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O VISION

Sustained tobacco production, value addition and marketing.

MISSION

Provision of effective and efficient regulatory services using modern
technologies to promote the development of the tobacco industry
that operates in an accountable and compliant manner.

CORE VALUES

Professionalism

The Commission shall professionally execute its mandate in a
fransparent and accountable manner.

Integrity
The Commission shall conduct its business in an honest, principled
and corrupt free manner.

Compliance

The Commission shall always comply with domestic and international
standards.

Gender Sensitiveness

The Commission shall always consider gender issues in its operations.

Research and Innovation

The Commission shall undertake research to ensure evidence-based
decision making and promote innovation.
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MESSAGE FROM
THE CHAIRPERSON

OF THE BOARD

“I am delighted fo see that we
have a new strategic plan to guide
us in our operations in the next five
years, from 2025 to 2030. This
strategic plan provides us with a
new opportunity to build on our
achievements in the past two
years to conquer new spaces as
part of our growth.”

two things which we will endeavour to accomplish by 2030. The first is to

increase tobacco production to 200 million kilograms. The second is to secure
new markets for our tobacco. Through the implementation of this strategic plan, we
will be able to promote Malawi tobacco as the best brand in the world, thereby
creating more demand for our green gold.

D uring the opening of the 2023 tobacco selling season, we promised the nation

With continued support from all our stakeholders, | am confident that these dreams
will be realized, making tobacco remain a sure source of foreign exchange earnings
forthe Malawieconomy.

The Board of Commissioners will provide all the necessary support to Tobacco
Commission management in ensuring the smooth and effective implementation of
this strategic plan.

| applaud the management of the Commission and the strategic plan development
team that worked so hard to come up with this document so that fogether we journey
with a clear sense of direction.

Dr. Godfrey Chapola
Chairperson of the Board




STATEMENT FROM
THE ACTING CHIEF

EXECUTIVE OFFICER

Following the expiry of our two-
year (2021 -2023) strategic plan, it
became imperative that we
develop a new blue-print to
ensure guided business
undertakings.

chief among them being the reviewenactment of the Tobacco Industry Act

(20192019) which led to its repeal and then replaced with the Tobacco Industry
Act (2024). Tt is expected that the new law haswill appropriately balanced the
interests of various stakeholders. Another milestone was the expansion of our
customer portfolio. In the last two years, we secured three new tobacco buying
companies. This bolstered the assurance that tobacco will continue to anchor our
economy formany yearsto come.

l | nder the just ended strategic plan, we recorded a number of achievements,

While gains were made under the 2021 - 2023 plan, some areas remained a
challenge. Principal among these were low tobacco volumes in the 2022 farming
season due to weather pattern inconsistencies. For this reason, in the 2025 — 2030
strategic plan, we want to prepare ourselves for such eventualities. We will maintain
our target of 200 million kilograms annual production. Among our various strategies
tofor achieve the targeting that is the promotion of mega farms andof supplementary
irrigationintobacco farming. and mega farming.

In the new plan, we will be pursuing many new activities under the output areas that
were largely identified in the 2021 - 2023 strategic plan but which we will be executed
innew and innovative ways. The areas are as follows:-

(i) Improvedindustry operations

(i) Improved institutional performance

(i) Enhanced financial capacity, and

(iv) Enhanced service delivery and corporate affairs

| look forward to the committed implementation of what this strategic plan provides
forin orderto promote ourindustry and, ultimately, the Malawieconomy atlarge.

N

Mr. Evans Chilumpha
Acting Chief Executive Officer




FOREWORD

In the implementation of the 2021 — 2023 strategic plan, a number of milestones were
attained, taking the Commission towards the broader goals set for the fulfillment of
the mandate of the institution. The achievements notwithstanding, the Commission
faced some challenges that prevented the realization of some goalsin full.

Under the sub-goal 'Enhanced tobacco production and marketing integrity’, the
Commission was unable to implement the Know Your Grower (KYG) exercise due to
lack of finances. Growers were hard hit by the high cost of production yet their crop
attracted low prices on the floors. The monitoring of compliance issues such as child
labour fight and other issues was crippled. There was also no deliberate complaint
handling mechanism which affected stakeholder understanding of the mandate
and roles of the Commission. During the SP implementation period, the Commission
did not market tobacco as other institutions do and little research was conducted.
Some activities could also not be implemented because they were not budgeted for.

In the pursuit of the sub-goal 'Strengthened regulatory framework', budgetary
constraints derailed enforcement efforts.

Under 'Strengthened Institutional Capacity', there was no staff development in terms
of the various areas of expertise and work delivery. In addition, there was little
monitoring of the implementation of the SP and feedback was not provided.
Implementation was also adversely affected by inadequate staff awareness of the
SP. Weak infrastructure such as intermittent internet services at the divisions interfered
with communication which also affected operations.

Going forward, under the guidance of this strategic plan, there is need for efforts to
surmount the various aforementioned challenges.

For example, on the KYG, there is need to leverage relations with other stakeholders
such as ARET and the Ministry of Agriculture by collaborating with these institutions on
the project.

The Commission also needs to design and activate an effective complaint handling
mechanism to strengthen stakeholder relations and to address challenges that may
cripple industry operations.

As part of the marketing of the tobacco industry in Malawi, the Commission should
enhance public awareness of grower registration and licensing processes through
strategic sensitization campaigns. There is special need to leverage the
connectedness of community radios with prospective and current growers. Outside
production, the Commission should also engage in aggressive and innovative
marketing of Malawi tobacco. One of the components in the international marketing
strategy is demonstration of compliance of Malawi tobacco industry. There s,




FOREWORD CONT........

therefore, need to evaluate the capacity of non-contracted growers to produce
tobacco in a compliant manner during licensing. During registration, traceability
should also be enhanced. In the grand marketing strategy, the website of the
Commission should assume a strategic role.

As part of promoting compliance, the Commission should develop a Code of
Conduct for each stakeholder. This should be complemented by the development
and implementation of Market Standard Operating Procedures. Production
compliance efforts should include collaboration with local leaders and law
enforcement agencies.

To ensure personnel of the Commission are well capacitated for their work, there is
need to promote twinning arrangements with local and international bodies.

There will also be need to conduct a comprehensive research on the market
dynamics at play triggering the smuggling of tobacco into neighbouring countries. As
the country seeks to increase annual production to 200 million kilograms by 2030, the
Commission should facilitate growers' access to loans for tobacco production.

To ensure successful implementation of the institutional plans, the Commission will, as
part of its mandate, periodically call for work plans from sections to ensure proper
alignment with the SP. The HR department will be critical by implementing a
Performance Management System as employee output will have to be measured
against milestones towards the realization of the goals of the strategic plan.
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The Tobacco Commission

The Tobacco Commission (TC) was established by the Tobacco Industry
Act of 2019 to regulate and promote the production and marketing of
tobacco in Malawi. TC was formerly known as Tobacco Control
Commission (TCC) which was established in 1938 by the Control of
Tobacco Auction Floors Act. TCC replaced the Tobacco Control Board
(TCB) that was establishedin 1936.

As a statutory corporate body, the Commission subscribes to the
principles of good corporate governance, openness, integrity and
accountability, which are fundamental foundations on which effective
organizations are built.

The Commission has the requisite structures for effectiveness and proper
accountability, clear communication with stakeholders and clarity about
the roles and responsibilities of the regulator.

Rationale of the Strategic Plan

The 2021 — 2023 strategic plan, which was a reviewed version of an initial
2018 — 2023 blue print, expired in March, 2023. This necessitated the
development of a new plan to guide the business operations. TC is
therefore, embarking on a new operational cycle cognizant of the
following: -

* Negative perception of Malawitobacco, bothlocally and globally;

* Increased call for compliance with standards in tobacco
production;

* Revenue challengesfacing the Commission; and,

e The needforincreased production.

The six-year Plan takes into account the Malawi Government continued
recognition of tobacco as the country's number one forex earning crop.
The SP is supported by an Implementation Plan which appears as
Appendix 1.




TC GOVERNANCE STRUCTURE
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Ministry of Agriculture

The Ministry of Agriculture (MoA) is the overseer of the functions of the
Commission. The responsibilities of the Ministry include policy formulation,
guidance and the provision of technical support.

The Board of Commissioners

The Board of Commissioners, which is appointed by Government,
provides strategic leadership to the Commission. The Board has two
committees namely, Technical Committee and the Finance, Audit &
Appointments Committee asshownin figure 1 below.

The Board of Commissioners is responsible for policy direction and
linkages with key stakeholders, approval of policies, strategic plans and
the budget. The Board is also responsible for the appointment of
executive management.

m




Executive Management

The operational decision-making body is the Executive Management
team which also develops and operates a budget. As figurelbelow
shows, the Executive Management Team comprises of the Chief
Executive Officer, Director of Technical Services, Director of Human
Resource and Administration and Director of Finance.

The Tobacco Commission is headquartered in Lilongwe and has

divisional offices headed by Divisional Managers in Lilongwe, Blantyre,
Kasungu and Mzuzu.

TOBACCO COMMISSION STRUCTURE

Board Chairperson

Commissioners

Chief Executive

Officer

Director of
Human Resource
and
Administration

Director of Director
Technical of
Services Finance




STRATEGIC PLAN DEVELOPMENT METHODOLOGY

This Strategic Plan was developed by a purposely selected team with
diverse expertise and from different sections of the Commission.

The process involved evaluation of the previous SP, consultations with TC
staff at alllevels to solicit feedback on their perceived performance of the
SP andinput forthe new SP.

The development was also guided by two analytical tools, namely PESTEL
(Political, Economic, Social, Technological, Ecological and Legal) and
SWOT (Strengths, Weaknesses, Opportunities and Threats) analyses.

Furthermore, National Agriculture Policy, National Agriculture Investment
Plan (NAIP), Irrigation Policy, Trade Policy the Malawi 2063 and the
Tobacco Industry Act (2024) were the major benchmarks that provided
foundations for the formulation of the SP.

SWOT and PESTEL Analyses

In the development of strategic goals, initiatives and activities, the
following results of the SWOT and PESTEL analyses were taken into
account:




SWOT and PESTEL Analyses

In the development of strategic goals, initiatives and activities, the following results of
the SWOT and PESTEL analyses were taken into account:

Results of a SWOT Analysis

STRENGTHS

¢ Qudlified and experienced personnel

e Institutional memory amongst staff

o TC created by an Act of Parliament

e Reliable infrastructure

e Use of modern technologies fo enhance
operations.

o Existence of Tobacco Legislation
(Tobacco Industry Act)

o Good relationship with MDAs.

e Advises Government on tobacco issues

e Existence of offices in all regions

OPPORTUNITIES

e Existence of a structured market

¢ Availability of experienced grower base

e Availability of macro and micro
financing institutions that can provide
financial support services

o Capacity development opportunities

o Availability of modern technologies

e Availability of forestry funds

e Political will to support the industry

e Availability of Government support

e Availability of support from local and
international institutions

¢ Low global to bacco supply

o Government commitment on Mega -
farms and irrigation

e Availability of reliable water sources to
promote irrigation

e Regional collaboration - T5

WEAKNESSES

Insufficient influence over prices.

Wecak staff performance appraisals system

Lowly motivated staff

Limited research capacity

Limited and Declining revenue and resources
Limited SP implementation coordination

Limited adoption of water management
technologies/systems

Bureaucratic inefficiencies

Lack of coordination, collaboration an d
standardization of tobacco extension services

THREATS

WHO Framework Convention on Tobacco
Control (FCTC)

Regional competition in production and
marketing

Increasing pressure on natural resources.

No control over environmental factors e.g rainfall
Competition from other crops e.g. Soya ,
macademia, bananas, coffee etc

Impact of non -compliance to local and global
demands/standards.

Climate change

llegal cross border trade

Bureaucratic inefficiencies

Loan default by growers

Low adoption of new and appropriate
fechnologies by tobacco growers.

Low prices

Increasing rural - urban migration

Corruption

Land locked country

Increased litigation on tobacco.

Lack of effective competition on the market.
Negative publicity

Seasonality of some operations

Declining revenue and resources




Results of a PESTEL Analysis

CATEGORY e EFFECTS
Commitment to end corruption Conducive environment for the regulation and
— promotion of the tobacco industry
Stability and peace Lack of continuity of policy
Democracy implementation/direction
Change of regimes
Mis-alignment  of instfitutional  policies to
Government policies
Political interference
Institutional inefficiency and ineffectiveness
T i Inconsistencies in industry regulation
Political ax policy Incentivize tobacco production
Economic liberalized markets Prone to lose players to other markets
High _exchgnge rate High operational costs
High inflation rate Highly attractive to foreign investors
High operational c osts
High interest rates Increased cost of borrowing
Reduced industry growth
Rising Labour costs High operational costs
social PO UGB QIR Reduced Land allocated to tobacco
Increased labour availability
High poverty levels among
tobacco growers Low capacity to afford technologies
High literacy rate amongst
smallholder farmers Low adoption rate of technologies/innovations
Prone to exploitation by other stakeholders
Slow information uptake
Failure to hold service providers acco untable
Technological Slow technology adoption Reduced efficiency
Minimal regional and global integration
Compromised systems and procedures
Non-automation of some | Reduced efficiency
processes/operations Costly/expensive
Poor Information Man agement
Ecological/ Climate change Distortion of industry calendar
Environmental Reduced efficiency
Erratic production
Environmental policies Improved industry sustainability
Health and safety laws Improved industry sustainability
Legal TIA Enhanced regulatory capacity
Absence of TIA regulations Limited enforcement capacity
Labour laws Improved compliance to demands/standards
Increased cost of labour




SYNOPSIS

OF THE STRATEGIC PLAN

This strategic plan:-

* Qutlines vision, mission and core values;

e |dentifies our strengths, weaknesses, opportunities and threats through
aSWOT analysis;

Sets out clearstrategic objectives and direction for the Commission;
Formulates specific strategic activities for the set goals and objectives;
Maps out the implementation plan for the strategic activities; and,
Enumerates how ourimplemented activities will be evaluated.

All these are set out and identified to ensure effective discharge of the
mandate of the Commission.
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STRATEGIC GOALS

This SP has four Strategic Goals that focus on the Commission's Vision of
Sustained tobacco production, marketing and value addition.

These are:-
1. Toimprove industry operations;
2. Toimprove institutional performance;
3. Toenhance financial capacity; and,
4. Toenhance service delivery and corporate affairs.

HIGHLIGHTS OF THE STRATEGIC PLAN

This strategic planis anchored on the following key areas:-
1. Reviewed strategic direction;
2. Increased production through the promotion of mega farms and
supplementaryirrigation and mega farmingin tobacco;
3. Promote tobacco farming as an attractive venture;
4. Brand Malawitobacco; and
5. Improve stakeholderrelations.

STRATEGIC INITIATIVES AND OUTPUTS

The table below is a summary of the initiatives that will be undertaken
under each strategic goal and the expected outcomes.




Strategic Goal Number 1: To improve indusiry operations

Strategic Outcome Strategic Initiative Output
Implement Know Your Grower (KYG) Improved fobacco traceability
Improved compliance Exercise
Work with stakeholders on provision of Improved fobacco extension services
extension
Monitor compliance Compliance enforced
Reduce fobacco vending Reduced tobacco vending
Reinforce regulatory framework Reinforced regulatory framework
Conduct Act awareness Improved understanding of the Act
Reduce cross -border frade Reduced cross -border tfrade
Reduce labour malpractices Improved compliance to labour standards
Implement ESG strategy ESG Strategy Implemented
Implement Landscape  Restoration
Strategy Landscape Restoration Strategy implemented
Optimal fobacco
production Increase fobacco demand Increased demand
Enhance Malawi fobacco brand Enhanced brand for Malawi fobacco
Produce more tobacco Increased production
Improve tobacco prices Competitive (Better) tobacco prices

Reduce the cost of producing tobacco Reduced cost of producing tobacco

Promote irrigation in fobacco Imigated fobacco production infroduced

Adopt GoM's Mega farms strategy in
tobacco Mega f arms concept promoted

Maximized fobacco Improve tobacco exports and imports

benefits reconciliation Exports and imports fracked

Increase value of tobacco Increased tobacco products
Strategic Goal Number 2: To improve Financial Capacity

Enhanced financial

prudence Improve budgeting Improved budget compliance
Efficient use of resources Improved resource utilization

Increased revenue Diversifying income sources Increased revenue streams
Optimize existing revenue = streams Revenue streams optimized
Strategic Goal Number 3: To Improve Institutional Performance

High caliber staff Train staff Trained staff
Enter twinning arrangements with local Enhanced collaboration
and international bodies
Embark on Continuous  Professional | CPD programmes conducted
Development (CPD) programmes.
Implement Performance Management Continuous staff performance management
System (PMS)

Improved staff retention | Adopt Staff Reward System (SRS) SRS in place
Review of remuneration packages Competitive remuneration
Introduce career planning Careers planned
Regular review of policies (All TC Policies) Policies up to date/Policies reviewed
Ensure a good working environment Improved staff morale




Mainstream Cross-Cutting issues
(Sexual harassment, Disability,
Mental issues, HIV/AIDS, Gender
equality, staff innovation)

Cross cutting issues Policy in place

Effective
communication

Create formal communication
procedures

Improved communication

Improve institutional opemess
and information sharing

Improved access to information

Corrupt free TC Make Institutional  Integrity | Active IIC
Committee (lIC) vibrant
Fraud and corruption | Improved corruption index
prevention
Mindset change Implement  staff  behavioral| Behavioral change prograns
change programs implemented
Improved Automate HR systems and| Automated HR systems and processes
infrastructure processes

Enhance acquisition of capital
assets

Adequate capital assets

Automation of procurement| Procurement automated
procedures

Automation of internal audit | Audit procedures automated
processes

Integration of  accounting| ERP procured

systems with other systems

Enhance TIMS

TIMS enhanced

Improve IMS developed
Knowledge/information
Management
Strategic Goal Number 4: To improveservice delivery and corporate affairs
Improve regional integration
Enhanced and collaboration
Corporate image (counterparts) Improved collaboration
Hold annudal tobacco
knowledge sharing symposia Knowledge shared
Intensify Corporate Social
Responsibility (CSR) Improved CSR
Enhance  visibility of  the
Commission Enhanced visibility
Intensify TC publicity Improved information dissemination
Customer Improve institutional

satisfaction

accountability

Improved accountability

Enhance complaint handlng

Improved complaint handling

Strengthened
research
development

and

Improve research techniques

Improved techniques

Enhance research

Improved knowledge

Effective Strategic
plan
implementation

Improve planning

Enhanced planning

Improve monitoring and

evaluation of the SP

Effective M&E




MANAGEMENT, IMPLEMENTATION

AND MONITORING OF THE
STRATEGIC PLAN

Below are the institutional arrangements that will provide guidance to the
various sections that are expected to play critical roles in the SP
implementation.

The Board

The Board is expected to approve an appropriate budget and oversee
the operations of TC. In this regard, the Board will receive reports on the
implementation of the Strategic Plan bi-annually. This will enable the
Board to measure progress and address challenges in the
implementation of the Plan.

T+
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Operational Planning and Budgeting

From the strategic plan TC management will develop budgets and bi-
annual work plans which will review implementation of these two bi-
annually. Management shall be responsible for extracting activities from
the SP to ensure implementation and liaise with the task force in tracking
performance of the SP.

Resource Mobilization

Resources for this SP shall be mobilized through the Commission's
mandated revenue streams. Management will lead in resource
mobilization and allocation.

Review of the Strategic Plan

Management will bi-annually review progress in implementing the SP,
identify challenges and recommend ways to address them. This will
provide an avenue for adjusting work plans for the subsequent period.

STRATEGIC PLAN IMPLEMENTATION MONITORING AND
EVALUATION

To ensure timely implementation of the strategies set out in this Plan, TC's
Corporate Planning and Development (CPD) section will be responsible
for monitoring and evaluating the implementation of activities and
advise the Chief Executive Officer (CEO) accordingly on progress and
emerging issues. Implementation will therefore be monitored through
quarterly reviews to show progress made.

The section will facilitate the development of the monitoring and
evaluation tools.

ENABLERS

The following are the factors considered key to the successful
implementation of this SP:-

Adequateresourcesto execute TC's mandate

Sustained management and staff commitment

Adequateresearch and monitoring

Soundrelationship with stakeholders

Integrity inservice delivery

_
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STRATEGIC PLAN DEVELOPMENT COMMITTEE

This strategic plan was developed by the following members of the Commission:-

Name Position
Evans Chilumpha ACEO
George Chinkhandwe DTS
Chimwemwe Tembo ADOF
Chilungamo Kambilinya CPDM
Alison Kambili DM-LL
Chimwemwe Chifomboti ELM
Bright Chipao HROSM
Elijah Phiri ICTM
Rhoda Zaniku IAM
Penjani Singini DM-MZ
Isaac Chikolola DM-KU
Dorothy Tembo DM-LE
Yankho Kombauwa PMEO
Telephorus Chigwenembe PRO
Grace Chiusiwa PA-CEO
Kate Chikhoswe EA-DTS




Together Against

ILLEGAL

Tobacco Vending!

CHILDREN DESERVE BETTER

STOP CHILD
LABOUR!




DUR TOEACCD OUR ECOMOMY

PROTECT OUR ECONOMY

END ILLEGAL TOBACCO
\‘, CROSS BORDER

LY
S Say No to

TOBACCO
NESTING







Head Office

P. O. Box 40045,
Kanengo Lilongwe 4,
Malawi

Tel: 01712 777101712 305
0885 303 426
0998 256 545

Fax: 01 712632101712 676

Qmail: tcc@tccmw.com

CONTACTS

Limbe Division Office

P. O. Box 5080,
Limbe,
Malawi

Tel: 01840 118
01840 681
Fax: 01840 681

Email: limbe@tccmw.com

Mzuzu Division Office

P. O. Box 20321,
Luwinga, Mzuzu 2,
Malawi

Tel: 01320 947
01320 272
Fax: 01320 832

Email: mzuzu@tccmw.com

Kasungu Division Office

P. O. Box 311,
Kasungu,
Malawi

Tel: 01254101
01254 401

Email: kasungu@tccmw.com/
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