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INTRODUCTION
1. The WCO Columbus Programme was launched in January 2006 and is the largest and most comprehensive Customs capacity building initiative on record.  The aim of the Programme is full implementation of the Framework of Standards to Secure and Facilitate Global Trade, but it is also being carried out in preparation for the possible outcome of the WTO Negotiations on Trade Facilitation in Geneva as well to support the implementation of other WCO instruments, such as the Revised Kyoto Convention (RKC).

2. To date, 156 of the WCO’s 174 Members have signed the Letter of Intent to implement the Framework of Standards.  114 Customs administrations have asked the WCO for capacity building assistance and have thus become beneficiaries of the Columbus Programme
.

3. The Columbus Programme consists of three phases :

· Phase I, needs assessment, is a comprehensive diagnostic needs assessment of the current situation in the country both in terms of its overall development capacity and as well as its compliance with the SAFE Framework of Standards (SAFE FoS).  Use of the WCO Diagnostic Framework Tool has been acknowledged by organizations such as the UN, OECD, the World Bank (WB), IMF and others.

· Phase II, implementation, comprises all the steps taken by Members to progress within the development cycle (from preparation and approval of a comprehensive modernization programme to obtaining adequate political and financial support right up to full implementation). 
· Phase III, monitoring, involves monitoring and evaluation of progress.

4. Out of the 114 beneficiary Members of the Columbus Programme, 107 have already received a diagnostic mission or have a confirmed plan for delivery of their diagnostics.

5. The needs assessment diagnosis is carried out by two WCO-accredited capacity building experts. During the diagnostic mission, the experts interview Customs policymakers, senior Customs managers and all relevant parties including members of the trade community and other border agencies.

6. The mission results in a diagnostic report covering the current situation, gap analysis to full implementation and the suggested way forward through a number of recommendations.

7. An estimation
 on the needs assessment done after Phase I of the Programme pointed out that approximately :

· 16 % of WCO Members have not requested assistance from the WCO or required little or no capacity building support.  The assumption is that these administrations already have all the supporting structures in place and full capability to obtain political support and initiate and successfully manage their organizational development process;

· 11 % of WCO Members may require technical assistance and training for senior and middle managers.  The understanding is that these administrations also have the core support structures in place and capacity to initiate and manage their organizational development process, but may need assistance to ensure full understanding of new Customs operational concepts and their implications for implementation (e.g. Authorized Economic Operator (AEO), receipt of advance information, introduction of Non-Intrusive Inspection (NII) solutions, Co-ordinated Border Management, Single Window, etc.);

· 22 % of WCO Members will need to introduce new policies and support structures.  These administrations are still in the middle of developing processes to implement specific capacities (e.g. intelligence and risk management functions, post-clearance audit, IT solutions, etc.). The development of some of these functions should be completed as a requisite step before implementing more complex standards (e.g. common risk management policies and exchange of electronic data).  In some Member administrations there will be a need for political support to reassure policymakers that Customs administrations play an important role not only in revenue collection and trade facilitation, but also in social protection, supply chain security and the generation of statistics (development projects should adopt a holistic approach to all these roles); and

· 51 % of WCO Members will need a more comprehensive reform and modernization programme, requiring the development of both technical capacities and administrative structures (those mentioned in the paragraph above plus human resource (HR) development, training capacity, information technology (IT) development capacity, etc.). Some of these administrations might enjoy considerable engagement at the Customs administration level, but have limited political support or funding available for Customs reform.  In some cases, there will be a need to include Customs modernization in the government’s list of priorities.

8. Phase II of the Programme comprises all activities undertaken by beneficiary Members to progress within the development cycle: from preparation and approval of a comprehensive modernization programme (taking on board the diagnostic recommendations) to gathering adequate political and financial support and piloting activities and new functions right up to full implementation.

9. It must be noted that progress in Phase II of the Programme calls more for ownership and initiatives led by the Member administrations than for the delivery of missions by external experts (as in Phase I).  The pace of the implementation processes also differs between Members and regions, and Programme support is being tailored to each individual case.

10. For many Members, the level of development required varies and considerable assistance is requested in order to reach the point of implementation.  Given the limitations, the support which Members could expect from the Columbus Programme during Phase II has been specified to include :

(1) Political support for reform;

(2) Strategic action planning;

(3) Business case development;

(4) Donor or expertise brokering.

11. It is worth reiterating that the responsibility for implementation falls to the beneficiary Member.  It is important that the Member uses this phase of the programme to continue developing the technical and developmental knowledge and skills required to manage and maintain its own reform programme.

12. All Phase II Missions are carried out at the request of the Member.  The Secretariat does not issue reminders indicating that Phase II missions are required.  However, a natural step forward is to start Phase II with an action planning mission, held with the senior managers of the Customs Service.  This meeting provides an initial opportunity to fully review the findings of the diagnostic mission, to ensure understanding of the recommendations and, if applicable, to review any plan developed or being implemented by the administration.

13. From this point onwards, the next steps in the process will be specific to the Member and will depend on :

(1) The political support required;

(2) The extent of development required;

(3) The Member’s level of understanding of modern Customs concepts;

(4) The Member’s level of understanding of organizational development techniques
(e.g. project planning, project management, change management, etc)
;

(5) The scope of existing projects, donor engagement and co-ordination required;

(6) The Member’s need to absorb the implications of the development requirement and have national consultations regarding the priorities.

14. Additional Phase II support, where necessary, will consist of some or all of the following, as required by the individual Member and subject to availability of financial resources and expertise :

(1) Visits by the Secretary General or Director to meet Ministers and policymakers in order to encourage support for Customs reform;

(2) Seminars on modern Customs techniques, at regional and national levels, for the senior management team to help them clearly understand their interlinkage and the implications of their adoption;

(3) Advice on programme and change management (organizational development);

(4) Further programme and project planning support, including the collection of baseline data (e.g. Time Release Studies (TRS));

(5) Donor or stakeholder co-ordination meetings; and

(6) Technical assistance or training activities on specific Customs technical areas.

15. To help carry out Columbus Programme diagnostic missions, the Capacity Building Directorate (CBD) has set up a pool of experts.  This was achieved by means of several accreditation workshops during 2006 and 2007.  These experts were responsible for the delivery of Phase I of the Programme.  However, many of these experts, especially the team leaders, are no longer available either because they have moved to other positions within their administration or because they have left their Customs administration.  CBD consequently still needs to organize additional diagnostic facilitators accreditation workshops to build the capacity to complete pending diagnostic missions and to prepare for Phase III of the Programme (the expert skills required for Phase III and Phase I are similar).

16. Given the Secretariat’s limited human and financial resources, and taking into account the needs of Phase II, a new and improved process has been developed with specific and transparent procedures that will lead to the accreditation of experts.  Pilot events have been conducted in the Asia/Pacific and Europe regions.

17. For Phase II of the Programme, the Secretariat has identified three different  types of experts to be accredited and engaged :

· Customs Modernization Advisors - to support the organizational development process through the provision of strategic advice and facilitation for strategic planning, business case preparation, project management, donor co-ordination and monitoring;

· Customs Technical Operational Advisors - Customs officers specialized in technical and operational subjects (e.g. intelligence and risk management, IT, Single Window, scanners, etc.), preferably with experience in the management and implementation of similar projects in their national administrations; and

· Trainers
 -experts possessing both training skills and technical knowledge on Customs subjects.  They are expected to support the delivery of training in the WCO Regional Training Centres (RTCs).

18. The pool of experts will take regional representation into account, so as to encourage regionalization of assistance delivery and language diversity.  Over the coming months, the WCO Secretariat will work closely with donor Members with a view to building a Phase II pool of experts which will expedite and enhance capacity building activities.

19. The Columbus Programme already has 69
 countries in the implementation phase.  Supporting activities for Phase II are planned and delivered upon request by Members.  To date, the Programme has been able to meet to all the requests made.
20. The information contained in this report includes bilateral assistance provided by
US Customs and Border Protection and the Canada Border Service Agency, under their bilateral co-operation programmes.  Any other administrations that provide assistance to implement WCO standards and the SAFE FoS are encouraged to inform the Secretariat and this report will be updated accordingly.
21. For any specific information, amendment or update to this report relating to a country or region, Members may contact :

	Asia/Pacific Region

Henk Van Zandwijk Henk.VanZandwijk@wcoomd.org
	East and Southern Africa Region

Zizela Mawete Zizela.Mawete@wcoomd.org

	Europe Region

Vitali Mikeladze Vitali.Mikeladze@wcoomd.org
Mukhtar Baibulov Mukhtar.Baibulov@wcoomd.org
	North of Africa, Near and Middle East (MENA) Region

Mohammad Obeidat Mohammad.Obeidat@wcoomd.org

	Americas and Caribbean Region

Eleanor Thornton Eleanor.Thornton@wcoomd.org
	West and Central Africa Region

Daniel Perrier

Daniel.Perrier@wcoomd.org


Or the Columbus Programme Manager:

Ernani Checcucci

(ernani.checcucci@wcoomd.org)

*
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°

Annex I

III – Europe

(September 2009)
1. Statistics on the Columbus Programme and its deliverables

General:
· 51 WCO Members (Bosnia and Herzegovina acceded WCO in 2008)

· 47 have signed the Letter of Intent

· 15 Members have requested assistance under the Columbus Programme

Phase I:

· 15 diagnostic missions delivered

Phase II:

· 11 Members in Phase II (having reported progress or received further support)
	Actions
	Deliverables

	2 Regional Workshops on the SAFE FoS
	Over 80 managers/officers now have enhanced knowledge of the SAFE FoS

	1 Regional Workshop on the HS
	25 managers/officers now have enhanced knowledge of the HS

	2 Joint EUBAM Training workshops on Trade Facilitation  (Ukraine/Moldova)
	Through these joint missions, the WCO was able to promote its trade facilitation tools to both Customs and Business partners in two countries (50-55 participants)

	1 Sub-Regional Integrity Conference
	A common sub-regional approach and political support to improve integrity established

	1 Donor Co-ordination Mission (Moldova)
	Agreement with WB for full-scale funding of the implementation of the Columbus recommendations for 1 Member.  Diagnostic recommendations revised and Action Plan Workshop scheduled

	4 National Strategic Action Plan Workshops
	Strategic/Action Plans developed for 3 Members to implement diagnostic recommendations.

The last mission in Ukraine held in February 2009, conducted by team of UK and Dutch experts, was funded jointly by WCO/UK/Netherlands

	MOU signed regarding the provision of the WCO E-Learning System to the National Customs Administration 
	Provision of the E-Learning modules will establish excellent opportunities for training Customs staff using modern methods and materials

	1 Expert Mission to co-ordinate the E-Learning system was conducted at the RTC
	The application of the modules may raise the awareness of the Customs Academy students and enhance the Customs staff’s understanding of the contemporary Customs curriculum and methodology

	1 Regional WCO-USAID Integrity Seminar
	35 officers/managers from 3 different countries trained in international instruments, strategies and best practices to develop Integrity 

	1 Evaluation Mission on the risk management programme
	One Member’s risk management programme completely revised and a set of recommendations provided

	3 missions strengthening WCO commitment to the ADB/CAREC Customs CB programmes in Central Asia through their new trade facilitation and transport facilitation strategy (TTFS) 

	The WCO CB tools (Columbus Programme, TRS Guide) promoted.

WCO role in implementing of the ADB/CAREC’s new strategy in Central Asia secured.

ADB/CAREC funds are believed to have been secured for implementation of WCO diagnostic mission recommendations in the region.  Customs TTA projects were drafted to support the Customs modernization progress.

In November 2008, the TTFS Implementation Action Plan

was adopted.  The WCO RKC and SAFE FoS concept principles were taken as the basis for Customs CB in the region.

Considerable funds were secured for implementation of investment and Customs TTF projects, including implementation of WCO DM recommendations, application/translation of WCP training materials, etc.

Further WCO co-operation with CAREC-ADB on the implementation stage was developed.



	Regional Seminar on the WCO Data Model and UCR 
	30-35 officers with improved awareness of modern Customs concepts (Integrated Border Management, Single Window) and methods of advance information exchange, risk assessment/analyses and corresponding WCO tools

	2 ICT needs assessment expert missions were held in two Customs administrations to examine their technical compliance with the EU standards
	Experts made a broad assessment of the technical parameters of Members’ ICT systems and produced a report confirming full compatibility of Members ICT systems with the EU ICT standards for electronic data exchange

	2 NII Expert Missions were held in Member Customs administrations (CAs)
	As a result of the needs assessment, concrete projects were proposed to Members to strengthen Customs controls at borders and to procure NII systems   

	WCO Dog Training Centre accredited (Uzbekistan)
	The new Centre will increase the European region’s ability to training Customs enforcement staff and specialized dogs    

	Joint Action Plan with EEC (Eurasian Economic Community) drafted for subsequent adoption 
	The document will strengthen co-operation with this important regional Organization in more focused way

	Tripartite MOU signed by the WCO, WB and the Customs Administration (CA) of Kazakhstan on Customs modernization
	Kazakhstan Customs development projects were officially launched in January 2009

	Tripartite MOU signed by the WCO and the CAs of the Netherlands and Mongolia  
	A Customs development programme has been introduced in Mongolia 

	2 Joint EUBAM Workshops on HR/Training methods (Ukraine/Moldova) 
	As a result of the missions, the WCO should be able to promote its training and E-Learning material to both Customs and Business partners in two countries (60-65 participants).

Collaboration with EUBAM to design a joint long-term Customs TTA programme is ongoing.

	1 Joint WB Mission to assess the fiscal and Customs context of the country’s economic and trade needs 
	During the mission, Customs IT and Customs procedures were determined as the main areas requiring improvement (Azerbaijan)

	1 study visit on risk management (RM)/risk analysis (RA) was arranged jointly by the WCO, the Finnish CA and SIPRI (funding) for the Serbian CA,
8 -12 March 2009
	The information on and knowledge of RM problems shared with the Serbian Delegation greatly helped Serbia to design its RM strategy and find ways to modernize its ICT system

	1 Joint WB Technical Assistance Mission (lasting two weeks)
	During the Mission, Customs current ICT system, procedures, transit procedures and concept and the broker accreditation process were broadly evaluated.

A technical report was made to the government with recommendations to facilitate economic and trade diversification/
reduce the cost of Customs processes and re-engineer the Customs ICT system (Azerbaijan)  

	2 Study Visits to WCO Headquarters were jointly by the EU and the WCO Secretariat for the CAs of Kyrgyzstan and Tajikistan (July and
October 2008)
	Presentations on SAFE FoS, Columbus Programme, E-learning, Integrated Border Management, Single Window, risk management/intelligence, CEN law enforcement system and AEO concept.

Discussions on further developments took place.

	First informal Working Group meeting of CB and training issues was held in Budapest 15-16 June 2009
	Participants: the Regional Vice-Chair (Ireland and Luxemburg)

Secretariat, RTCs 
-The ROCB implementation Action Plan adopted

-TTA Action plan for Europe adopted

Next WG meeting was set for November 2009 in Baku

	Establishment of the ROCB in Baku and two more RTC (Astana and Skopje) were adopted by the Council session in Bergen (Norway)
	The DG of Azerbaijan made an impressive presentation on the ROCB project and enjoyed members support.

The Action plan for ROCB implementation adopted.
MOUs with RTCs to be signed in September(Skopje) and December (Astana)

 

	Phase 2 WCO SG visit to Poland Belarus
	Declaration of Cooperation between Poland, Belarus and Ukraine was signed in the check-point Kuznica Bialostocka.
High level meeting with the Deputy Prime-Minister Mr. A. Kobyakov was arranged and further cooperation areas with WCO were identified. Further TTA missions were agreed with the DG.



	
	


Phase III:

· 1 Vice-Chair Report Matrix received

· 40 Member Report Matrices received

� 	Though it has not signed yet the Letter of Intent, Algeria has received capacity building assistance under the Columbus Programme through specific opportunities provided by donor administrations.


� See WCO Trends and Patterns Report - A Capacity Building Estimate, Issue 3 - June 2008.


� 	The Capacity Building Development Compendium has been developed to outline the standards used and to provide advice and guidance to Members.


� 	Through the Train-the-Trainers concept.


� 	The criteria adopted by the Secretariat to consider a Member in the second are the provision of additional support after the diagnostic mission or the report, from the Member, of progress made by their own initiative.
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