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There are more than 7000 customs officers who deploy their daily efforts in order to facilitate
lawful trade, strengthen state revenue and contribute to economic development and border
protection.

It is up to the organs of the General Directorate of Customs to ensure fair collection of
revenue, to secure the supply chain and to support investment and economic enterprises.
Customs also fight against smuggling, counterfeiting and parallel trade.

Beyond its usual tasks, customs helps to thwart organized crime,to preserve flora and fauna,
to protect heritage and to guarantee a healthy environment for future generations.

Faced with these great responsibilities and challenges, the General Directorate of Customs has
started from the year 2020 to develop a strategy that spans over the following five years period,
in order to modernize the tools and means of action and adapt to successive changes in its
environment.

By setting this strategy, we are working to establish a modern customs, efficient and open to
its environment, which aims to root the values of integrity, transparency, the spirit of belonging,
quality and excellence; Our mission is the protection of the country and the support of economic
development through a set of mechanisms based on engagement, development and facilitation.

This strategy reflects strategic orientations relating to the participation of customs services in
strengthening the security of the country and in protecting citizens and the environment.

Through this 2020-2024 strategy, we tend to update our management model, from an
ordinary day-to-day one to a strategic planning based one by adapting the daily assessment of
our work methods and tools with a view to improve our know-how, in partnership with multiple
stakeholders from the public and private sectors.

| am counting on the unwavering commitment of all parties to achieve the objectives set out
in this ambitious project in order to raise our administration to the highest levels of excellence.

Cljoussef Zeuaghi
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« WHO ARE WE ?

HISTORICAL OVERVIEW

Wy

8 deng

OCTOBER 3R°, 1884 :
administration, under the supervision of the general directorate of finance and
identifying its competences and attributes.

Adoption of the Beylical decree establishing the customs

Thus, the customs began its activity with 50 agents of different nationalities (Tunisian,
French, Italian and Maltese)

MARCH 20™,1956 : Tunisia conquers its independence and subsequently adopts the
Republican regime in place of the reigning Monarchy.

DECEMBER 6™, 1956 : The tunisification of customs and setting a legislative and
regulatory base, as well as structural reforms, which correspond to the new political,
economic and fiscal situation.

SEPTEMBER 6™, 1994 : Adoption of the regulatory text relating to the organization of
the General Directorate of Customs which made fundamental changes to the structure
chart of customs with the creation of several central and regional directorates and
regional offices in all governorates of the Republic.

MAY 15™, 1995 : Adoption of the legal text relating to the general statute of customs
officers which transformed the nature of the customs body from a civilian one to a
paramilitary one thus establishing the wearing of uniform and use of weapons.

Y _

From a hierarchical point of view, the
General Directorate of Customs comes under
the ministry of finance, its action is governed
in particular by decree 94-1845 of September
6th, 1994, organizing the general customs
directorate, as amended and supplemented
by subsequent texts, law no. ° 95-46 of May
15th, 1995 relating to the general statute of
customs officers, decree n ° 96-2311 of
December 3rd, 1996 setting the special status
of the body of customs service agents and law
n ° 34-2008 of June 2nd, 2008 promulgating
the customs code, which governs customs
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procedures, customs regimes and customs
disputes.

In 2019, the General Directorate of Customs
had a total number of 7.129 employees
divided by category between 3,768 officers,
3,143 agents and 218 customs auxiliaries, of
which 7,020 are active employees.



COMPOSITION RATIO
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Based on gender, there are 6.029 men and 991 women, representing %85,88 and %14,12
respectively of the total staff of customs administration.

14,12% 85,88%
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By functional distribution there are 4338 employees tasked of processing commercial operations,
1777 employees attached to the surveillance and investigation brigades, 905 employees assigned
to central services ensuring design and administrative management tasks.

MEN

EMPLOYEES TASKED OF EMPLOYEES ATTACHED TO THE EMPLOYEES ASSIGNED TO
PROCESSING COMMERCIAL SURVEILLANCE AND CENTRAL SERVICES ENSURING
OPERATIONS INVESTIGATION BRIGADES DESIGN AND ADMINISTRATIVE

MANAGEMENT TASKS
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With regard to the administrative organization, the General Directorate
of Customs includes, in addition to the Customs Council and the National
School of Customs, the Customs Secretariat, general customs control, central
customs administrations, regional customs administrations and customs guard.

The general customs control comprises six divisions in charge of the missions of coordination,
control, assistance and evaluation of the activities of all the services and structures under the
customs administration.

The central customs administrations are made up of central structures set up as directorates (13):
control directorates (04) technical directorates (05) support directorates (04) and specialized
offices (09).

The regional administrations are made up of eight regional customs directorates, which
supervise the regional and border offices under their territorial jurisdiction. The customs offices are
responsible for the implementation of laws and regulations which customs is responsible for
applying; there are 58 offices.

The customs guard is composed of an intelligence unit, a maritime unit, a unit of specialized
brigades and 6 land units. Land units are made up of 43 surveillance and search brigades.

The National School of Customs provides initial, continuous and specialized training for the
benefit of customs officers of all ranks. It also organizes capacity building cycles for agents.




2 .WHAT ARE OUR

MISSIONS?

We are an administration working to ensure optimal revenue collection, to help facilitate and secure
lawful exchanges and create a favorable business climate, to fight against smuggling and organized
crime, to contribute to the protection of health and safety of public, to protect the national

economy, the Society, the Company and the Citizen.

TAX MISSION

Ensure the collection of customs duties
and import fees and taxes,

Check the accuracy of the elements that
constitute the basis for collecting fees and
taxes on import and export,

Prepare budget revenue forecasts.

SECURITY AND PROTECTION
OF THE SOCIETY MISSION

Collaborate with the competent
authorities in the surveillance and protection
of national borders,

Contribute to the fight against smuggling
and informal trade,

Contribute to the protection of the
environment,

Contribute to the safety of the Citizens
and Society.
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ECONOMIC MISSION

Facilitate and simplify procedures,
Improve legal trade facilitation tools,
Protect the Economy and the Company,

Create a favorable business climate.




- WHAT ARE
OUR VALUES?

Completely aligned with the provisions of article 15 of the Tunisian Constitution of 2014 which
states that "Public administration is at the service of the citizen and the general interest. It is
organized and acts in accordance with the principles of neutrality, equality and continuity of
public service, and in accordance with the rules of transparency, integrity, efficiency and
admissibility”, the General Directorate of Customs defends a triptych of intrinsic values which
govern its relations with its staff and its partners and clients, namely: integrity, transparency

and dedication.

9

OUR VALUES

60

We are an institution that defends and strongly supports the integrity of its staff, partners
and clients, upholds merit and competence, supports gender recognition and equality.

We are an administration which defends and supports the transparency of procedures,
decisions and management methods, which takes care to promote mutual trust, to provide
reliable information to its partners and customers, to ensure free and permanent access to
information, to respond within the allotted time to the complaints of its customers and to
consolidate the simple and fast remedies, an administration which perseveres on the way
of promoting its image and its reputation.

We are an administration that takes care to carry out the missions conferred to it with
dedication, sincerity and honesty while respecting professional secrecy, which works to
strengthen the feeling of belonging and consolidate the sense of belonging.
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« THE CONTRIBUTION OF CUSTOMS
TO THE TUNISIAN ECONOMY

T . i

The Tunisian economy is considered to be an open economy; Indeed, external trade reached a
ratio of %94 of GDP for the fiscal year 2019, thus consolidating the role played by customs in the
facilitation of legal trade.

In addition, Tunisia’s adherence to international conventions and agreements relating to trade
facilitation and the simplification of procedures has contributed to strengthening the choice of
openness adopted by the Tunisian State; Tunisia thus ratified the GATT agreement, the WTO
agreement, the trade facilitation agreement and the revised Kyoto convention.
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There are eight Tunisian commercial ports, the most
important being the commercial port of Rades which
handles %21 of the overall traffic, %79 of the tonnage of
containerized goods, %76 of the tonnage of goods
loaded in rolling units, %76 of EVP container traffic, %80
of the traffic of rolling units and %18 of the traffic of ships
registered in the whole of the Tunisian commercial ports.

IBXIER Website of the Tunisian office of the merchant navy and ports

Customs supply the Tunisian state budget appropriately,
in fact its contribution, reached in 2019, 25.68% of all tax
revenue.

CONTRIBUTION OF CUSTOMS TAXES AND DUTIES

IN ALL TAX REVENUE
(UNIT: MILLION TUNISIAN DINAR)
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@ CUSTOMS TAXES AND DUTIES @ OTHER TAX REVENUE

TRADE FACILITATION: The General Directorate of Customs works to root the foundations of the
facilitation of legitimate trade through its permanent quest to reduce delays by relying on a risk
management system while strengthening a Post Clearance Audit, in addition to more consolidating
the transparency of procedures.
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% OF DECLARATIONS
BY CONTROL CIRCUIT

22,59% 22,10%

70,59% 68,56% 69,43%
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CUSTOMS CLEARANCE TIME : in 2019 the average time for customs clearance of goods is around
0.58 days, compared to an average time of 0.75 days in 2015.
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FIGHT AGAINST FRAUD AND SMUGGLING:
In 2019, the number of violations and reports
drawn up by the customs services exceeded
14,700 reports, against 107,200 for the year
2018.

The number of contraband reports reached
8,323 in 2019 for a total value of seized goods
of 326 MD.
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2019

The number of public auctions in 2019
reached 1,200 operations with a value of
124,512 MD, against 979 operations with a
value of 104,851 MD in 2018.



« WHY A MODERNIZATION STRATEGY?

In 2018, the Tunisian customs began a
results-based management cycle, through the
conclusion of objective contracts with the
various customs structures, these objective
contracts mainly focused on customs
revenue, the recovery of established debts,
the fight against fraud, professional training,
paperless procedures, etc.

The committed leadership, the will and the
involvement of customs officers of all
categories, their efforts, the rigor of the
execution and the evaluation have made it
possible to considerably improve the results
of the customs activity and to achieve notable
performances. , while promoting an overall
dynamic.

Committed to this momentum, to further
anchor this method of results-based
leadership and management, determined to
boost the performance and efficiency of the
organization, aware of the imminence of
raising Tunisian customs to the rank of
modern  administrations and of the
importance of involving the widest range of
actors, the Tunisian customs has drawn up a
Modernization Strategy spanning the period
2020-2024, a strategic document, through
which it determines its priorities, reveals its
choices and orientations, specifies its
ambitions and sets the objectives it is
committed to achieving.

Through the development of the
Modernization Strategy , the dissemination of
a strategic document and the methodology of
its design, the Tunisian Customs Directorate
aims to:
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Formulate a common vision of a future
customs and mobilize all the actors around
this vision and the modernization strategy,

Guarantee the involvement of the
various actors in the reform process,

Define a clear and coherent customs
policy, specify its guiding principles and
strategic commitments,

Translate the strategic choices into
achievable objectives adopted by all the
actors involved in the implementation of the
strategy,

Define a governance policy for a
modern and efficient customs service in favor
of the organization and the citizen,

Strengthen the credibility of the
organization with its customers and partners,

Strengthen an appropriate leadership
which seems essential to the requirements of
the modernization strategy

|dentify the necessary resources and
potential risks in order to Guarantee the
implementation of the strategy,

Consolidate the feeling of belonging,
cohesion and security within The
organization,

Support a process of sustainable
change and implement the know-how transfer
mechanisms.



 WHAT IS OUR VISION?

<{ A MODERN AND EFFICIENT CUSTOMS

OPEN TO ITS ENVIRONMENT »

This is our vision of future Tunisian customs. A
common and shared vision that revolves
around three key concepts: proximity, sharing
and partnership. Translated into mechanisms
and means of implementation, the
Modernization Strategy 2020-2024
constitutes for the Tunisian customs, the
means to achieve and realize this vision.

At the dawn of 2024, we aim to consolidate
the positioning of the Tunisian customs as a
key player in the promotion of economic
growth and the regulation of trade, as a
reference  administration in  improving
business competitiveness, guarantor of a
climate of fair competition favorable to
investment, public safety and health,
protection of the national territory, citizens
and businesses.

Tunisian Customs 2024, a reliable, transparent
administration, which carries out its missions
more effectively and efficiently to meet the
major issues and challenges that the country
will face.

The « modernity » as perceived by the
Customs community, is the ability to adapt to
new trends on both national and international
levels and the wuse of new information
technologies and ownership of international
standards. Modernity essentially implies
compliance with the standards and
instruments developed by the World Customs
Organization, the revised Kyoto convention,
the framework of SAFE standards and the
“Customs of the 21st Century” document.
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The « Performance » , according to the
approach of the WCO, involves the ability of
Customs to contribute to the realization of
revenues, and the ability to manage the
structures, supervise staff and make a
transparent service and quality to its
customers.

« The opening up » of the General Directorate
of Customs to its environment, through the
modernization of mechanisms and tools for
exchanging and disseminating information,
for an administration that is close and
attentive to its partners and which provides a
service tailored to their needs and
expectations.

Tunisian Customs 2024, a
reliable, transparent
administration, which

carries out its missions
more effectively and
efficiently to meet the
major issues and challenges
that the country will face.



» WHAT ARE OUR STRATEGIC

CHOICES ?

The General Directorate of Customs has
been always anxious to meet the expectations
of the business community, to provide the
necessary support to the companies and to
the economic operators and to promote a

healthy environment conducive to
investments and investors. It also seeks to
accomplish its mission of protecting society,
the environment and the citizen.All this was
provided within the Modernization Strategy
2020-2024, including a set of strategic
initiatives to achieve the strategic objectives
designed beforehand.

There are three strategic Objectives
presented as follows:

Objective 1: Support international trade and
improve the country’'s economic
competitiveness;

Objective 2: Act as the first line of defense
for the country and the citizen against
smuggling and commercial fraud;

Objective 3: Ensure transparent and fair
taxation.

They actually reflect the strategic choices
adopted by the General Directorate of
Customs, which are imbued with its deliberate
choice of a proactive approach that
anticipates improvement and change.

These strategic choices can be summarized
as follows:

I- TRADE FACILITATION AND SUPPORT OF
INTERNATIONAL TRADE :

Several strategic programs are part of this
choice of facilitating cross-border trade; these
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include the following programs:
Improve the risk management system;

Set up a post clearance audit system

The Post Clearance Audit (PCA) is perceived
as a facilitation modality, it should allow
optimal fluidity in the treatment of cargoes
since it allows the collection of goods with a
minimum of control procedures but then
requires the intervention of customs to
exercise their duty after the clearance.

This necessarily implies an upstream analysis
of the risks and a categorization of economic
operators in order to be able to provide them
with such facilities.

The advocated risk management system
should therefore be scalable, comprehensive
and integrated, based on scientific tools such
as the national risk register which should cover
all areas of customs activity or the data
warehouse which would house all databases
inherent to customs work. Risk management
should also be based on targeting and
profiling for both economic actors and
travelers.

Finally, the advance ruling system is planned
to be fully established and should thus
strengthen mutual confidence between
economic operators and customs therefore
easing customs clearance procedures.

- CONSOLIDATION OF THE INTEREST
GRANTED TO THE COMPANY AND THE
ECONOMIC OPERATOR:

This interest is manifested by the adoption



of strategic programs geared towards
enhancing the role of the company and the
economic operator in the socio-economic
development of the country; these include the
following programs:

Engage economic operators effectively;
Optimize customs clearance procedures

Thus, the General Directorate of Customs
intends to design a model for a mutual
recognition agreement of the status of
Authorized Economic Operator (AEO) at the
international level.This will provide the chance
to partner customs authorities around the
world who have already adopted this
facilitation mechanism and subsequently to
sign it mutually and to apply it jointly.

This will promote Tunisian exports by
creating a favorable ground for them in
countries with which mutual recognition is
applied. Likewise, such mechanism would be
likely to help promote international trade.

Furthermore, one of the challenges raised
by the General Directorate of Customs in its
2020-2024 Modernization strategy is the
creation of a multichannel communication
center with the private sector which will
provide answers to guestions and
immediately react to them.

Finally, the General Directorate of Customs
plans to set up a consultation structure with
the private sector which would constitute an
exhibition space for the problems
encountered by the economic operators, a
discussion space and a proposal and
programming of actions and reforms that
would be in place as measures to further
improve the business environment in Tunisia;
this is the council for dialogue with the private
sector.

- STRENGTHENING THE FIGHT
AGAINST SMUGGLING AND COMMERCIAL
FRAUD:

The strategic programs that aims at
strengthening the fight against these illicit
practices are as follows:

Improve customs control;

Improve the intelligence and investigation
system

Modernization Strategy 2020-2024

The fight against smuggling and commercial
fraud is a priority for Tunisian customs.

Thus, the establishment of a customs
intelligence system based on intelligence,
anticipation, prospecting of information at the
source and the efficient and interactive
exchange of intelligence with partner customs
is inevitable.

In addition, throughout the 2020-2024
strategy, there is a plan to develop the
exchange of intelligence both on a national
level (with the tax service) and on the
international one (with partner customs), in
particular with a view to facilitating
cross-checking accounts and devoting the
technique of mirror analysis, in order to thwart
the currents of fraud linked to money
laundering, terrorism, cybercrime and all sorts
of illicit traffic likely to destabilize the security
of individuals and States in addition to
economic and budgetary balances of nations.

IV- IMPROVING CUSTOMS REVENUE

This strategic choice aims as well to
increase customs revenues and to achieve tax
fairness by personalizing customs fees and
also specific taxes and fees.

The strategic programs that fall under this
alternative are the following:

Optimize the recovery process;
Adopt other sources of income

To meet this objective, several strategic
initiatives will be put in place.

To start with, the 2020-2024 strategy will
opt for improving the support procedures for
revenue collection; throught the
establishement of procedures manual
dedicated to customs collectors .It should
cover all the activities of this profession such
as collection, monitoring of deposits,
auctioning of seized goods, destruction of
non-conforming products... etc.

Then, the electronic payment of customs
duties and taxes and fines should be
implemented within this strategy.



In addition, a strategic initiative that aims at
reviewing and modifying fees and charges for
services provided by customs has been
programmed based on a view of establishing
fairness in customs taxation, by shifting from
blind taxation to a tax system which takes into
account the value and importance of the
service provided by customs.

V- IMPROVEMENT OF INFRASTRUCTURE,
ORGANIZATIONAL DEVELOPMENT AND
PROMOTION OF GOVERNANCE:

No change is possible if the infrastructure,
the organizational structure, the mode of
governance or the skills and commitment of
employees are lacking. Based on this premise,
the 2020-2024 Modernization Strategy has
planned a number of important strategic
programs aimed at improving and promoting
these fundamental components; these are in
particular:

Improve IT infrastructure and applications;

Improve performance and rationalize
operational management;

Align the organization and governance
with the new strategy;

Develop and maintain skills

In order to materialize these strategic
programs relating to the development of the
capacities of the structure and its personnel,
several strategic initiatives have been planned
in this context; these are in particular:

The development or acquisition of an
integrated and global information system
which meets the expectations of internal and
external actors and which covers all the
activities of the structure;

The overhaul of the organizational
structure focused in particular on:

The decentralization of the technical
bodies and attributions of the General
Directorate of Customs in order to ensure the
proximity and consequently the effectiveness
of the service provided and the dedication of
the central administration to the strategic
aspect,

The devolution of the powers of central
managers in order to ensure the proximity of
the services provided, to reduce the
processing times for requests and to achieve a
high degree of transparency,
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The establishment of the system of human
resources management based on skill and the
adoption of the tools necessary to match the
workstations with the appropriate profile in
order to improve the individual performance
of agents and increase the performance of the
entire organization.

The development of a dashboard of
performance indicators: Based on the
repository of professions that the General
Directorate of Customs should validate during
the next five-year period, the performance of
customs officers should be identified and
quantified in order to narrow the gap between
the profile observed and the required skills
and to properly allocate human resources in
the appropriate positions, in accordance with
their results.

Customs 2024 is an ambitious project, in
which the measures will be applied gradually
with a view to allowing staff to adapt to the
evolution of the tasks entrusted to them. Thus,
a competency-based training system s
foreseen in the Modernization Strategy
2020-2024 that would allow customs officials
to improve their professional knowledge and
advance in their careers within a well-stocked
performance framework



The Modernization Strategy responds to a
pyramidal architecture composed of five
levels which embraces a coherent set of
commitments to be supported by Tunisian

customs
2020-2024.

during the five-year term

These five levels of the pyramid, namely: The
strategic objectives, the strategic pillars, the
strategic catalysts, the strategic programs
and the strategic initiatives, apply to the
vision on which the Modernization Strategy is
based "a modern and efficient Customs open
to its environment”.

At the top of the pyramid are the strategic
objectives that correspond to the missions of
the customs, located with a view to improving
the services provided to its customers and
partners, the security of citizens, the logistics
chain and cross-border transactions, as well.
that the performance of the structure in the
accomplishment of its fundamental mission,
namely the fair and transparent collection of
duties and taxes. At the second level of the
pyramid are the strategic pillars, these are our
strategic functions, which are at the heart of
our missions and whose achievement will
empower the presence of the Tunisian
customs both on national and international
levels, there are THREE strategic pillars:

1. Contribute to improving the country’s
economic competitiveness,

2. Contribute to strengthening the
security of the country, the protection of the
citizen and the environment,

3. Ensure efficient and fair
collection.

revenue
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=« THE ARCHITECTURE OF THE
MODERNIZATION STRATEGY

At the third layer of the pyramid are the
strategic catalysts, which like the strategic
pillars constitute objectives to be achieved.
They correspond to a set of internal structural
measures that affect infrastructure. These
objectives have a transversal effect, the
achievement of which will have a direct and
indirect impact on the completion of the
strategic pillars and the establishment of
future customs, there are THREE of them:

1. Improve infrastructure and digitize
operations,

2. Manage risks in an effective and
efficient way,

3. Improve the organization,
change and develop communication.

Mmanage

At the fourth level of the pyramid , are the
strategic programs; There are 15 of them. It is
the set of tools necessary for the achievement
of the expected results on the one hand and
the measures corresponding to the pillars and
strategic catalysts defined on the other.

At the base of our pyramid are strategic
initiatives; there are 40 of them. They
correspond to various sets of specific and
coordinated activities, they are packages of
harmonious  projects and in perfect
accordance with the strategic programs.
These initiatives assigned to work teams
chaired by project managers are to be carried
out within a defined period and budget; they
constitute the means of implementation of the
Modernization Strategy and the change
management tool.

In addition, these commitments are perfectly
in line with the expectations and needs of the



partners and customers of the Tunisian customs, in other words the
beneficiary communities of this strategic plan in this case, the business
community (economic operators) the community of partners. institutions, the
community of third parties or individuals and the community of customs officers, who
constitute the target audience of the Modernization Strategy.

Vision

A Modern customs,
efficient and open to
its environment

Strategic objectives

S.Pillars

S.Catalysts

Strategic programs

Strategic Initiatives

THE ARCHITECTURE
OF THE MODERNIZATION STRATEGY
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TUNISIAN CUSTOMS STRATEGIC
PROGRAMS AND INITIATIVES

« A MODERN AND EFFICIENT CUSTOMS
OPEN TO ITS ENVIRONMENT »
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STRATEGIC OBJECTIVES

SUPPORT

INTERNATIONAL TRADE
AND IMPROVE THE
COUNTRY'S ECONOMIC
COMPETITIVENESS

ACT AS THE FIRST
LINE OF DEFENSE FOR
THE COUNTRY AND
THE CITIZEN AGAINST
SMUGGLING AND
COMMERCIAL FRAUD

ENSURE
TRANSPARENT AND
FAIR TAXATION




THE TUNISIAN CUSTOMS STRATEGY IS BASED ON 3 STRATEGIC PILLARS AND 3 STRATEGIC CATALYSTS

[ ] STRATEGICPILLARS ||| STRATEGIC CATALYSTS

Vision

A modern and efficient Customs open to its environment

Y

Contribute to i . Contribute to
'c:n - ’o SR strengthening the security Ensure efficient and fair
the country’'s economic S beistalligas i)~

competitiveness protection of the citizen
and the environment
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TO ACHIEVE THESE OBJECTIVES, WE HAVE DESIGNED 15 STRATEGIC PROGRAMS ASSOCIATED
WITH THE STRATEGIC PILLARS AND STRATEGIC CATALYSTS

] sTrATEGIC PILLARS || sTrRATEGIC cATALYSTS

Vision

A modern and efficient Customs open to its environment

Optimizing customs clearance procedures

Improve customs control Optimizing the recovery process

Improve the intelligence and

Engage economic operators effectively investigation system Adopt other sources of income

@
5

Strengthen international partnerships Set up a post clearance audit system

\' Vi

Align organization and governance to the

Improve performance and rationalize X
operational management Improve the risk management system Tt ratey

Change organizational culture to promote
collaboration and innovation

Improve infrastructure and security of locals Develop and maintain skills

@ Improve IT infrastructure and applications

®© 060
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THE INITIATIVES WERE DEFINED BASED ON THE CURRENT SITUATION, COMPARATIVE ANALYSIS
AND IN COLLABORATION WITH ALL ECOSYSTEM ENTITIES.

STRATEGIC PILLARS

l. Contribute to improving the country's economic competitiveness

Il. Contribute to strengthening the security of the country, the protection of the citizen

and the environment

Optimizing
customs

clearance

procedures

Engage
economic
operators
effectively

Strengthen
international
partnerships

Contribute to the digitization of foreign trade and transport procedures

Optimizing import and export procedures

Optimizing the management of suspensive regimes

Perfecting the status of the AEO

Set up an advance ruling system

Set up a multi-channel communication center with the private sector

Strengthen the position of customs within international associations

Develop an international cooperation policy
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Improve
customs
control

Improve the
intelligence
and
investigation
system

Optimizing control procedurest

Strengthen cooperation and coordination with other

government agencies

Improving the intelligence system

Improving the investigation system

1l. Efficient and fair revenue collection

Optimizing

the recovery
process

Adopt
other
sources
of income

Set up
a post
clearance
audit system

Improve support procedures for revenue collection
Develop and introduce electronic payment

Develop an automated monitoring system for customs disputes

Review and modify fees and charges for services provided
by customs

Evaluate and adopt other potential sources of revenue

Establish P.C.A system and procedures



STRATEGIC CATALYSTS

IV. Improve infrastructure and digitize operations

Improve
Performance
and streamline
operational
management

Improve
IT
infrastrulcture
and
applications

Improve
infrastructure
and security

of locals

Define productivity goals and monitor performance

Optimizing the allocation of resources

streamline internal operational support procedures

Develop informatic and technology strategy

Improve IT infrastructure

Set up a new customs clearance system and an integrated

management software package

Establish a paperless environment

Set up an automated tax benefit tracking system

Set up an automated customs value control system

Improve customs infrastructure in regional directorates and regional
and border offices

Improve employee housing in remote locations

Strengthen the security and safety of premises operated by customs
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V. Manage risks effectively and efficiently

Improve
the risk
management
system

Undertake a complete data overhault

Develop an effective targeting system

Develop risk registers

VI. Improve organization, manage change and develop communication

Align
the organization
and governance
with the new
strategy

Change
organizational
culture to
promote
collaboration
and innovation

Develop
and maintain
skills

Design and set up the new customs organization chart

Ensure the sustainability and governance of the organizational
structure

Promote internal communication

Improve employee engagement

Establish a talent and innovation incubator

Put in place the tools of human resources management
based on competence and performance

Put in place the tools of human resources management based
on competence and performance



APPROACH?

« WHAT IS OUR METHODOLOGICAL

The design of the 2020-2024 Modernization
Strategy was based on a methodology and an
analytical approach resulting mainly from:

1- A DIAGNOSIS OF STRENGTHS AND
WEAKNESSES

Diagnostic and support missions supported
within the Tunisian customs by international
bodies (the World Customs Organization -
April 2007, the World Bank - 2016, the United
Nations Development Program, the
Millennium Challenge Corporation, the United
States Agency for International Development)
and compliance and regularity control
missions carried out by government control
bodies (general control of public services
under the Presidency of Government, general
control of finances under of the Ministry of
Finance and the Court of Accounts) made it
possible to highlight the shortcomings and
provide recommendations which were taken
into consideration during the preparation of
the Modernization Strategy.

Positive Negative

S

Strenghts

INTERNAL

O

Opportunities

EXTERNAL
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The shortcomings noted relate mainly to the
loss of efficiency due to a faulty administrative
organization, an overlap of powers, an
excessive centralization of decisions, the
opacity of the professional career, the
slowness and complexity of administrative
procedures, the absence of a communication
plan, the absence of consultation mechanisms
with the private sector, etc.

The recommendations relate in particular to
the redefinition of the attributions of the
central and regional services, the separation
between strategic and operational aspects,
the development of an integrated customs
information system, the creation of a
repository of trades and skills, the adoption of
forward-looking management of staff, jobs
and skills, modernization of information
exchange and dissemination mechanisms,
promotion of coordinated border
management, development of an action plan
for the development of customs ethics ..

2- A COLLOBORATIVE APPROACH

The development of the Modernization
Strategy was the subject of a broad reflection
in a participatory approach, customs officers
were involved in the work and called to
provide their contribution and proposals
when defining strategic choices and reform
projects. Central and regional executives were
consulted throughout the process: from the
diagnosis to the development of the strategic
document.



Also, the business community, represented
mainly by the Tunisian Union of Commerce
and Handicrafts Industry (UTICA) and the
Confederation of Citizen Enterprises of
Tunisia (CONECT), was involved throughout
the development phase. design of the outline
of the strategic plan. A series of coordination
meetings were organized with
representatives of these two employers’
organizations to discuss the strengths and
weaknesses and the projects included in this
Modernization Strategy.

Authorized economic operators (AEOs)
were also consulted and invited to participate
in consultation workshops.

The strategic partners of the Tunisian
customs, in particular the representatives of
the Assembly of the Representatives of the
People, the representatives of the general
directorate of good governance to the
Presidency of the Government, the
representatives of the national body for the
fight against corruption, and representatives
of civil society, were invited to discuss the
draft of the Modernization Strategy and
contribute to the finalization of its
architecture..

Authorized economic
operators (AEOs) were
consulted and invited to
participate in
consultation workshops
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= TO SUCCEED IN THE MODERNIZATION
STRATEGY... WHAT CONDITIONS AND

WHAT ASSETS?

I

&
b

The success of the Modernization Strategy
2020-2024 and the achievement of the
expected objectives, requires the meeting of
certain conditions deemed essential by the
community of experts, in particular:

STRONG POLITICAL WILL

An essential condition for the success of any
reform process.This must be emphasized and
felt by all the actors involved in the process of
irrevocable reform.

COMMITMENT AND ADOPTION OF ALL
STAKEHOLDERS

The goal is the implication of several
institutional actors and stakeholders around a
shared vision of a futuristic customs and to
ensure the accession of all actors in the
conduct of the change process.

SETTING UP SMART OBJECTIVES

Tunisian customs ensured throughout the
Modernization Strategy process of design and
development to set up the strategic
objectives according to SMART criteria which
means objectives has to be Specific,
Measurable, Achievable, Realistic and defined
in Time.

RIGOR IN THE APPLICATION OF AN
ACTION PLAN

The interest of a strategy, however coherent
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it may be, would only be verified by its
effective implementation. Tunisian customs
have put in place an action plan which makes
it possible to steer, control and ensure
constant monitoring of the implementation of
the strategy, while making the necessary
adjustments. It is an ongoing process that
provides information on progress in achieving
goals as well as the judicious use of allocated
funds.

In order to achieve these objectives, we
have opted for an implementation of an
approach focused on planning, action,
evaluation and monitoring.
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=« THE GOVERNANCE OF THE
MODERNIZATION STRATEGY

The related tasks and responsibilities are thus distributed based on a good governance protocole:

THE STEERING COMMITTEE :

The steering committee is a group of
decision-makers and experts identified from
the start of the Project to validate the work
and take major decisions.

It is a decision-making body within the
structure of the Project. It meets regularly to
validate the results obtained and to decide on
all the points which, by the magnitude of their
consequences, go beyond the prerogatives of
the project manager (high expenditure
commitment, significant modification of
content, time, cost, etc.).

It is dedicated to verify the alignment of the
project with the objectives of the organization
and must ensure that this strategic alignment
is guaranteed throughout its execution.

It validates the intermediate results of the
project, to facilitate the ultimate validation of
the final result.

THE STRATEGIC WATCH COMMITTEE:

The Modernization Strategy is an active and
dynamic project. It is therefore likely to be
modified during implementation, taking into
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THE STEERING COMMITTEE

THE STRATEGIC WATCH COMMITTEE

THE PROJECT DIRECTOR

THE PMO

THE SPONSORS

THE PROJECT MANAGERS

account the risks, variables, hazards and
events that may occur during the
implementation phase of projects included in
the MS. Urgent action may be required in
particular situations.

Thus, a strategic watch is useful, even
essential, in order to help the project
managers to confront the difficulties
encountered and to raise the major problems
to the steering committee in order to solve
them or to decide the fate of the projects that
face difficulty. This permanent strategic watch
is ensured by the strategic watch committee.

THE PROJECT DIRECTOR:

He steers the Project from start-to-end by
supervising the design phase, accompanying
the Project team throughout the performance
of their predefined tasks and suggesting
corrective measures to the deviations
observed in the implementation of the
Project. He works in particular to ensure the
availability of the financial resources
necessary for the realization of the Project.




THE PROJECT MANAGEMENT OFFICE
(PMO):

It is a permanent body which carries out its
tasks without interruption, from the launch of
the Project until the submission of the final
closing report of the Modernization Strategy.
IT works in close collaboration with the
general coordinator of the Project.
[t communicates directly and by all means
with the project managers and their sponsors
in order to provide the best conditions for
project implementation. It plays the role of
advice and facilitation. It raises the difficulties
and obstacles encountered by the project
managers and, where applicable, calls for a
meeting of the strategic watch committee or
the steering committee.

THE SPONSORS

Each strategic program is supported by an
administrative manager who ensures the
supervision of the project manager and his
team. He discusses the planning of the project
and the distribution of tasks with the project
manager, he proposes to rectify the observed
discrepancies, he works to facilitate the task
of the project team, in particular with regard
to availability and relations with the external
environment, public or private.

THE PROJECT MANAGERS

They are responsible for the implementation
of the strategic initiatives or projects of the
Modernization Strategy. They choose their
employees, define needs, coordinate
resources, report on the state of play to
stakeholders, present interim reports to the
steering committee and prepare the final
deliverable to announce the closure of the
project to the steering committee .

On the other hand, training sessions on
strategic planning, management and
governance of reform projects, change
management, were provided for the benefit of
Tunisian customs officials and organized in
collaboration with the World Customs
Organization, the French customs and indirect
taxation authorities (DGDDI), GIZ and the
national expertise offices, have created a pool
of skills capable of carrying out the reforms
included in this strategy.
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