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Implementation process  
· Incoming calls are managed by call center operators who  provide response to the taxpayer on time.

· If a call center operator is not able to handle a case, he/she escalates it to the manager, the manager then handles the escalated case accordingly.

· If the manager is not able to handle the case, he/she forwards the case to the concerned department;

· When a case is escalated, the call center  agent who has forwarded the case  records the case and close it with the details on how the case has been treated.

· The department receiving the case get back to the Call center manager  with a response who then forwards it to the taxpayer.

· The voice massages received in the Call Center are recorded and retrieved at any time when deemed necessary 

· The time between receiving and  responding is automatically  recorded by the software which at the end  generates an automatic report.

Benefits 
· Created a data base of Frequently Asked Question (FAQ) that are used as knowledge base information; 

· Started educating taxpayers on the use of a Call Center  by designing brochures for a better understanding of RRA Call center;

· Handling Taxpayers issues on daily basis from Monday to Friday with an average of 50 calls per day. Even though this number still low, we believe it will be increasing as we create new services (online declaration and payment) and the understanding of taxpayers for the use of call center improves.

           Costs involved on this facilitation measure was  about USD 100.000
Part B Freedom of Goods in Transit
There are regional Trade facilitation measures developed and implemented in the region as a whole to ease the movement of Goods in transit along both corridors that yielded remarkable results in facilitation of doing business in the region. Such projects include RADDex system and Electronic Cargo Tracking system. While others are actions to improve efficiency in customs transit cargo clearance in Rwandan Customs territory. The following is a summary  indicating the current status of each facilitation;
· In 2007 the government pronounced itself to start working 24h/7 days in Customs department. This directive was to be implemented in a phased approach manner. The piloting started with four stations; at Gatuna/Katuna on Rwanda/ Uganda border, Gisenyi border between DRC and Rwanda, Rusizi/Bukavu on Rwanda/DRC station and Gikondo inland port operating up to 10pm. This arrangement so far has greatly reduced on congestions at border stations and clearance in land ports. Plans are underway to continue to other remaining stations in a prioritised approach.. 
Table below summarizes Revenues collected by all customs stations providing services during the extended working hours (in Million frws) in two fiscal years
July 2009 - June 2010
July 2010 - June 2011
Clearance stations

Revenue yield during the normal working  hours
Revenue yield during the  extended working hours
Total
Revenue yield during the normal working  hours

Revenue yield during the  extended working hours
total

working stations 

91,705,845,707
32,218,130,058
123,923,975,765
118,276,615,988
42,437,599,718
160,714,215,706
          Source: customs statistics unit 
· Border post automation; it is important to note that in Rwanda all entry and exit border stations are fully automated. Meaning that cargo in transit is monitored electronically through Asycuda ++System. This system is currently being upgraded to Asycuda World and the process will be completed in Jan.2012. This was achieved through solicited funds from DFID/TMEA developing partners. Automation enabled our Transit Bond or guarantee operations more simplified, guarantees electronically installed and automatically acquitted or restored when transit goods have reached their destinations or exit posts.  To avoid delays during network failure or power outages situations the department has procured powerful standby generators and engaged different network service providers. 
· Since 2008 all Transit /police check points and procedure of providing convoys or escorts for goods in transit   were removed. The transit time greatly improved, nonetheless a sensitive consignment may be escorted on request from security organs especially explosives used in industries and construction works.    
· RADDEx (Revenue Authority Digital Data   Exchange)   in an effort to facilitate trade in East Africa, Revenue Authorities throughout the region introduced modern computerized system and methods of ICT with great success and benefits to all stakeholders which make the work more efficient, productive and accurate. The benefit here is the use of advance information by clearing and forwarding agencies that start processing customs entries prior to arrival of transit trucks at our border posts. When trucks arrive they are cleared immediately since document formalities were completed.  Secondly our Risk Management Teams begin profiling importers and cargo well in advance. This communication channel has further reduced clearance time and cost of cargo clearance at borders.
Below is an illustration of data exchanges on RADDEx platform
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This was financed by EAC revenue authorities in conjunction with USAID/Compete. An advanced version of this system is in making (version 2.0) that will enable uploading of attached documents for through  investigation of PCA and RMU teams.
· Customs Department decentralised its Export entry processes to all exit border posts to reduce on the business transaction costs. The issuance of both simplified and major Certificates of origin procedures also designated to customs officers at each border post to avoid unnecessary tedious movements of exporters to customs Head office. 
· At the moment, we do not have operating weighbridges in the country though planned at major entry and exit post. Stakeholders have agreed in case revived then will be installed at entry, inland and point of exit and largely interfaced with our customs management system and scanner functions to avoid repeat of weighing the cargo at destination post.
· Use of x-ray mobile scanners at two major border entries and customs inland port. Customs Services Department procured three scanners using World Bank funding at the cost of about USD 6 million. The cargo scanned is immediately released without any other customs formalities undertaken.  This is a free of charge service rendered to the business community and expedited clearance of both homebound and transit goods.
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· Improved Collaboration of border Agencies – through streamlined border procedures and laid down attributions of each government agency operating from border post usually working from the same office. This kind of organization helped to reduced on uncalled for interventions on the movement of cargo in transit.  All these undertakings greatly improved our trading across borders one of the indicators in World Bank Doing business assessment that helped improve on the country’s overall ranking in 2011 as a best reformer in Africa.
Other facilitation measures in pipeline 

· The following table explains the implementation status of each of the one stop Border Post (OSBP) proposed. 
1. KAGITUMBA/MILAMA HILLS OSBP
            The transformation of border post into one-stop border posts along the Northern Corridor  begun at the border of Uganda at Milama Hills and Kagitumba at Rwandan side last year. One Stop Border Post (OSBP) is a concept which combines activities of 2 countries at a single location to remove unnecessary obstacles which hinder legitimate trade hence trade facilitation;

Under this concept there is a single stop at the entry border that reduces clearance time as a result of reduced number of stops at borders. 
Current status 
Final inception report by TRIAD the hired consultant was produced in June 2011 for consideration by all concerned parties in each country.
The meeting for various stakeholders convened from 4th to 5th July 2011 from both countries and agreed on the model to be adopted. The Environmental Impact Assessment commenced and detailed designs will be done before end of   October 2011
Construction work will officially begin early Jan.2012

The estimated cost is  GBP 4.5 million 

2. RUSUMO OSBP BETWEEN TANZANIA AND RWANDA.
A joint venture between the GoR, GoT and JICA. The cooperation agreement was concluded last year and Construction of the OSPB is scheduled to start by 2012. EIA was concluded and a report prepared by the Consultant. EIA report was  submitted to the EAC Secretariat and convene a Joint Technical Committee 

Signing of grant agreement on finalized and will be followed by training on OSBP to identified stakeholders.
The project will cost about USD 20 million

3. GATUNA/KATUNA BETWEEN UGANDA AND RWANDA
Feasibility and schematic Design Report with Environment impact assessment for Gatuna post was prepared by a consultant and submitted to the concerned Ministries in both governments to take a decision. Several meetings have been held of involved stakeholders to make a decision of where the OSBP shall be constructed. 

             At the stage of preparing the bidding document to commence constructions next year.

4. RUHWA OSBP BETWEEN BURUNDI /RWANDA

OSBP Construction  commenced March 2011
Road Construction by SOGEA- SATOM in final stage;
Construction of Staff Quarters in progress at roofing stage 
 This project is funded by ADB

5. NEMBA OSBP RWANDA /BURUNDI 
Border working under this arrangement since 2008, all infrastructures in place and costed about USD 4million
· Implementation of Electronic Single Window (ESW) 
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Electronic Single Window is a facility that allows all parties involved in trade and transport to lodge standardized information and documents with a single entry point. The system provides single interface for Business and links all Agencies to one platform.
Implementation steps and costs involved
 The process involved inviting different vendors to make demonstrations of their systems to the formed committee to oversee implementation of this soft ware in order to select the best that will provide the ESW and Customs management system (CMS). The demos were scheduled from 21st March – 14th April 2011 and 5 system developers participated
The evaluation team prepared a report and based on this report out of the five system designers, UNCTAD emerged winner and notified.
The committee on this project developed both CMS and ESW user requirements forwarded to UNCTAD; in return also they gave their financial offer. Contract was  awarded and signed with UNCTAS group 
Funds for the project have been approved and MoU signed with the donor approximately USD 5.3 million
The project commenced early September 2011 and completion expected before end of this financial year.
General Benefits  of the system  
·  Implementation of ESW shall allow electronic submission of commercial documents amongst key players, the time taken to exchange those documents is expected to be reduced at 80 percent.
· The implementation of ESW mainly aims to solve communication problems. All parties concerned will be able to receive real time information about their consignments and progress of clearance process of their consignments.

· Since the Electronic Single Window will interconnect Customs with all Other Government Institutions, importers and their  brokers, the automation of application and granting exemption permission shall be  quicker and time spent to application of exemption is expected to be reduced at 60 percent
· Cutting costs through reducing delays, faster clearance and release, predictable application and explanation of rules, more effective and efficient deployment of resources and increased transparency of the customs process.
· Electronic Receipt of Air Manifest

· Access to declarations online and Integrated  release from all government agencies

· Electronic Notification of Release status to Warehouse Operator

· Online Permit Processing

· Integration of RADDEx data and Cargo Tracking
· Electronic Cargo Tracking System (ECTS)
This is the system which helps in monitoring of transit cargo from the departure office to the destination office within the EAC. It started in Kenya and other revenue authorities bringing it on board right now and under taking procurement process through the sponsorship of world Bank.
Funds have been already solicited equivalent to  USD 1.5million
· Implementation of Comesa Regional Customs Transit Guarantee (RCGT) system; 
The Regional Customs Transit Guarantee (RCTG) is a scheme designed to facilitate efficient movement of goods throughout the COMESA region under a secured reliable guarantee mechanism.

The system enables the transit operators to execute custom bonds from countries where they are based to guarantee custom duties on goods in transit in other COMESA member countries. The scheme provides a uniform basis for transit movement throughout the region, where only one guarantee is used.
In Rwanda the final testing of the system was successfully finalised in July 2011 and ready for implementation.
Part C Customs clearance process: these are in-house reforms which did not require lump sum funds to    implement  
· Time Release studies conducted in 2007 and 2010 espectively 
Time Release Study is a tool developed by WCO to determine the level of effectiveness of normal Customs operations as well as that of simplified procedures, many Customs administrations conduct regular reviews and audits to assist them in streamlining their operations.
One of the methods used for the review of clearance procedures is to measure the average time taken between the arrival of goods and their release. This facilitates Customs to identify both the problem area and potential corrective actions to increase their efficiency. The second Time Release Study (TRS) was conducted purposely to establish reliable and validated results on the time taken at various clearance stages enjoining other stakeholder’s involvement in the customs release process for the first time. The study was undertaken with active participation of key stakeholders lead by our own trained customs expert under the supervision of Mr. Shingo Matsuda of the World Customs Organization (WCO). The TRS group also examined the status on the progress of implementation of the first TRS recommendations in 2007; it revealed that there was significant improvement from the previous one. The following are the major findings
 Mean time taken from arrival at borders to exit of Goods from in land port to the taxpayers premises is 2days,

10hours and 5minutes,
 The mean time taken from lodgment to release of goods is 0 day 12 hours and 33 minutes at Gikondo and 0 day 22 hours and 21 minutes at the Airport.
While the mean time taken from release to the time when goods are removed from customs control is 0day 18 hours and 09 minutes at Gikondo, 0day 7 hours and 15 minutes at the Airport.
 Our TRS group has gained expertise to an extent of providing Technical Assistance to the region by contributing to the capacity development of other revenue authorities to ensure a successful accomplishment of the set regional TRS being plaaned by the Directorate of customs in the East African Community.
The study cost the organisation about 10.000 USD
· Asy- scan

ASY-SCAN is an electronic mechanism of submitting documents in Customs by Declarants/ customs brokers and Other Government Departments;

ASY-SCAN was implemented in Rwanda in December 2009, the system is currently implemented to all inland offices. This was sought so to reduce on face to face interactions between customs officers and brokers  which sometimes breeds temptations and loss of intergrity within customs staff. All brokers are remotely connected from their offices.
The way forward on this system to roll it out to other government agencies in the near future

· Asy- Bank

ASY-Bank is a system that enables electronic payment of duties and taxes;

Tests on both sides (RRA & Bank of Kigali) one of the selected banks have been concluded and configuration of ASY-BANK to the RRA production/live server is done. The first piloting phase was succesful in Customs oil depots in june 2011 preparations underway to extend to other stations before end of this year.
· Pre- clearance 
In view of expediting clearance of goods in Customs department in 2006 we  adopted a procedure of allowing payment of duties and taxes before arrival of the said goods. The conditions for approval of this regime is to submit copies of the packing list, commercial invoice and bill of ladding. Upon arrival of the consignment to the  entry border then immediately released to the owners premises. The direct advantages gained from this form of facilitation are obvious, increased business turnover due to improved turn around and faster delivery of perishable goods. 
· Decentralization of the long room activities to the bonded Warehouses: In line with the Government’s policy to facilitate trade, the Department decentralized its Customs operations to the warehouse. Under this process, the declaration can be lodged within the warehouse, processed, carry out physical examination where necessary and goods released without necessarily lodging customs declaration from the Customs head office.

· Customs designated a special desk specifically for Investors registered under Rwanda Development Board (RDB) In a bid to encourage investors in the Country; a special treatment was initiated in Customs to develop a special desk that handles only investors. In this a special window, all processes start and end from here officers are mandated to make necessary verification of each investor and approvals on behalf of the Commissioner of customs.   
· Pre-payment system. The pre-payment scheme that allows traders to pay duties and taxes in advance and get clearance facilitation in Customs on arrival of goods was also introduced since 2008. Importers are required to fill a form online and submit to the business Analyst in customs that approves and opens separate account on the system. Thereafter the importer is notified to deposit a lump sum amount of money on the account, the system will keep deducting liable duties and taxes on any importation made by this same importer. The advantage of this system is mainly two folds; first the government gets its revenues well in time and secondly, the importer is relieved of time wasted while queuing at the bank before we fully introduce Asy- bank.   
·  Introduction  of Risk Management unit.
Customs Services department has invested a lot of effort, with reliable technical asistance support, in developing its risk management unit, especially in risk profile development which is the key area in customs facilitation process. By adopting this new approach to managing risk has reduced the number of transactions subject to transactional verification and free up resources for risk management.
The following are the steps taken in the establishment of this unit;   The process started with creation of different levels in the department to support the Risk Managemnt Unit (RMU)   this involved appointed of the champion by the Commissioner for Customs with the responsibility to lead all departmental efforts in Risk Management and to chair risk management committee meetings. This committee is composed of representatives drawn from all operational units in the department.  The committee helped to formulate a risk management policy and strategy which is the basis of its functioning. 
                  The Customs Risk Management Unit. The Unit, as a centre of expertise headed by a Manager who is responsible or assisting the Department in the implementation of risk management plans and processes.  

The Risk Management Unit supports and provides advice to the Risk Management Committee and implements the decisions of the Committee.  This is composed of two functions, the intelligence arm and risk profiles functions with about 6 officers including a manager, the unit has the responsibility to;
· Implementing policies on risk management;

· Identifying and evaluating the significant risks faced by the organisation for consideration by the Risk Management Committee;

· Monitoring the management of significant risks to reduce the likelihood of unwelcome surprises;

· Satisfying itself that the less significant risks are being actively managed, with the appropriate controls in place and working effectively;

· Providing adequate information in a timely manner, to the Risk Management Committee and other stations on the status of risks and controls;

· Commissioning an annual review of effectiveness of the system of internal control and reporting on this to Risk Management Committee through the Risk Champion;

· Gathering, charting and analysing intelligence data on importers and carriers from relevant   sources including from WTO and RILO databases, national seizure reports and other administrations;

· Maintenance of the National Risk Assessment Database;

· Maintenance of the national Risk criteria in Asycuda++ system; and Training of all staff in Risk Management.
It is important to note that, with the existing Asycuda system has not helped the unit maximally due to its shortcomings but with A- world will be of much help. Plans have also been initiated to strengthening RMU function by consolidating mainstreaming of risk management practices and initiating development of a national targeting Centre (NTC) in the customs administration.  The main issues to be addressed are to improve customs clearance operations by implementing an effective risk management approach supported by the NTC and PCA, fully implementing targeting and the selectivity system, and developing and using appropriate customs administration key performance indicators (KPI).  
· Post clearance Audit 

Most modern Customs administrations in this century apply best practices focused on company profiles other than transaction based controls.The use of risk management techniques in clearance procedures allows the majority of shipments to be released with minimal checking. Post Clearance audit is one of the most effective measures for improving compliance among traders, so an effective post clearance audit prevents and detects commercial fraud. Given the increasing volume of imports, coupled  with the pressure to facilitate the movement of goods, PCA provides customs with another tool to enhance existing tools , and also provide assurance to compliant importing community that customs are taking appropriate action against those that do not comply hence the basis of creating an independent team of PCA to serve the purpose.
With the introduction of GATT/WTO valuation and Rwanda being a member, it was mandatory to create PCA in 2004 unit within Customs department so as to facilitate trade and conform to chapter 6 of the General Annex of the Kyoto convention.

Post Clearance audit is one of the most effective measures for improving compliance among persons that are active in the movement of goods across the borders of Rwanda , an effective post clearance audit prevents and detects commercial fraud .with increasing volume of imports, combined with the pressure to facilitate the movement of goods, PCA provides customs with another tool to enhance existing tools , and also provide assurance to compliant importing community that customs are taking appropriate action against those that do not comply.

Gains from introduction of PCA lies in the hands of both our customs service department and traders themselves, there is approperiate allocation of minimum human resources who perform their duties with a much focussed approach that yield better result than the routine controls and verification of each transaction going through customs.

              Well designed PCA system leads to improved compliance among the business community, It is a common practice that, the improved efficiency in Customs together with the traders´ incentive to achieve faster release of goods brings about better compliance on the part of the traders. This has a further positive impact on the correctness of foreign trade statistics and enhanced  collaboration between customs and traders as a result of high interactions
Due to minimum percentage of the goods examined under efficient risk-based clearance implies that Customs can concentrate on this minor part of imports and release the vast majority of shipments immediately after the clearance document has been lodged with Customs. This contributes to cost savings for businesses as well as for the government

In the long run, because of the relatively low examination rate, the improved efficiency and professionalism in Customs control leads to an increase in duty collection.
This unit has an established team composed of I8 officers fully trained to conduct in-depth audits for over 300 importers who benefit from blue channel facility. The team has gained experience from WCO expertise for capacity building for long time in most cases on recommendation of IMF technical missions. 
· Authorized Economic Operators scheme.
This  scheme is adopted as a regional programme to be implemented by all Partner States as a policy under the WCO SAFE frame work of standards with EAC regional capacity  building centre. 
The main objective AEOs at EAC is to create a standardized and sustainable Customs-to-Business partnership platform where trustworthy and accredited operators will reap from transparent and tangible benefits throughout the EAC which stimulates economic growth, economic investments and compliance behaviour on one hand and increased efficiency, revenue collection and coordination between the Customs administrations that reduces the duplication of transactional controls throughout the supply chain on the other.
 Progress  on this scheme and steps taken on implementation

Opeational standard procedures were finalised  and will be used as operational guideline during piloting phase.
AEO regional working structure was formed and it is composed of two layers; the project managers committee made of two representatives from each Partner State in the region and the high level steering committee made up of Commissioners of customs, EAC directorate and WCO representative.

Operational standard procedures were presented in the WCO/EAC 6th steering committee meeting for approval and recommended to be used as operational guideline while testing the project.
An action plan for the AEO technical developed and piloting methodology drafted by each member states were hamonised and approved by commissioners of customs.

The regional project managers prepared lists of operators for piloting, in Rwanda 6 were identified from three categories; importers, clearing agencies and freight forwarders and submitted to the 7th WCO/EAC steering committee held on 5th -6th April 2011. This meeting advised  that the number of operators to begin with should be at least 10 at a regional level so it requires more screening from the list of submitted operators.
The selection criteria was developed and signed by the 7th WCO-EAC Steering committee; Readiness assessment has started where as a core team visited all 5 partner states to review the level of readiness of each country and discussing with operators.
A training on auditing and weighing is underway whereby atleast 3 officers have been norminated. As the way forward streamlining the project into EAC structure is high on the agenda
The costs involved on this project initially  was paid  from WCO funds.
· Blue channel

Blue channel is another way in which RRA customs services department is endeavouring to facilitate trade by removing low risk transactions in verification process during the time of importation for possibility to be verified at a latter stage. This has helped the department to focus on customs verification activity of higher risk transactions, by doing so we would be laying a foundation for the smooth future implementation of the Authorised Economic Operators programme (AEO). We have managed to thrive through by use of a selectivity function enshrined in automation system. This selectivity system gives Customs the ability to control the selection and flow of declarations through the Customs declaration processing system. It contains the controls necessary to block assessment of selected declarations, and has a range of query and reporting functions.

Interpretation of the selectivity lanes within our customs system;
       Red Lane - Goods are physically examined 

Yellow Lane - full documentary check before release 

Blue Lane - immediate release but transactions are subject to post clearance audit

The main objective of introducing the blue channel processing of goods is to facilitate compliant importers who are rewarded for being compliant by motivating them while seducing non compliant ones. They benefit through;
· Quicker release times resulting in faster access to their goods in bringing them to market thereby reducing the importer’s turnover period.

· Greater certainty in the time required to clear the process  to allow for more accurate business planning; and

· Lower costs of doing business related to the importation of goods.

Steps followed 
In May 2008, Customs Services department introduced the system of self assessment. The declaration is prepared, assessed and paid by clearing and forwarding agents before lodgement to Customs for verification.

Upon lodgement of the declaration, Customs officer at acceptance desk accepts the declaration in the system. This action triggers the system’s selectivity and, as a consequence, entries are automatically selected to either of 3 lanes.

At this stage, entries selected to blue channel are immediately released and release order is validated to allow immediate exit of goods without delay. The clearing agent takes documents and goods are exited from Customs premises to owner’s premises.

In order to enjoy the benefits of this VIP treatment one must fulfil some of the following conditions; 
· maintain a high standard of compliance and  be honest and cooperative in his dealing with the Customs;

· present genuine invoices, detailed packing lists and other supporting documents;

· maintain import record keeping for audit and allow Customs access these records as required by Customs laws;

· Provide timely responses and give full and accurate information whenever required
Since the introduction of blue channel facility in customs operations, many improvements have been achieved, for instance:

· Total average release time was reduced from 03 days and 11hours in December 2007  to  1 days, 2 hours  in February 2010;

· Facilitation to compliant taxpayers was enhanced;

· Increased the level of compliance from non- compliant taxpayers where by from May, 2008 to April  2010, blue channel companies contributed from 35% to 61% of volume of all importations (CIF);

· Clearance processes and procedures were simplified to facilitate doing business;

`
1. Why did your country decide to implement this measure?  

As explained earlier, Rwanda being a land locked country with a vulnerable economy emerging from a nasty history with young and energetic leadership, the engine of reforms and modernization process are key to such a country for it to achieve sustainable growth and development and cut the dependency syndrome.    The current government is characterized by good governance and created a level of competition among government to departments to excel in performance and achieving all these initiatives focused in the same direction vision 2020. RRA – customs services department does not lag behind so to say but  strives to be part and parcel of such good attributions through exercising its mandate to promote standards of compliance among the business community by cutting down the red tape in trading across its borders.
It is the government’s strategy to attract foreign investors to boost the economy and such people have high expectation from governments before they make commitments such as streamlined and see-through customs operating processes and procedures for the case of customs so it becomes part of government’s obligation to implement facilitation measures in attempt to create a favorable atmosphere for investors. 
It is interesting to mention that Rwanda is a member of WTO and implemented GATT articles in 2004. Customs adopted to WCO - Revised Kyoto Convention standards so all the above necessitated implementation of the measures highlighted as part of Customs reforms in Rwanda.
2. What was the starting point?  (i.e. were you already implementing this measure but made improvements or was it introduced as a new measure?)

The stated measures above facilitation were introduced completely as new and almost everything started from the scratch  
3. Was it implemented as part of an overall reform program or on its own?

Some projects are introduced as part of the overall and others as independent projects or stand alone program.  
4. What benefits have been realized as a result of the implementation of this measure?  (Benefits for the government and/or traders what problems did it solve?)

Each facilitation measures benefits directly or indirectly both the government and traders so it’s a win- win situation, as elucidated on each measure discussed above. All in all there are successful stories to tell for example customs automation progress with its associated advantages like reduced tied up customs bond.
The gains of measures being implemented today may not be realized now but in the future and those who will leave to see will enjoy the benefits at large.

The measures helped the government to ascertain the zero tolerance stance on corruption tendencies something that characterized the previous regimes. 

These measures removed unnecessary delays in clearance processes from point of entry to final destination and further changed the customs traditional mind set of judging traders as smugglers but rather initiated a co- existence environment.
II.  Framework:

5. Describe significant amendments to laws and/or regulations that were required. (Were stakeholders consulted?)
In Rwanda the culture has changed for any project to succeed it must be private sector driven therefore without thorough consultations and private sector involvement that project is doomed to fail.
The Rwanda customs has gone through several legislative amendments, in 2001 the 1968 Customs and Excise Act was amended and repealed to pave way to law No 26/2001 with good facilitation measures.

In 2008 Rwanda joined EAC and therefore implemented the East African Management Act 2005 with its regulations 

Rwanda has made several amendment proposals to the EAC legislative Assembly for consideration; these include articles on advance ruling.

 Other laws amended include VAT law applied to collect revenues upfront in customs department.

III. Implementation information:

6. Lessons learned: what were the biggest problems/issues and how were they overcome? 

There is no hard and fast rule to succeed. Wherever there is change, there is risk of resistance. Additionally all change has to be justified and requires considerable amounts of funds and effort. Since we are accountable for all our actions, all changes had to be properly planned in order not to hamper the smooth running of operations and also provide time for staff and stakeholders for a swift digestion. 

Total Support from government, specially from the Ministry of Finance and Commitment from the management are pre requisites for any change management process. Once we were guaranteed of those, the progress was evident. Availability and motivation of internal experts and involvement of the staff are equally essential. 

A major problem encountered was the introduction of the automated system which according to staff, represented a threat in terms of losts of jobs. Staff representatives though fully involved in the transformation process still had doubts in their minds as regards to downsizing and layoffs. To circumvent this problem, a series of conferences and workshop were organized for customs personnel 
7. Describe any training or capacity building programs for government officials and/or private sector that were conducted.

When Asycuda was being introduced all customs officers including those from other departments were trained right from rank and file to the highest level. Members also from the private sector like clearing and forwarding companies and importers were also trained and sometimes would conduct mixed sessions with customs officers.
       Another training that attracted a large numbers of both government and private sector officials is the GATT valuation 
8. What equipment, structures, software, etc. was required for implementation?

· The largest facilitation measure was the procurement of the customs system Asycuda.

· System installation required heavy investment in computers and printers distributed to different stations

· Hosting a secure serve room and sustainable electricity

· Office equipments etc

· Refurbishment of office structures

9. Did you require technical assistance?  If so what kind?  

Technical Assistance was very critical at any stage in implementation of some measures. Funds came from different donors and development partners like DFID, African Development Bank, World bank, UNCTAD, IMF, JICA, WCO, TMEA and others. The secrete behind donor funds is to manage them more efficiently and if so done then funds will keep flowing   like rainy water. The other TA came in form of capacity building where local staffs were trained to gain appropriate skills to manage the facilities. 
10. What were the factors crucial to success/ best practices? (What can you recommend to other countries that might undergo similar reform?)

The most important aspect while undergoing any kind of reform is the political will and support right from the top, with this kind of support everything is possible.
There is a saying that experience is the best teach ever, it is very significant to learn from best practices and benchmark this is the beginning of the success.

Any reform should be implemented in a phased approach for consistence purposes and steadiness.

Finally,  
A well planned reform yield positive results normally shared equally between the private and public persons and have a long term impact to the entire economy of the country. It is also a process that requires step by step and strong determination to push for complete change as in most cases change is resisted. Otherwise, a modernized customs administration reduces the cost of doing business and trade volumes flourish



� NCTTA report 2010 on transit and transport cost.





