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Foreword
2016 brought with it huge challenges to Malta Customs as the new Union Customs
Code came into effect on May 1 and preparations to Malta’s Presidency of the Council of
the European Union topped the priorities’ list of the Department. However, the coming
three years are equally challenging as the Department is gearing itself to embark on the
first year of a three-year programme of change and transformation. We are all resolute
to continue building a department that we ought to be proud of.
Primarily, we shall build a team committed to excellence. Therefore, we need to invest
more in the abilities of our people in order to enhance productivity and efficiency. We
need to dedicate more financial resources thereby creating a better working environment
which motivates our people.
That said, our strategy will be based on the need to improve customer experience. Hence,
we should employ an approach that puts ‘customer understanding’ at the heart of our
activities. This means that we should proactively strive to improve our stakeholders’
satisfaction through a customer-centric business strategy.
We have started by measuring stakeholders’ perception of how well we are servicing
their needs, or otherwise, and we shall seek sustained consultation in order to register
improvement. We will continue to invest in a relationship with our customers based
on mutual trust, respect and confidence. We need customers to believe in us and, in
return, we will provide service with a value. We are intent on helping customers to get
it right first time, thus preventing mistakes entering into our systems and eliminating
unnecessary delays.
Meanwhile, Agents and Customs Brokers are key intermediaries in our relationship with
business and therefore we need to make use of different approaches so as to improve
their ability to process transactions on clients’ behalf.
On the other hand, while the majority of our customers are compliant, there are still a
number of stakeholders who seek to evade or shirk their responsibilities and who do not
pay their fair share. Therefore, while we need to prove ourselves successful in building
customer satisfaction to compliant traders, we must continue to ensure that we take a
robust approach to address tax evasion and tax avoidance. Safety and security issues
in the supply chain and the movement of illegal or prohibited items, will likewise be
focused upon.
This means that we have to improve our approach to tax evasion and target those who
deliberately and consistently choose not to comply with their obligations. We can only
manage to do so by up-skilling our staff to identify and tackle risks.
Balancing all these objectives is an enormous task. What we require is the right
leadership skills across the board, the proper structure and an efficient set of processes
and procedures.
I am confident that we are going to make it happen because we belong to an intrinsically
strong and dynamic organisation.
Joseph Chetcuti
(Director General)
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Section 1

Introduction

1

1.1 Objectives of the Business Strategy
The Business Strategy establishes the core targets and priorities for the Department of
Customs for 2017-2019.
This Business Strategy is structured into nine Sections. Following this introduction,
Section 2 focuses on the purpose of the organisation, namely, its mission, its role and its
vision. Section 3 sets the revenue collection and other financial targets. Section 4 deals
with the legal arrangements, accountability and good governance. Section 5 delineates
the alignment of resources with the capabilities of the organisation. Section 6 provides
an account on how the Department can enhance ability to identify risk, detect noncompliance and carry out enforcement, while Section 7 examines the way forward
towards a customer-centric organisation. Section 8 enters into the Department’s
international obligations and, finally, Section 9 is the conclusion to the strategy.

1.2 Organisation structure
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section 2

Purpose

3

2.1 Customs’ Mission statement
The assignment of Malta’s Customs Department is clearly outlined in the Department’s
new mission statement:

“To strengthen the Department’s position in fulfilling its role of promoting
legitimate trade, while protecting the citizen, the territory and its fiscal interests,
today and in the future.”

2.2 Customs’ Role
In today’s world, besides being a key component in the government’s revenue collection
structure, the Customs Department holds a multi-functional border agency role with a
particular focus on trade facilitation, alongside security and safety border controls. In
actual fact, Customs protects the European Union’s own resources, effects controls for
security purposes, meets public health requirements regarding imported goods and
ensures compliance with environmental legislation.

2.3 Customs’ Vision
The Customs Department works relentlessly to give customers the most compelling
quality service and to make a significant contribution to the economic prosperity of
Malta. Therefore, the Department’s vision is to constantly put into action programmes
that will:
•
•
•
•

focus on innovation;
inspire its employees to realise their full potential;
ensure that everyone is a integral member of a capable, flexible and result-oriented
organisation; and
sustain its employees so that they can provide full service towards the Department’s
customers.
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section 3

finance

5
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3.1 Revenue and other Financial Targets
The Department’s recurrent expenditure for 2016 is estimated to reach €11 million,
that is, 0.3% of total Government recurrent expenditure.
Net revenue collected by the Department in 2016, excluding the collection of Value
Added Tax, which the Customs Department collects on behalf of the VAT Department,
and the E.U. Own Resources part of import duties, is expected to reach €277 million,
that is, 8% of total Government revenues.
Therefore, for every €1 million spent, the return to the public coffers (Return On
Capital Employed) is €26 million.
Deducting the required administration funds from the generated revenue, the
positive surplus amounts to €266 million, equivalent to:
•

more than the total salaries and wages for the health sector together with the
total cost for medicines and surgical materials; or

•

more than the Recurrent and Capital Votes for the education sector; or

•

more than the total non-contributory social security benefits; or

•

more than the total amount paid in respect of the interest on local and foreign
public loans, by way of debt servicing; or

•

almost half of the total Public Administration’s wage bill.

The targets ahead established by the Customs Department revolve around the
notions of:
i.

faithfully reflecting annual economic growth rate in the year-on-year increase
of import duty and excise duty collected;

ii. analysing trade flows and consumption patterns in order to advise Ministry
prior to targets being set, especially in the area of excise duties, in order to
ensure that tax rates can realistically deliver the amounts being targeted;
iii. implementing annual budgetary measures involving excise goods and, given
the inelasticity nature of certain excise goods, pursuing increases in revenues
by 3.1%, 2.9% and 2.4% respectively for the 2017-2019 cycle, in line with
currently-projected national GDP growth for the same period;
iv. evaluating trends in revenue collection in concomitance with regular risk
assessment;
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v. strict control on recurrent expenditure, particularly within the operational and
maintenance expenses’ category, so that all year-on-year 2017-2019 inflationary
effects on the current services being provided are absorbed within the 2016
outlay level;
vi. improving the Department’s ability to target and curb tax evasion and noncompliance by introducing fresh initiatives against tax evasion in collaboration
with other revenue departments under the umbrella of the Commissioner for
Revenue;
vii. tapping E.U. funds in order to invest more in non-intrusive equipment and to
modernise facilities to expedite release of legitimate cargo and carry out smooth
operations as is expected from international hubs;
viii. enhancing the border control function through the setting up of a Canine Unit,
the purchasing of another container scanner, a full body scanner and an analytic
analysis tool;
ix. compensating for decrease in the staff complement within particular Department’s
Units, through more investment in advanced technology;
x. safeguarding against counterfeit activity and protecting intellectual property
rights; and
xi. intensifying market surveillance through increase in investigations.
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section 4

Legal Framework, Accountability
& Good Governance Arrangements
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4.1 Legal Framework
A modern, forward-looking organisation should strive to operate within a legal
framework that reflects the present trading environment and associated threats.
Current Customs legislation should be reviewed, with particular focus on providing
clear rights and obligations of traders, reviewing of fines and sanctions, as well as
providing clear legal basis in Officials’ exercising powers.
In this regard, the Customs Department will focus on a range of immediate actions
over the first year of this plan, namely:
i.

setting up of a permanent Legal Framework Review Board (LFRB) within the
organisational structure to constantly review Customs legislation;

ii. doing its utmost to engage another full-time lawyer;
iii. demanding legal cover, through legislative amendments, that enables the
Department to employ a system-based audit function by the Verification &
Audit Section; and
iv. transposing all Union Customs Code (UCC) obligations in the national
legislation as necessary.

4.2 Accountability & Good Governance
Every public organisation faces significant challenges to uphold, promote and
commit itself to accountability. Being accountable imposes the obligation on the
organisation to accept responsibility for its activities and actions.
On the other hand, good governance requires an integrated strategy built upon,
amongst others, accountability, both vertical and horizontal, rule of law, trust,
openness, transparency, impartiality, respect, honesty and integrity.
The Customs Department binds itself to illustrate a culture of professionalism
and practise good governance by monitoring and auditing its activities and by
subjecting these activities to independent autonomous audits. Additionally,
to sustain good governance, the Customs Department will take the following
measures:
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i.

all stations within the Department will, with immediate effect, adopt the
Key Performance Indicators (KPI) concept;

ii. a delegated internal team, with a specific internal audit role, will, with
immediate effect, be set up in order to conduct periodic internal risk
assessment exercises of the various operational procedures. The team
performing this function will be nominated by the management;
iii. on an annual basis, the Department will conduct an on-line employee
satisfaction survey (ESS), take note of any justified shortcomings and bind
itself to rectify them;
iv. on an annual basis, the Department will conduct an on-line customer
satisfaction survey (CSS), take note of any justified shortcomings and bind
itself to rectify them;
v. by the first quarter of 2017, the existing departmental Code of Conduct will
be reviewed;
vi. by the third quarter of 2017, the Department will integrate, within its
organisational structure, a Guidance & Discipline Board;
vii. by the second quarter of 2017, all Customs employees will be bound to
submit to the Department a signed declaration of personal commercial
interests and/or any commercial interests pertaining to their immediate
family members;
viii. with immediate effect, the Department will request the Internal Audit &
Investigations Department to commence a thorough specific analysis of
Customs administrative systems and controls in order to identify, if any,
vulnerable points that may increase the likelihood of collusion and/or
corruption; and
ix. the Department will provide ongoing support to institutions of oversight,
such as, the Public Accounts Committee (PAC), the Ombudsman, the
National Audit Office (NAO) and the Internal Audit and Investigations
Department (IAID).
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section 5

Alignment of resources with
organisational capabilities
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5.1 Better Use of resources
Strategic decisions require reading all variables of a challenging future, not least in
relation to better resource utilisation, and developing a plan to address future challenges.

5.1.1 Human Resources
The current problems related to human resources are threefold:
• lack of human resources;
• an ageing workforce; and
• an imbalanced organisational structure leading to an unproductive use of
resources.
A reform to the Department’s organisational structure is required, keeping in mind the
concept of doing a lot more with a little bit more. Hence, to address this situation, the
Department is resolute to:
i.

immediately take the necessary steps to recruit the required number of personnel
in full conformity with the capacity building plan for 2017 – 2019;

ii. with immediate effect, specialised roles will not be subject to frequent staff
movement, except for department exigencies;
iii. with immediate effect, ‘the right people in the right role’ principle will be adopted
and personnel will be placed in Sections where it is deemed that they can give
the optimum output according to their ability;
iv. by the second quarter of 2017, as part of the restructuring process, the transit
function, presently carried out at the Transit & Free Zones Office, will be placed
within the Customs Economic Procedures Unit;
v. by the second quarter of 2017, as part of the restructuring process, the free zones
function, presently carried out at the Transit & Free Zones Office, will be placed
within the Warehousing Unit;
vi. by the third quarter of 2017, a succession plan will be compiled, taking into
consideration the Department’s continuity requisites;
vii. by the fourth quarter of 2018, as part of the restructuring process, an Excise
Intelligence Unit will be created within the Customs Intelligence Services; and
viii. by the fourth quarter of 2019, in concomitance with the new Sectoral and
Collective Agreement/s, the Department will embark on a programme of
discussions and negotiations with all stakeholders with clear intentions of
drawing a gradual plan, in order to resolve issues of disequilibrium emanating
from the existence of both departmental grades and general service grades
within the Customs Department’s structure.
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5.1.2 Working Environment
The Customs Department acknowledges that certain working environments leave
much to be desired and it is resolute to significantly increase its effort to create a general
working environment which:
• motivates all the staff ; and
• ultimately, develops and improves professionalism.
In this respect, the targets being set by the Customs Department in this area include:
i.

by the first quarter of 2017, the Customs Gozo Office will be relocated to another
building, which is more adequate to meet the Department’s needs and to better
serve the business community in Gozo.

ii. by the second quarter of 2017, the Department will build a new modern office
at Laboratory Wharf;
iii. by the third quarter of 2017, the Enforcement Unit, the Research & Development
Unit and the Non-Proliferation Unit will relocate to new modern offices;
iv. by the fourth quarter of 2017, the Department will build a modern complex for
the new Canine Unit; and
v. by the fourth quarter of 2018, the Department will upgrade all remaining
Customs offices.

5.1.3 Relocation of Custom House
The Customs Department strongly believes that it is high time for Custom House to
be relocated to a new energy-efficient central building, meeting prevailing health and
safety regulations, including KNPD-requisite compliance, with sufficient parking facilities
for use by both staff and clients.
Therefore, the Department:
i.

will enter into negotiations with Malta Industrial Parks and Malta Enterprise
for the possibility of a €7.5 million project intended to relocate the Customs
Department to a new modern 1,300 m² multi-purpose building; while, in
exchange, the Department relinquishes the current Custom House, the exHarbour Superintendent Building and the Long Room.

5.1.4 Resource Utilisation
Effective management of resources is an essential task and it is important for every
organisation to have a proper succession plan in place and efficiently systemise an
adequate allocation of resources in order to avoid idle resources, under-utilisation or
wastage.
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For this reason, this plan provides for:
i.

the raising of awareness amongst all major stakeholders by immediately holding
briefing sessions on relative topics, which will be delivered by competent
speakers;
ii. the running, by the fourth quarter of 2017, of audit exercises relating to the
current use of water, energy, paper and fuel consumption;
iii. the preparation, throughout 2018, of a policy document regarding the utilisation
of resources and the implementation of other green initiatives; and
iv. the establishment of proper mechanisms, by the first quarter of 2019, to monitor
and report improvements in this area.

5.2 Staff Development
In essence, the reputation of an organisation, its achievements, successes and deliverables
firmly rest on the professional abilities of its members. For any organisation to progress,
the professional development of the entire workforce is an essential element. In a broad
sense, professional development includes vocational education and training.
The Customs Department obliges itself to design, apart from the routine courses,
comprehensive actions whereby:
i.

by the second quarter of 2017, the recently founded Research & Development
Unit will be strengthened and fully functional;

ii. by the third quarter of 2017, intensive training concerning the proper use and
the maximisation of all features in the Warehousing Module will be provided to
all Officers in order to maximise the benefits of the module;
iii. by the fourth quarter of 2017, personnel stationed at the Verification & Audit
Section will be provided with specific audit training;
iv. by the fourth quarter of 2017, video-tutorials, on various Customs procedures,
as well as on instructions on how to use the electronic systems, will be produced
in-house and made available to all Customs personnel;
v. by the first quarter of 2018, all releasing officers will go through a refresher
course to update and enhance their knowledge in the release of both goods for
home use and goods intended for export;
vi. by the second quarter of 2018, taking into consideration that Customs Officials
ought to be cognizant of their legal competences and executive powers, the
Department will organise induction courses to all Customs Officials, highlighting
legal powers and obligations;
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vii. as from second quarter of 2018, each Directorate will start organising a bi-annual
seminar, for all Section Heads, outside the organisation’s setting, in order to exchange
relevant experiences; and
viii. during the period of this strategy, training institutions, such as CDRT, will be requested
to develop, design, and deliver training programmes which are Customs-oriented.

5.3 Work Practices and Procedures
Compliance is a key element in the Customs Department’s mission. It involves trade facilitation
measures to compliant traders alongside stringent enforcement measures in order to confront
overall non-compliance, infringements, tax evasion and tax avoidance. Hence, appropriate,
up-to-date and streamlined work practices and procedures need to be put in place. In this
regard, the Customs Department will:
i.

with immediate effect, revisit what and how operations are being conducted in order
to identify out-dated practices;

ii. without further delay, identify procedures being repeatedly conducted by various
Sections or any procedures being conducted in duplicate or in triplicate;
iii. promptly highlight those areas where there is no business owner, and areas where
no well-defined common practices exist, or if these exist in one Section these are not
followed in the same manner in other Sections;
iv. by end of January 2017, all Customs stations will have a Standard Operating Procedures
(SOP) manual in place which will be updated on a regular basis;
v. by end of February 2017, the Containers Examination Manual, already available, will be
updated;
vi. by end of March 2017, a Post Clearance Documentation Controls Manual will be
produced and distributed to all Stations performing releasing duties;
vii. by the second quarter of 2017, export procedures will be reviewed and updated to
reflect better control;
viii. by the third quarter of 2017, the bank guarantee system, adopted by all Sections within
the Excise Directorate, will be reviewed;
ix. by the fourth quarter of 2017, the ever-increasing issue of excise traders, who do not
have access to the EMCS, will be addressed;
x. by the fourth quarter of 2017, the issue of duty-paid stock, when consumer price of
cigarettes changes due to budgetary measures, will be tackled;
xi. by the second quarter of 2018, issues of insufficient audit trail system, inadequate
controls and late payments, pertaining to traders dealing in excise goods, will be
reassessed; and
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xii. by the second quarter of 2019, a decision will be taken on the possibility of introducing
the track-and-trace concept, which will revolutionise the work practices pertaining to
the warehousing regime.

5.4 Information & Communication Technology (ICT) Resilience
Every modern organisation, that wants to keep pace with the changing realities, has to enhance
its ICT systems and improve resilience.
The aging core ICT systems in use, within the Customs Department, have become difficult
to maintain due to their technological limitations. These legacy systems run on antiquated
hardware, are difficult to upgrade, and to extend and integrate with newer systems, as well as
costly to maintain. In 2013, the Department took the bold decision to modernise its legacy ICT
environment in preparation for the significant ICT changes envisaged with the introduction of
the Union Customs Code (UCC). For this reason, all Customs Electronic System (CES) components
are currently either being upgraded or completely redeveloped, in terms of efficiency, cost,
time and quality, in order to cater for today’s needs.
The objectives established by the Customs Department in this area are as follows:
i.

currently, the Department is developing the National Import System (NIS) to replace
the aging Import System that has been in operation for more than 13 years. The first
phase of the NIS is planned to be launched by the first quarter of 2017. Successive
versions of the system containing various new features will be deployed throughout
the year. Analysis and requirements elicitation of these new features are already
being undertaken. Nevertheless, due to the precarious condition of the current
Import System, it has been decided to go live with a version of NIS that satisfies the
Department’s basic needs. While the first version of NIS will already contain a number
of innovative features, the final NIS version, that will include various new features, will
be fully deployed by the end of 2017;

ii. an upgraded version of the National Export System (NES), that provides additional
features that have been mostly requested by its users, will be launched together with
NIS;
iii. the NIS will include the facility to choose declarations for documentary check.
Furthermore, both NES (National Export System) and NIS allow the uploading of
supporting documents in electronic form linked to declarations, thus enabling
inspection of documents (unless original documents need to be presented) to be
made without the need for an economic operator to physically present supporting
documents; during the course of the first two quarters of 2017, hands-on introductory
training sessions to the NIS will be organised both to Customs personnel and the
Department’s stakeholders;
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iv. in 2017, EMCS will start being used for national movements of Excisable goods between
local Tax Warehouses. An analysis will be conducted in view of integrating the Bonded
Warehouse system with EMCS, thus enabling stock present in the Bonded Warehouse
to be maintained automatically, when movement of Excisable goods registered in
EMCS occurs;
v. apart from the modernisation of Risk Management systems, the Department will also
acquire an analytical tool specifically built for investigative purposes;
vi. ECN+, an application that administers the Export Control System (ECS) processes, will
be completely re-developed in-house. The newly developed ECS will be fully integrated
to the NES and ready for operation by end of 2017;
vii. by the first quarter of 2018, NES will be renamed Automated Export System (AES) and
extended to satisfy the functionality specified in the UCC;
viii. a faster and more secure Trans-European network (CCN 2), together with the Uniform
User Management & Digital Signatures (UUM&DS) user management system, will be
introduced in the beginning of 2017 by the European Commission. The Department
is currently undertaking preparations in order to be able to make use of these
improvements;
ix. tests are currently being carried out in order that the Department may, in early 2017
launch a mobile application that will assist e-Commerce clients to quantify taxes
prior to making a purchase. Furthermore, the mobile application will provide useful
information on Customs matters, such as, opening times, notifications and news
alerts. An evolution of this mobile application, planned for the end of 2017, will inform
economic operators the result of their Import and Export declaration submissions;
x. the use of the proven report-generating tool, better known as the Business Object, in
2017 will be extended throughout the Department according to necessities to satisfy
further reporting needs;
xi. the Department is also exploring the possibility of introducing a Data Warehouse that
will enable the data consolidation of its core systems with the possibility to facilitate
the extraction of information;
xii. Member States are obliged to implement the Registered Exporters (REX), Customs
Decisions (CD) and PoUS (Proof of Union Status) systems by 2017, and the Special
Procedure system by 2019. Nonetheless, the Commission will be implementing these
systems centrally, thus allowing Member States to make use of these central systems
instead of developing their own systems. The Department will make use of these central
systems and, where appropriate, integrate its national systems with the central ones.
REX will automate the manual GSP process, PoUS will automate the manual T2L and T2F
processes, Special Procedure, as the name implies, will automate special procedures
processes, whereas CD will be used for Customs Decisions of economic operators
trading in more than one Member State. The Department plans to use the central
CD system also for national authorisations until the deployment of its authorisation
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system, which will be available by end of 2018;
xiii. a number of electronic systems have to be upgraded
to conform to the UCC. Transit, Surveillance and Import
Control System (ICS) have to be upgraded by 2018,
while the eManifest (Maritime Single Window) has to be
developed and deployed together with Transport Malta
(TM) by 2018 as well. The Department together with
TM are participating in a pilot project that will enable
the use of an electronic manifest system developed and
commissioned by EMSA;

xiv. in view of the ICT projects that the Department is engaged
in, it recognises the need for an environment where proof
of concepts with regards to new functions and innovations
can be tested. For this purpose the Department started
to work on establishing a Play Ground environment that
will supplement the already existing Test and Production
environments; and
xv. during the next three years, the department will explore
the possibility of investing – both systems-wise and
in HR terms – in a system-based audit function for the
Verification & Audit Unit.
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5.5 Internal Communication
Internal communication is the transmission of essential information between
members of an organisation and/or between different components of an
organisation. It takes place at all levels and a wide range of communication
strategies, being vertical, horizontal, formal or informal, may be deployed.
Consequently, a thriving first class communication strategy is the foundation for
effectiveness in any type of organisation.
The Customs Department, through the creation of a Communications Office,
has already reinforced considerably this function because nothing demonstrates
professionalism more than having well-informed personnel. Therefore, the
Department is committed to continue with:
i.

the publication of the recently-introduced internal e-newsletter;

ii. the dissemination of important information through regular internal
informative communications via email and intranet; and
iii. the holding of periodical staff meetings with members of the management.

5.6 Re-branding the Department’s Image & External
Communication
One of the objectives of this strategy aims at re-defining the corporate image of
the Department, as well as informing and educating the public in an appropriate
manner and in line with today’s communication trends.
The Department has already launched its new emblem, a fresh-looking logo and a
facebook business page. Other enterprising plans are as follows:

5.6.1 The Website
Government websites tend to be too formal and jargon oriented, thus being
counter-intuitive in nature. As the world changes and progresses to a more dynamic
and fast-paced one, these said websites are being phased out. Today, people want
an aesthetically appealing website with information ready at hand, which is short,
interesting, and to the point.
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Therefore, the Department, by the second quarter of 2017, will revive the Website’s Editorial
Board in order to revaluate and streamline its website by:
i.

paraphrasing, where possible, and eliminate too much legal and formal jargon from
the information being disseminated;

ii. reducing the number of submenus;
iii. adding more appealing media (images and videos);
iv. keeping a minimalistic layout and not inundating visitors with options; and
v. using the RSS feed and newsletter features in a more frequent manner.

5.6.2 News Outlets
News outlets have shifted their media from printed form to digital form, thus engaging with
the social media public in a better manner. This means that, although printed media has
unofficially abated, we still need to maintain the relationship with new media outlets now that
newspapers are all online for free, thus reaching a vaster audience.
The Customs Department will enhance this relationship by:
i.

meeting with journalists and journalistic influencers to find a way forward on how to
entice them to drive our message;

ii. issuing the Department’s written press releases containing particular news directly
related to the Department or any new Customs regulation or legislation;
iii. sending out images alongside said press releases to improve the image of Customs
and eliminate the dissemination of outdated images with which the public is currently
familiar;
iv. internally producing video productions with a strong theme on new valid topics from
the Excise, Compliance or Enforcement Directorates, and containing the messages the
Department wishes the public to absorb; and
v. distributing statistics of all the Department’s main successes both in quantities and in
values.
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5.6.3 Social Media
One of today’s key communication tools, social media, is missing in Malta’s Customs
Department. Social media has today become a part of nearly every single person in
the world and it is the most direct and influential communications’ tool available.
Consequently, the Department will, with immediate effect, connect itself to this
medium, making use of the following tools:
i.

info-graphics: positive and important statistics displayed in a simple and
appealing manner which anyone can understand;

ii. videos: produced internally by the media team, these video clips have to
be short and to the point and are to include text animation to disseminate
information in a viral manner. High production value is a must to upkeep
the image of Customs, and to captivate the attention of social media
visitors; and
iii. photo info snippets: artistic in nature and strong in message. A databank of
photos related to Customs which are edited to contain a simple and strong
message and shared on the page to find its way to the final audience.

5.6.4 Apps
The use of free-of-charge applications (Apps) is another innovative solution in the
growing problem of misinformation amongst the target audiences. The ultimate
appeal of such a tool is very beneficial for traders, travellers and online shoppers,
while information can be disseminated very easily.
Therefore, by the first quarter of 2018, the Customs Department will get underway
the soft launch of the Application (Android, Apple and Windows), featuring:
i.

Import Duty and Excise Duty calculator on purchased products;

ii. hyperlinks to portals with all information regarding goods requiring a
Customs Declaration;
iii. customer care information (opening times, telephone numbers, location of
Customs points, etc);
iv. Is it ok? Section, containing all the items prohibited or restricted from
importation; and
v. What’s New? Section, which will contain all the new legislations on a
national and E.U. levels.
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5.6.5 Video Game
Another way to convey a message and educate the younger audiences, in an
innovative and entertaining manner, is through video games. Not only are
video games a popular means of entertainment, but they can also be used as an
educational tool directly targeting the younger generation in an appealing manner.

This medium will also lead towards the enhancement of the Department’s image
and improve the Department’s branding practices. Therefore,
i.

by the first quarter of 2019, the Department will officially launch a video
game on the Google play, Apple iTunes App Store, Windows Market place
and Google chrome/web browser platforms.

5.6.6 High Traffic Borders
The borders of the Maltese Islands are exposed to an ever-increasing traffic of
travellers accessing the country as well as the European Union. This means that our
borders have to be used in an intelligent manner to inform and educate the public
entering/exiting the Union.
The Department will be doing this through:
i.
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campaigns that best captivate one’s attention. The means of dissemination
of information has to be interesting and innovative. This is why the Customs’
approach has to be more focussed on dissemination rather than formality.

The following are two of the campaigns:
•

Money-in-the-Box Campaign: A transparent box filled with currency-like
content and placed in the entry points at our border. Everyone will look
at the pile of money in the box, on top of which a sign stating: ‘Are you
carrying over €10,000? LUCKY YOU! But you are also obliged to declare
them to Customs!’ (by the first quarter of 2017); and

•

Shark-in-the-Luggage Campaign: A fake shark is placed in a bag with
parts of it protruding from the bag. The bag will be placed on the
carousel with a sign on it stating: ‘Are you sure you have nothing to
declare to Customs?’ (by the third quarter of 2017).

ii. Virtual Points: Virtual information points are a must in key border points
and, apart from access to the Customs website, they should also give
the users access to important and relevant information.

5.6.7 National Public Awareness Campaign
The illicit trade of cigarettes harms governments, consumers and traders alike.
The World Health Organisation (WHO) estimates that the illegal and unregulated
black market of cigarettes amounts to 600 billion cigarettes a year, or 11% of
global annual consumption.
Therefore:
i.

in September 2018, the Customs Department will confront this issue by
embarking on a three-month public awareness campaign.

Geared for New Challenges

26

section 6

Enhance ability to identify risk,
detect non-compliance and carry
out enforcement
27
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The Department will continue to promote a sound compliance structure to apply appropriate
intelligence, risk management, control, enforcement and verification/post clearance
mechanisms in order to:
•
•

ensure that customs controls on imports and exports fully comply with national and E.U.
legal requirements; and
provide adequate protection for Government finances and E.U own resources by identifying
potential tax evasion, tax avoidance and fraud at the earliest oportunity.

6.1 Intelligence Services
Having a sound intelligence mechanism is fundamental to Customs. As a result, drawing on
past experience and collated information/intelligence, the Customs Department adopts a set
of procedures designed to identify illegal activities. In other words, rapid response firmly rests
on intelligence-based profiling and targeting.
Consequently, such concept relies on the proper and timely dissemination of information and
the updating of risk profiles. Therefore, the Department is to verify that:
i.

there is collaboration and information-sharing across internal teams, and also with the
Department’s partners, in order to deploy a broad all-inclusive and incisive intelligence
approach to identify and respond to risk;

ii. the relevant Units conduct effective use of pre-arrival and pre-departure risk
assessments based on advance data availability;
iii. alerts are not disseminated to one and all - it would be more appropriate if alerts are
categorised, in terms of risk, nature and confidentiality, and disseminated only on
a-need-to-know basis;
iv. alerts are evaluated and inserted in the Risk Analysis System in real time;
v. there is a regular update of risk profiles in order to eliminate obsolete information; and
vi. the Customs Intelligence Services (CIS) shall operate once again on a seven-day basis.

6.2 Risk Management
As far as risks are concerned, Customs Authorities include the would-be non-compliance with
customs regulations, such as, misclassification, licensing requirements, rules of origin, undervaluation, over-valuation, duty exemptions or preferential treatments, trade restrictions,
sanctions or prohibitions, and any other security-related infringements, as well as the potential
failure to facilitate legitimate trade.
Therefore, the Department will ascertain that:
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i.

a robust risk management framework is embedded at all levels in order to render the
Department to be agile and responsive to any internal and external risk variables;

ii. innovative measures are taken towards effective border management;
iii. risk management is intrinsically integrated with planning processes;
iv. relevant information, concerning trends of infringements, suspicious importers and
suspicious importations, are disseminated from one section to another and entered
into a user-friendly system - the current Risk Management system already allows for
this function; and
v. the reporting practices and procedures across the Department are streamlined and
follow a pre-defined structure.

6.3 Border Control
The rapid shift to e-commerce, the introduction of innovative logistics solutions and the major
increase both in number and range of actors transacting across borders have heightened the
importance of striking a balance between the trade facilitation requirements and enforcement
obligations. Thus, this part of the plan focuses on the need to significantly enhance compliance
and enforcement at the border, by increasing sophisticated methodologies, in order not to
compromise the supply chain.
For this reason, the Customs Department will take several measures, not least by investing in
non-intrusive tools, to concretely pursue its goals. Therefore:
i.

by the beginning of 2017, the Department will provide its input towards the creation
of a Joint Enforcement Team (JET) composed of members from different fiscal
departments;

ii. with immediate effect, the Customs Department will deploy a number of mobile Cash
Control Teams across the Department;
iii. by the beginning of 2017, the Customs Department and MaltaPost plc will sign an
Agreement by which MaltaPost plc obliges itself to adhere to Customs Regulations, as
provided for in the Union Customs Code;
iv. the anomaly in the working hours between the operator’s personnel and Customs
personnel at the Parcel Post Office has been mitigated by introducing a shift-based
roster for Customs personnel. In January 2017, the Department will take stock of
the situation in order to initiate the necessary procedures to strengthen the staff
compliment and to decide on and implement the required work-schedule;
v. by the second quarter of 2017, the Department will seek to enter into negotiations
with other government fiscal and market surveillance entities in order to pursue the
possibility of signing Memoranda of Understanding;
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vi. by the fourth quarter of 2017, the Department will enter into negotiations
with other law enforcement agencies in order to update existing Memoranda
of Understanding and/or introduce new Memoranda of Understanding;
vii. in 2017, the Department will purchase another x-ray container scanner;
viii. in 2018, the Department will invest in a full-body scanner installation;
ix. in 2018, the Department will invest heavily in order to enhance the facilities
pertaining to the Container Monitoring Unit;
x. by the fourth quarter of 2018, the Department will continue to develop the
Canine Unit, within the Enforcement Section;
xi. during the course of this Strategy, the percentage rate of selected containers
to be inspected at the Container Examination Facility will be increased to
the extent that, in due course, all containers, excluding consignments of a
perishable nature, are physically checked within the Customs area; and
xii. in order to enhance efficiency, safety and security, examination of containers
should be carried out in a more secured and appropriate environment.
Therefore, the Container Examination Shed will include CCTV network,
adequate lighting and the appropriate mechanical and lifting equipment.

6.4 Verification and Post Clearance Audits
By definition, as clearly defined by the Revised Kyoto Convention, both the
documentary verification function and the audit-based control function are measures
by which Customs satisfies itself as to the accuracy and authenticity of declarations
through the examination of the relevant documentation, books, records, and any
other commercial data held by the importers and/or exporters.
Currently, the Department of Customs depends on transaction-based audits.
However, post-clearance audit is a critical control methodology as it enables
Customs to apply a multi-layered risk-based control approach by moving from a
strictly transaction-based control environment to effective system-based audits,
through which business’ systems may be scrutinised.
Therefore, with immediate effect:
i.

until the time when the Department is in a position to invest in a systembased audit function, external expertise to the Department is to be sought
in carrying out duties with regards to system-based audits; and

ii. as regards verification of invoices, the present sample of verification checks
will be supplemented by another sample of 5%. The objective of this second
sample check would be to carry out checks to ensure that the copied invoice
is a true copy of the original, hence ensuring the authenticity of the copied
invoice.
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section 7

A customer-centric organisation
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The Customs Department is committed to improve the satisfaction of its
stakeholders through a customer-centric business strategy. This means that the
Department will maintain its commitment to enhance quality of service and
procure effective provision of expert advice to support import and export of
legitimate goods.
Therefore, the Department’s key objectives in this area, over the next three years,
are threefold:
•

to, impartially and lawfully, take decisions based on evidence-based facts, equal
treatment and proved meritocracy;

•

to improve customers’ overall experience; and

•

to reduce traders’ costs.

7.1 Memoranda of understanding
One way of providing a better service is the exploration of more collaboration with
the Government’s entity promoting business and with the business community
itself. Therefore, the Department will immediately initiate discussions with Malta
Enterprise and with the representatives of the business community so that:
i.

by the second quarter of 2017, the Department will negotiate with Malta
Enterprise the possibility of signing a Memorandum of Understanding; and

ii. by the fourth quarter of 2017, a Memorandum of Understanding will be
signed with both Malta Chamber of Commerce and the General Retailers’ &
Traders’ Union.

7.2 Tackling Bureaucracy
Pledging to address and reduce bureaucracy is also a direct move towards the
commitment for excellence. Consequently:
i.

by the fourth quarter of 2017, video-tutorials, on various Customs
procedures, as well as on instructions on how to use the electronic systems,
will be produced in-house and made available to all stakeholders; and

ii. by the first quarter of 2018, in collaboration with the Office of the
Commissioner for Simplification and Reduction of Bureaucracy, the Customs
Department will embark on an aggressive programme aimed to simplify
the Department’s procedures in order to reduce, and possibly eliminate,
unwarranted administrative burden and enhance the competitiveness of
the Maltese economy.
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7.3 Trade Facilitation
Apart from the several initiatives mentioned throughout this plan, additional measures
will be taken by the Department towards legitimate trade facilitation, namely:
i.

in view of a popular demand to provide electronic payment facilities, the
Department contracted the supplier of the Accounts system to develop an
online payment application. Work on the development of the online payment
application is in an advanced stage and will be ready by the beginning of 2017.
Economic operators and travellers will be able to pay taxes due by credit or debit
cards through the online payment application. In parallel, the Department is in
discussion with the major local banks to extend the online payment by allowing
payments to be settled via the banks’ IBAN infrastructure. The online payment
application version, that accepts payment by credit and debit cards, is projected
to be launched in the first quarter of 2017. With the Import System presently in
operation, there are plans to launch the extended online payment application,
that accepts payment via IBAN, together with the NIS, by the first quarter of 2017;

ii. the Department will constantly monitor Authorised Economic Operators to
ascertain that benefits, like the utilisation of simplified procedures, non-physical
controls, deferred payments etc are maximised;
iii. the issue of putting in practice the use of e-forms will be immediately addressed;
iv. by the second quarter of 2017, the Department’s services will be included in the
BUSINESSfirst initiative of Malta Enterprise;
v. where practicable, ongoing initiatives aimed towards the implementation of
working hours for better public convenience, will be adopted;
vi. by the first quarter of 2018, the Department will introduce a comprehensive userfriendly business link, in the Department’s website, aimed to cater for the needs
of the business community; and
vii. by the fourth quarter of 2018, the Department will launch its Call Centre,
incorporating the functions of the Customer Services, the Secretariat, the Front
Office, the Registry and the Communications Office, and their services will be
structured into three lines of support.
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section 8

The Department’s
International Role
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The Malta Customs Department’s operations and policies are intrinsically
associated with the European Union. Throughout the recent past, the Department
has evolved and played an active role in shaping the EU Customs Policy. However,
the Department’s commitments go beyond, as it has the onerous task of abiding
and fulfilling Malta’s international obligations. This is particularly apt in its remit
to foster legitimate trade-flows while actively contributing to safeguarding the
security and safety of the supply chain through several initiatives.

8.1 international responsibilities
The international responsibilities of Malta’s Customs Department are twofold:
•

at supra-national level; situated at the southern-most peripheral of the European
Union, the Maltese Customs Department plays a significant role as one of the
Union’s important gateways. Within this framework, the Department shares
the responsibility of the external frontier of the European Union with other
Member States primarily through joint operations with other administrations
as well as the sharing of good practice and associated knowledge. It also
shares experience and expertise while contributing to the development of the
Customs and Excise policies at a European Union level.
For this reason, Malta Customs is subject to audit by the European Court
of Auditors, DG Budget and DG Taxud, in relation to the Department’s
implementation of European Customs legislation and its associate procedures.

•

at international level; international co-operation between tax and customs
administrations is a necessary response to the worldwide mobility of wealth
and economic activity. It is also a vital response to cross-frontier tax fraud as
well as to the deepening of international security concerns of recent years.
The collaboration activity and information exchange mechanisms set
out in the international conventions allow for preventive operations and
actions, particularly in safeguarding the relevant revenue and combating
international fraud. The Department also contributes to the development of
pertinent policies at the World Customs Organisation (WCO), the World Trade
Organisation (WTO), and other relevant fora.
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8.2 The Presidency of the Council of
the European Union
Throughout the first semester of 2017, Malta will be holding the Presidency of the Council
of the European Union. This is of particular significance for the Department since the
Customs Union is one of the founding pillars of the European Union and an essential
element for the functioning of its single market.
The Department’s engagements will be as follows:
i.

throughout the Presidency, the Customs team will be holding a total of twenty
Council meetings. The Department will be chairing twelve Working Parties on the
Customs Union, one of which will be held locally, and seven Customs Cooperation
Working Parties consisting of four Plenaries and three Experts’ sessions. In addition,
a High Level Directors General meeting is likely to be held within the Council’s
structure; and

ii. an evaluation of United Kingdom’s present decision to exit from the European
Union and its impact on the Customs Union is anticipated. The foundations for
such discussions are likely to be prepared under Malta’s term and would need to
be followed on by the incoming Presidencies.
The overriding objective of the Department throughout the Presidency will be manifested
as ‘A more competitive, yet secure European Union’.

8.2.1 Customs Cooperation
The Maltese Presidency will ensure the proper implementation of the 8th Action Plan of
the Customs Cooperation Working Party. Therefore:
i.

it will continue to further align the Action Points addressed therein with the EU
Policy Cycle’s, Operational Annual Plans;

ii. it will also initiate preparations for the 9th Action Plan which will commence in
January 2018; and
iii. the Maltese Presidency will also work towards increasing the Customs’ role in the
fight against terrorism by contributing to the strengthening of the EU’s external
borders through further cooperation with other border agencies, with the
intention to safeguard and expedite legitimate trade and passenger flow through
these borders. Malta will explore possibilities for further Customs support to other
law enforcement agencies in the fight against terrorism and other organised
crime at the blue border.
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8.2.2 Customs Union
As part of the 7th Trio:
i.

Malta will embark on initiatives, in line with those undertaken by The
Netherlands and Slovakia, to increase the Customs’ visibility within the
Council;

ii. Malta shall contribute towards better governance as well as further
simplification of the policy-making process of the Customs working parties;
and
iii. the Presidency aims at working towards the enhancement of harmonisation
of controls at the EU’s external borders, thus contributing to the EU’s
international trade commitments and fostering trade within the EU internal
market.
This will also help in the fight against the illicit exploitation of the legitimate trade
routes by criminal groups as well as contributing to the curbing of tax evasion and
avoidance. Therefore:
i.
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against this background, Malta is also planning to hold a High Level Seminar
for Heads of Customs and Tax authorities in order to discuss possibilities for
further cooperation.
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section 9

Conclusion
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9.1 149 Measures Aiming for 10% to
12% Efficiency Gain
The Customs Department is convinced that, by adopting the 149 measures of
this Strategy, its efficiency gain levels ought to increase by 10% - 12%. Hence, this
should reflect in an increase in:
•
•
•
•
•
•

trade facilitation measures to compliant traders;
detection of infringements by non-compliant traders;
security and safety measures;
clients’ satisfaction;
revenue collection; and
job satisfaction and environment friendliness experienced by Customs
personnel.

9.2 Deliverability Assessment
Nonetheless, it has to be ascertained that every pledged measure is being
implemented in time and in content. Therefore, the Department’s commitment in
this regard is twofold, that is:
i.

with immediate effect, the Customs Business Plan Board (CBPB) will be
renamed the Customs Business Strategy Monitoring Board (CBSMB) to
enable Management to take continuous stock-take of the progress achieved
in the timely implementation of the measures contemplated in this 2017 2019 Business Strategy; and

ii. by the fourth quarter of 2018, the Department will commission an
independent audit firm/entity, with the specific assignment being of
providing a detailed deliverability assessment of this Strategy. Thus,
both the implementation and the effectiveness of every measure will be
monitored and assessed.
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NITOR IN ADVERSUM

