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To facilitate knowledge sharing and
collaboration among the beneficiary
countries of the Programme.

2

To promote the exchange of best
practices, challenges and opportunities
that exist in the different Customs
administrations.
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To promote results-based management in
Customs as well as the strategic
implementation of trade facilitation
measures.
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Executive Summary

This document details the conclusions of the SECO-WCO Global Trade Facilitation Programme Strategic Planning
Virtual Workshop for the Beneficiary Countries, held on 8-9 February 2022, and sets out specific recommendations
in order to facilitate the implementation of a successful strategic planning process in Customs.

This activity brought together 67 participants from the Customs Administrations of Bangladesh, Bolivia, Colombia,
Guatemala, Peru, Ukraine and Uzbekistan.

This two-day workshop, conducted within the framework of the SECO-WCO Global Trade Facilitation Programme,
provided the Customs Administrations from the participating countries the opportunity to exchange knowledge and
expand collaboration in terms of strategic planning with other countries. Furthermore, this Workshop promoted the
sharing of best practices, challenges and opportunities that exist in the various Customs administrations, with a view
to developing results-based management in Customs and the strategic implementation of trade facilitation measures.



Recommendations for
strategic planning and
results-based
management:

Making things happen

e Strategic planning is a method for
managing change in an organised,
prioritised and systematic way.

There is no single planning model; each
Customs Administration must devise,
plan and follow its own route according
to its own culture and capacities.

The techniques, theories and
methodologies are the means to
Strategic Planning, and not the end.
What really matters is to make things
happen.

Making impactful changes in Customs
Administrations is about achieving
results. The world does not need
strategic plans — it needs positive
impacts that lead organisations to a
better future.

The challenge in strategic planning is to
understand our starting point and our
desired destination: the vision for the
future of the Customs Administration that
meet the needs of the State, the foreign
trade and the society.

1.

Discover the vision of the future

When focusing too much on the present, our efforts and our energy fail to focus on what’s truly important: the
results that the organisations need.

It is important to develop a planning model that answers as many questions as necessary to describe our image
of the future.

If we want surprising answers, we need big questions.

Strategic plans are not the only way to bring about successful change; we need to spark passion within the
organisation.

This same passion must remain within our messages when we want to communicate the strategic plan.



2. Outline the path
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This means identifying the “things to do” to reach our
desired future. We must answer one question only: ‘What
do we need to do to achieve this?’

The result is a series of outlines, objectives, and projects
that aim to provide a framework for the momentum and
to guide the Customs Administration towards initiating
change.

The goal is to create plans and timelines that pave the
way towards achieving the strategic objectives.

This path is then formalized by proper project and
portfolio management and is ensured with an effective
monitoring system.

3. Understand the starting point

To do this, it is recommended to take into account the
desired outcome and the “things to do” while asking:
‘What resources and capabilities are available for
achieving my desired future?’

This shows a more positive approach than other
restrictive methods that seek to improve weaknesses or
minimise the occurrence of threats. Instead of asking
what the organisation is lacking, we should ask: ‘What
can we do with the available resources and skills?’

The key is for people to be actively involved in the in-
depth processes of considering and creating plans that
prioritise results, with a long-term vision.
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Workshop General Conclusions

Conclusion 1 — The method should not limit the strategy: strategic planning provides the opportunity to think
about the long-term visions and serves as a basis for efficient allocation of resources, accurate identification of the
capacity building needs, and prevention of duplication of efforts by multiple stakeholders. Modern Customs
Administrations base their reform and modernisation on multi-annual strategic planning models that stem from their
national development or competitiveness plans.

It is important that these national plans do not limit the organisational capacity of customs to produce specific plans
that will allow them to have flexibility and develop specific objectives, performance indicators and projects, with the
depth necessary to address the challenges faced by Customs.

Conclusion 2 — Project management: the use of project management has increased in Customs Administrations.
However, there is still a room to grow in terms of the design and implementation of Customs reform projects.

Conclusion 3= Common challenges: despite the social and cultural, economic and geographical differences, the
Customs Administrations have common goals. Therefore it is important to continue fostering dialogue between the
Programme beneficiaries.
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Workshop General Conclusions

Conclusion 4 — Performance measurement: What is not measured, cannot be improved. It is therefore vital that
Customs Administrations double their efforts to measure customs performance and monitor its progress towards its
strategic objectives.

Conclusion 5 = The pandemic forced accelerated change: COVID-19 changed our environment, increasing the
importance of being resilient and establishing crisis management mechanisms to handle this uncertainty. Our
Customs services have been able to resolve the problems that arose from this new circumstances, by accelerating
the transformation processes through increased use of technology, data analytics, risk management, procedures
digitalisation and process automation.

Conclusion 6 — Continuous cooperation is needed: it is a priority to maintain active communication and
cooperation with all key stakeholders. Over the years, Customs services have become more open to working with the
private sector, involving them in identifying objectives and designing initiatives, while promoting better transparency
and accountability.

Furthermore, donors and international organisations continue to be fundamental in supporting governments and
Customs, and in bringing together key stakeholders to achieve their common goals.
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