
Development Plan of ARIB for 2005-2007

The development plan of the Agricultural Registers and Information Board (ARIB) sets major developments for the organisation for 2005-2007. The development plan establishes a systematic framework for the development of ARIB and contributes to planning and management of resources, as well as risk management.

Vision: To be a notably professional paying agency in Europe.

· The ARIB will be a model and example for acceding countries, and a partner for the Member States.

· The ARIB will carry out its tasks in strict compliance with the law, and will be a trustworthy partner for both the Commission of the European Union and the Estonian cooperation partners of the ARIB.

· The ARIB will be open to innovations and enjoy high quality e-solutions and management techniques.

· The ARIB will be a cost-effectively operating organisation comprised of professional employees.

· The employees of the ARIB will be content because they are respected; people wish to come to work at the ARIB.

· Customers will consider the ARIB a friendly and fair organisation.

The mission of the ARIB is to support rural development by way of administering aids intended for specific purposes from Estonia and the EU, keeping agricultural registers and performing lawfully and effectively other duties imposed on the agency.
In order to achieve the vision set in the development plan, our staff shall be guided in their daily work by the following attitudes:

· We administrate aids and maintain registers in compliance with laws and regulations; our operations are transparent and can be observed.

· We are open for our customers and cooperation partners; we carry out our work in a fast, friendly and professional manner.

· We are diligent, systematic and professional in the performance of our duties.

The ARIB is a state agency within the area of government of the Ministry of Agriculture. In the performance of its functions, the board represents the state. The board is accountable to the minister of agriculture, who, through the mediation of the secretary-general of the Ministry of Agriculture, directs and coordinates the activities of the board and exercises supervisory control over it.

The area of activity of the ARIB is to manage state benefits and aids from the European Union for agriculture and rural development, fishery aids, measures for market organisation, state agricultural subsidies, to keep state registers of agriculture and other databases and to process and analyse the data thereof.

The European Commission exercises supervision over the activities of the ARIB as a paying agency by way of auditing the lawfulness of the payment of support. The ARIB operates pursuant to the regulations of the European Commission, taking part in drafting them either directly or through contact persons of the Ministry of Agriculture.

In the performance of its functions the ARIB cooperates with the Food and Veterinary Board, the Tax and Customs Board, the Land Board, the Plant Production Inspectorate, the Agricultural Research Centre and county environmental services.
 
The structure of the ARIB has been built pursuant to functions. The main functions are as follows:

1. Receipt and evaluation of aid applications

2. Checking aid applications

3. Calculation and payment of aids, issuing export and import licences

4. Keeping field, animal and customer registers

5. Support processes (accounting, legal assistance, document management)

Strategic subjects and key processes

We have defined strategic subjects necessary for moving toward the vision of the ARIB.

A model for acceding countries, a partner for Member States

1. We will finish Phare projects in process and will launch new approved projects (2005).

2. We will search for information on the possibilities to apply for new projects, and apply, if possible (2005-2007).

3. We will look for possibilities of apprenticeship of employees at the paying agencies of Member States and in Brussels (2005-2007).

4. We will seek possibilities for our employees to act as experts in preparing the paying agencies of the acceding countries (2005-2007).

5. We will create a system for employees to act as substitutes for absent staff, which enables the employees to participate in external projects without disturbing the work of the ARIB (2005, 2006).

6. We will take part in events concerning the work of paying agencies; we will search for and establish contacts (2005-2007).

7. We will be open to communicate our experiences to new candidate countries as well as Member States (2005-2007).

Compliance with laws

· Raising awareness about legislation

1.
We will develop our intranet page by adding presentations of the work of our departments and units (2005-2007).

3.
We will add a link about the duties of every person working in each structural unit under his or her name (2005).

4.
We will insert links to the most frequently used laws under the presentation of the legal department (2005).

5.
In-house coordination of interpretations of new laws, in cooperation with the Ministry of Agriculture and, when needed, with other agencies (2005-2007).

6.
We will pay attention to operative access to and in-house distribution of the laws of the European Union (2005-2007).

· Systematicity, transparency and traceability of activities

1.
We will map all activities and information flows on the basis of both the agency and processes, and describe the format of flow schemes and manuals (2005-2007).

2.
We will prepare standards for drawing up procedures, in order to ensure the integrity and quality of the system (2005-2006).

3.
We will make the internal audit system more effective (2005-2007).

· Innovativeness in the management of key processes

1. We will appoint a competent supervisor/coordinator who is also responsible for managing changes within the limits of a process (2005).

2. We will implement a systematic collection and treatment of amendment proposals and proposals for improvement (2005).

3. We will elaborate criteria for the approval of innovative proposals (2005).

Development of administrative capacity of the organisation

· Optimisation of IT solutions

1. We will make our cooperation with our contractual partners through improving the quality of contracts and the quality of supervision (2005-2006).

2. We will establish and adopt IT-specific standards for managing the whole software life cycle (2005).

3. We will systemise project management (2005-2006).

· Mapping and unification of processes

1. We will work out accounting methods, which enable the determination of optimum expense of the procedural process and of relevant sub-processes pursuant to the complexity of the process (2005).

2. We will inform our employees and provide them with training, making it possible to implement a procedural process at an optimum cost (2005).

3. We will improve a monitoring system, which reflects the actual state of the procedural process of applications and elicits optimum deviation from the proceeding schedule (2005).

4. We will improve the existing processing procedures of applications, which enable a smooth processing procedure (2005).

5. We will pay attention to the possibilities of using measure-based management (2006).

· Cooperation and movement of information

1. We will provide different departments with joint training and development seminars upon execution of new benefit schemes (2005-2007).

2. We will engage interdepartmental working parties and project management for executing amendments to the CAP reform (2005-2007).

3. We will organise development seminars, joint events for the whole staff at least twice a year (2005-2007).

4. We will be active, understanding, demanding and professional in our relations, and if appropriate, will regulate relations with contracts, agreements and records (2005-2007).

· Development of motivation system

1.
We will ascertain the so-called key posts and persons (2005).

2.
We will pay special attention to the key persons in recruitment, determination of wage conditions and in organising training (2005-2007).

3.
In recruitment, we will consider the specifics of each post (e.g. we will not employ over-qualified persons for posts that do not require this qualification) (2005-2007).

4.
We will acknowledge the importance of appraisal as a very strong motivator among managers of all levels (2005-2007).

5.
We will continue to carry out content and motivation-related enquiries on the basis of which it is possible to monitor the dynamics of relevant indicators (2005-2007).

6.
We will acknowledge the importance of the position of a unit head, being a manager of the primary level, as a leader (training) (2005).

7. 
We will promote rotation of employees between departments (2005-2007).

8.
We will renew our motivation system in accordance with the new Public Service Act (2005).

Improvement of the quality of service and administration

· Publicity

1. We will make two-way communication (information from the ARIB to customers and from customers to the ARIB) more effective (2005-2007).

2. We will continue systematic notification activities (2005-2007).

3. We will include the advisory system in our notification activities and will collect their feedback (2005-2007).

4. We will carry out customer satisfaction surveys at least twice a year (2005-2007).

· Improvement of the skills of front-line staff

1. We will continue to improve the training system of the ARIB, in the result of which all our new employees will complete at least one customer service course within their first year in service (2005-2007).

2. We will offer our employees, as far as practicable, communication training, which unifies the quality of services offered, the in-house communication and values of ARIB communication (2005-2007).

3. We will continuously provide in-service training (2005-2007).

· E-solutions

We will develop a customer portal so our customers can gain access to:

· The data of the animal and field register (2005).

· Electronic submission of applications for support (2006).
Last year the ARIB paid 1.8 billion kroons as support grants
In 2004 the Agricultural Registers and Information Board (ARIB) paid farmers, rural operators, local governments and the food industry in total 1.8 billion kroons as support grants, 1.3 billion of which comes from the budget of the European Union.

Last year it was possible to apply for 24 different support grants from the ARIB, and for this purpose more than 57,000 applications came in. Most applications, 52,000 in total, came in for getting support for maintenance of arable land and breeding cattle and ewes. Support was granted to 97% of the applications in the total amount of 1.15 billion kroons.

According to Katrin Noorkõiv, the deputy director-general of the ARIB, Estonia is the only new Member State which managed to pay the support grants for arable farming and land maintenance immediately during the year of accession. “From one hand it was a possibility and from the other hand a touch-stone for both farmers and officials proceeding the applications,” said Noorkõiv. “Estonia is also successful as regards the fact that last year entrepreneurs were granted structural fund support in the amount of 630 million kroons through the ARIB and 174 of the said amount was actually paid. It shows that there is a huge need for investment, as well as an ability to invest in the agricultural and rural sector.”

The year 2004 may be considered the year of completion of the SAPARD programme. “We started to distribute the investment aid of SAPARD in 2001 and last year we paid 437 million kroons of these support grants. Estonian entrepreneurs have been paid one billion kroons of the SAPARD aid by now,” said Katrin Noorkõiv.
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