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WCO

“However beautiful the strategy,
you should occasionally look at
the results.”

Winston Churchill

S

Performance Measurement for
Strategic Decision Making
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Performance O
_ _ wco
Two leading perspectives

Performance as public value

the capacity of the organization to address socioeconomic
Issues of the context and produce an impact on the
socioeconomic environment

¢

Performance as production

the ability of an organization to turn resources into outputs and
outcomes

©
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Performance as production
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The performance value chain in the production logic

What What is What is Wh_at_is the
resources done? delivered? anticipated
are used? change?

1 Input |‘ Activity |‘ Output |‘ Outcomel

Inputs

I diat nt ) Ultimate
A mmediate nitermeailate Outcome
Activities } Outputs Outcome Outcome

\ ,

y f
Measuring Efficiency Measuring Effectiveness
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Elements of performance value chain — example

Feasibility . Review of SOPs -

Studies to reduce \ amendment of
conducted at the number of legislation to
borders to agencies and support ‘one-
identify support ‘one- stop-shop’
bottlenecks - :

" “one-stop-shop”
. - principle applied
Negr:ggslglgélon to optimize

control
procedures

. N
responsive and
accelerated Increased
procedures at compliance
the border

AV R/ R/

Intermediate

Outcome Trade increased

at the border

\nmediate Outcome

Economic and
revenue benefits
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Performance information roles
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Performance information roles

0

WCO

GIVING STEERING & CONTROL |LEARNING
ACCOUNT

Rationale Communicating,
explaining &
justifying
performance

Focus External

SEIfJEENI N Annual reports,
tools citizens’ charters,
performance
appraisals

www.wcoomd.org

Influencing and shaping  Improving policy,

activities capacities and/or
actions

Internal Internal

Present Future

Performance agreements, Benchmarking,
performance budgeting,  knowledge
performance-related pay management

Source: Van Dooren et al (2015)

Organizational Performance Measurement 10 ‘



Performance management as a

strategic management tool

WCO
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Performance management as a strategic management tool

O

Where are we going? Vision Vision statement WCO

How do we get there? / Strategy \ Strateiy map
Goals we have to achieve? / Objectives \ Tarlg';ets

Are we on the right track/ Measures \ Actials

What should we do/ Action Plans \Act}vons

to keep on track?

Performance management cycle

strategic planning
reporting
evaluation & outcome
reporting statement
evaluation of planning
outtputs & output
_________ oucomes statement
implementation
management by 12
objectives i performance contracts

www.wcoomd.org
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Strategy and performance measurement models

PN
n |
Integrated frameworks: The CAF Model
« Balanced Scorecard
' - 3. Peopl — — 7.People Results —
« Performance Prism opee
* Performance Pyramid | |,
Tileadarshi _ 2.Stategy& 5p - o _ 9.Key Performance
. P : - Frocesses Customer-oriented
° CAF Planning e Results
| es|u s
- 1SO 9000 }
L 4. Partnerships & u —— Responsibility _
Resources el
* Eftc. <
INNOVATION AND LEARNING
©
Vision
- Stakeholder Satisfaction @
- Strategies
- Processes Market Financial -I’::rl m
» Capabilities Efficiency
« Stakeholder Contribution
Copacy
‘ustomer
tisfaction Flexibility Producti
Reference: The Institute Way: Simplify Strategic Planning &
/ Management with the Balanced Scorecard.
Cycle
Quality Delivery time Waste

www.wcoomd.org
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KPIs and Data Management
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Objectives

To focus on the critical areas in achieving desired outcomes

Specific- what exactly is an indicator of success?

Measurable - can you track your KPIs?

Achievable - are KPIs realistic?

Relevant — do your KPIs reflect the overall goal?

Time-bound —when should KPIs be met?

Organizational Performance Measurement 15



How good should the KPIs be?

* To be used for policy making
* Relevant
« Useful for policy making
* Timely
« Balanced
* Coherent
 Attributable
« Disaggregated
« Accurate and reliable

e To be feasible
o Cost-effective
e Clear

WCO
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Value
drivers

What matters
for our internal/external
stakeholders?

How do we want to be
perceived?

Objectives

@ Specific
L Mol
N Aiguaste
@ Retevant

@ Tma—band

KPI (@)
selection \/

WCO

Workshops

Collective intelligence
Learning
Buy-in

Benchmar
king

Manageme
nt

Standards

Sources

Complianc
e

www.wcoomd.org
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? 0>
What type of KPIs” <

Quantitative
Ob] ective Activity
Lagging 4 ™
Input Do things right!

Do the right things!

Equity Outcome

Glossary of terms

Oiw -

EfflClency Effectiveness

Qualitative

Structura
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Template to submit proposals on KFPIls

KPI Metadata sheet

"Expected outcome: Increased trust in the relationship with trade

Example (fictional data)

a)

Mame of the indicator

Title af the indicator

ariation im the number of AEQ

b)

Description of the indicator
In arder fo avoid ambiguity, how can
you describe in gefail fhe indicsfor?

Annual vanation im the fotal number of
AED [Authonzed Economic Operator)
hawving a valid status, exduding the
AED recognized through MRAsS

c)

Related performance dimension

Relevant expecied owlcome the

Increased trust in the relationship with
trade

Annual variation in the total number of
AED [Authorized Economic Operator)
hawing a valid status takes into account
tihe results of AED validation/audit to
check compliance.

Among all the simplification instruments
the AED program can be accounted as
one the main value drivers for traders,
and can be seen as a good indicator for
a “two way” B2C trust.

The MRA are excluded from calculation
to avoid double counting, as they are
considered and measured with respect
to another related expected cuteoms:
enhancement of partnership! Increased
C2C intercomnnectiity.

indicator iz meant fo measure
d) Calculation method [#AED  -#FAED ) #AED o, f} Link to other indicators Examples:
In case of guantiaive indicator, how iz Which are the linkages between fhis - Compliance rate
it calcuiated? Which iz e formulsy indicafor and others? - Maintenance of Customs
scale and the measure unit? authorizations
e} Rationale [relevance) The AECQ Programmse has become the - Share of "Green/ red channel” release
centre of Pillar Il of the SAFE FoS, the - —
To what extent does the data safisfy | Customs-to-Business partnership g} Type of indicator {non- mandatary) ; gg:nr\re
information demand? companent, |:rmrH:||r_rg a standardized ( nofe that one i . » Leading
method fo assess diverse global supply fall than one ".'gjji % Effeciveness
chains and, through this understanding, % Outcome

enhance trade security and fadilitation.

AED iz a facilitation instrument
contributing to build up trust betwesan
business and Customs and to reduction
of trade costs, as well as o a smoother
mowement of goods, an increasad
market access of small-scale indusiries
and Increased voluntany tax compliance

Authorized Economic Operators will
reap benefits such as faster processing
of goods by Customs, e.g. through
reduced examination rates. This, in
turn., translates into savings in time and
COSTS.

Composie indicafors, Siuchural
indicators, Process indicadors,
Cufcome indicafors, Efectivencas
indicafors, Efficiency indicafors,
Objective indicafors, Subjective
indicafors, Quanfifaiive indicators,
Complancedmplemeniabion indicalors,
Leading indicafor, Lagging indicafors

www.wcoomd.org

h) Source of verification (S0V)

- Where and how the informafion about the
indicator can be obfained (Data zource)

- Admimizirafive recovds, special sfudies,
zample surveys, obeenvation, eic] and’ or
the svailable documented souwrce (2.9
progress reports, project accounds, official
statizfice, efc. ).

- Prirnary ar secondary data

Administrative records (intemal
mznitoning system) displayed in the
anmnual report

Example of organizational reference at
the naticnal lewel

KPPl owner is "the Head of AEQ office

The Data custedian is Mr. X | in the IT
Diepartmient

The Data Steward iz Ms. W in the
AED Office

O G



References to existing databases
and metadata (non -mandatory)
Intemnaliexternal databases amd
metadats

WCOHIMF IZ0CA

jl Periodicity (non -mandatory) early ‘ ’
When / how reguiardy & will be
messured (&g monthly, quartery, WCO
amnually, eic ).

k) Disaggregation - By enterprise scale
If applicabde (E.q. by gender) - By trade wolume

I} Targetvalue ' {non -mandatory}i 10% (Regional benchmark)
Given by standards’ benchmarks
Targets help define, in specific and
measurable ferms, the desired
oufcomes.

mj Country Example [non- mandatory) | - Mumber of enterprises accredited as
Similar lndicator used by Member AFEDs under the national AED

prOgramims
- Mumber of new AED approvals
- Mumber of declaration made by AECs

n) Disclosure policy - Public domain information
- Accountabilify preferences fo
reginicted users/oublic domain. The - It is possible to disdlose disaggregated
intended wse and disclosure of the data (annual varation in the # AECS)
resulfes; Courdry ar Uinion lewvel £ WCO
Tevel’ Public leve! - It is possible to disddose aggregated
- Where do fhe informabion data per minimum 5 Countries
dermang from the measurement
process wsing thiz indicators might
appear /be communicated
- Pozeibility fo discose defailed
or only aggregated data (zpecify
critera for aggregation, e.q. MnrmLam
number of Courfry, efc.)

o) Cther Considerations [e.g. Im order to capture the level of trust it
limitations) (non- mandatory) migit be also possible to measure the
Indicafor proposed a8 a proxy in lewel of trust declared through sureey,
absence of feasible afemative hiowever this would entail a more
measurements, afc. burdensome data collection than relying
Which are the legal consfraints on administrative data
regaring dafa collection, scquisfion
and uze?

To what exfent do current dafa sources
meset user requiements?
www.wcoomd.org Organizational Performance Measurement 20



Data Management

a valid and reliable data

» baseline data

Primary data

KPIs derived from

Data
Collection
Method

Source of
data

Frequency
of data
collection

Data
Validation




WCO Performance Measurement
Mechanism (PMM)

WCO
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WCO Performance Measurement
Mechanism PMM

¢ Working Group on Performance Measurement ;
(WGPM) established (

) i

¢ The WGPM to develop a WCO Performance

Measurement Mechanism (PMM) for comprehensive

performance measurement covering all Customs
competencies

¢ PMM to be recognized as the leading standard for
performance measurement in Customs

www.wcoomd.org
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PMM accomplished Milestones 9

WCO

¢ Goal, overall objective and specific objectives of #f
the PMM

¢ Common understanding on the list of related
expected outcomes under four dimensions of v
Customs performance (Trade Facilitation and
Economic Competitiveness; Revenue Collection;
Enforcement, Security and Protection of Society; and
Organizational Development)

¢ KPIs scope and criteria/KPI Template o

¢ two-year cycle of voluntary self-assessment followed E(
by a peer review stage, at Members’ request

* Pilot and KPI development o

www.wcoomd.org Organizational Performance Measurement 24



PMM Milestones to be accomplished O

WCO

o PMM Data Collection Platform

°* KPI development
¢ Release of PMM V.1

www.wcoomd.org WCO Progress in the area of Performance Measurement 25 ‘



Progressing in performance

measurement

WCO
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@)

Progressing in performance measurement \/

WCO
e
No Supply @ B
l
Supply C —
Van Dooren Wouter, Bouckaert Geert (2002)
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Why PM is vital PLN

What gets measured gets done | _
If you don’t measure results, you can't tell , |

success from failure

If you can’t see success, you are probably

rewarding failure
If you can’t recognize failure, you can’t correct it
If you can demonstrate results, you can win

public support (including donors)

c D
A‘%\{%B A B
A
E F
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Maka KHVEDELIDZE

Technical Officer

E-mail:maka.khvedelidze @wcoomd.org
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Valentina FERRARO
Technical Attaché

E-mail: valentina.ferraro@wcoomd.org
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