


Stakeholder Analysis Template

Project Name:  AEO (Authorized Economic Operators) Pilot Study

Prepared by:  WCO –EAC RPM Team

Date: 14/02/2011

Guidelines: For every NPM, please fill column 1, 2, 3 and 4 by describing (in as much detail as possible) your key stakeholders, their issues (as you know them) and the information needs as well as the best possible source of information relating to the AEO Pilot program.  Add columns for different stakeholders/ customers as necessary.  The rest of the columns shall be developed together
Regional Level
	Project Stakeholder
	Key Stakeholder issue relating to the AEO Policy
	Specific Information Needs
	Best Source of Information Needed
	Planned Method of Delivery
	Timing Considerations

	Political



	· Ministers  in charge of EAC affairs
	-They are interested in traders of their respective countries benefiting   from the AEO- program
	-What policy changes do we need to make to enable the traders to enjoy the AEO-benefits

- How fast will the clearance time be for traders


	-EAC-AEO policy documents

-
-Respective revenue authorities.


	- Formal arrangements/Communication

-Lobbying

- Workshops

-Business community forums

-Formal arrangements/Communication

-Lobbying

- Workshops

· Websites

· Mails

· Workshops

· Media
	

	· 
	
	- How fast will the clearance time be for traders


	
	
	

	· 
	-They are interested in creating public awareness of strategic implications of the AEO.


	· How can I effectively create public awareness to the business community?


	AEO policy documents

-Business community forums

-Respective revenue authorities.


	· Websites

· Mails

· Workshops

· Media


	

	· 
	-They are interested in eradication of NTB’s


	What are the existing NTB”s and their impact on trade

How fast will the clearance time be for traders


	-WCO-SAFE framework of standards
-Respective Trade ministries

-Business community forums

-Respective revenue authorities.


	Formal arrangements/Communication

-Lobbying

- Workshops


	

	· 
	-Improving the economies of scale
	How are the economies of scale going to be improved by the AEO

How fast will the clearance time be for traders


	AEO policy documents

Business community forums

Respective revenue authorities.


	Formal arrangements/Communication

Lobbying

Workshops
EAC Secretariat

-EA television &other EA media

-Engagements with EA-Heads of states


	

	· EAC Summit(Group of Presidents)

· 
	EAC Sovereignty in political arena


	How are we going to ensure regional security is not threatened?

How is AEO going to strengthen existing institutionalized infrastructure? i.e. Customs Union, Common Market
How are we going to ensure that revenue collection is not compromised?


	-EAC-WCO Policy document on AEO

EAC-WCO change management strategy

-


	- Formal arrangements/Communication

-Lobbying

-One on one engagements with EAC Secretary General

-Engagements with EAC Council of Ministers

-Engagements with EA-Heads of states

	

	
	Regional Economic Growth
	How will the AEO promote economic growth in the region?
What duration will it take to achieve the economic growth?
What if the economic growth is not achieved?
	National statistical reports from Min of Fin & Trade, Revenue agencies, Statistical agencies 
EAC-reports

World bank reports

,


	- Formal arrangements/Communication

-Lobbying

-One on one engagements with EAC Secretary General

-Engagements with EAC Council of Ministers

-Engagements with EA-Heads of states

	

	
	Social & Political stability
	How will AEO ensure that Political stability is not compromised?

How will the AEO be able to protect/enhance regional social welfare?

	WCO-SAFE framework of standards

EAC- Customs management  Act(CMA 4th schedule )

From countries that have successfully implemented the AEO
program 

	- Formal arrangements/Communication

-Lobbying

-One on one engagements with EAC Secretary General

-Engagements with EAC Council of Ministers

-Engagements with EA-Heads of states

	

	
	Technological advancement
	How will the AEO promote regional technological advancement?
What duration will it take the region   to achieve technological advance?

What if the technological advancement is not achieved?
	-EAC AEO ICT strategy
- EAC  ICT strategy


	Formal arrangements/Communication

-Lobbying

-One on one engagements with EAC Secretary General

-Engagements with EAC Council of Ministers

-Engagements with EA-Heads of states

	

	
	Environmental protection


	How will the AEO program ensure regional  environmental protection 
	-Environmental protection agencies/Websites in the region,

-WCO-SAFE Framework of standards
	-Lobbying,

-Formal arrangements

-One on one engagements with the Minister of environmental protection, Commissioner Generals


	

	· Presidents as Individuals


	-State Sovereignty


	-Won’t the AEO program threaten state sovereignty?

-How is the AEO program going to impact on the national revenue collection?

-What other benefits will accrue from the AEO program

How are we going to ensure national security is not threatened?

How is AEO going to strengthen existing national infrastructure? 


	-WCO-AEC AEO policy documents

-Regulations.

-EAC- protocol

-EAC Customs management act

-National security Acts
	-Formal arrangements

-Lobbying

-One on one engagements with the Minister of Fin, Minister of trade and Minister of EAC

 
	

	· 
	-Revenues are not compromised


	-How are we going to ensure that revenue collection is not compromised?


	-National statistical reports from Min of Fin & Trade, Revenue agencies, Statistical agencies 

World bank reports


	-Formal arrangements

-Lobbying

-One on one engagements with the Minister of Fin, Minister of trade and Minister of EAC, Commissioner Generals


	

	· 
	-Economic Growth


	How will the AEO promote National economic growth?

What duration will it take to achieve national economic growth?

What if the national economic growth is not achieved?
	-National statistical reports from Min of Fin & Trade, Revenue agencies, Statistical agencies 

EAC-reports

World bank reports


	-Formal arrangements

-Lobbying

-One on one engagements with the Minister of Fin, Minister of trade and Minister of EAC, Commissioner Generals


	

	· 
	-Social &Political stability


	-How will the AEO ensure national Political stability is not compromised?

How will the AEO be able to protect/enhance national social welfare?


	WCO-SAFE framework of standards

EAC- Customs management  Act(CMA 4th schedule )

From countries that have successfully implemented the AEO

program (Japan, Sweden)


	- Formal arrangements/Communication

-Lobbying

-One on one engagements with EAC Secretary General

 
	

	· 
	-Technological advancement 


	How will the AEO promote national technological advancement?

What duration will it take to achieve national technological advancement?

What if the national technological advancement is not achieved?
	EAC AEO ICT strategy

- EAC  ICT strategy

-Ministry of ICT Website

-WCO-SAFE Framework of Standards


	Formal arrangements

-Lobbying

-One on one engagements with the Minister of ICT, Commissioner Generals


	

	· 
	-Environmental protection


	How will the AEO program ensure National environmental protection
	-National Environmental protection Websites,

-WCO-SAFE Framework
	Lobbying,

Formal arrangements

-Lobbying

-One on one engagements with the Minister of environmental protection, Commissioner Generals


	

	· EAC Secretariat


	-Regional economic growth


	-How will the AEO promote regional economic growth?

What duration will it take to achieve regional economic growth?

What if regional economic growth is not achieved?


	- EAC-reports

- EAC-Central banks reports

-National statistical reports from the Min of Fin & Trade, Revenue agencies, Statistical agencies 

World bank reports

,


	- Formal arrangements

-Lobbying

-One on one engagements with  Commissioner Generals


	

	· 
	-Eradication of NTB’s within the region 
	-What are the existing NTB”s in the region?

- How is the EAO program going to eradicate the existing NTB”s in the region?

 -What will be the impact on regional trade after eradication of NTB’s?


	-WCO-SAFE framework of standards

-EAC website

-Respective Trade ministries

-Business community forums

-Respective revenue authorities.


	-Formal arrangements

-Lobbying

- Workshops


	

	Security



	· Individual Army / Police

· Chief of defense forces of each army / Army chief of staff

· Army Council of the EAC

· Council of Ministers of defense

· Chiefs of Police


	-National security 
- Law & Order


	-How will the AEO program ensure that Regional/National security is preserved?

-How are restricted and prohibited goods going to be managed under the AEO program?

	-WCO-SAFE framework of standards
-EAC Customs Regulations.

-EAC Customs management Act

-National security Acts
	- Formal arrangements

-Lobbying

-One on one engagements with the Ministers of defense, Security, IGPs & CDFs

-One on one engagements with  Commissioner Generals


	

	· 
	
	
	
	
	

	Legislature

	· EA LA


	AEO legal framework

	-Do  the existing laws provide for implementation of the AEO program
-How is the implementation of the AEO program going to impact on the regional economic growth

	-EAC – CMA
-EAC – Protocol
- EAC Customs Regulations

- WCO SAFE framework of standards
	- Formal arrangements

-Lobbying

-One on one engagements with the MPs of  EA LA

-One on one engagements with  the EAC Secretary General, Commissioner Generals


	

	· National Assemblies and Parliaments


	AEO legal framework


	-Do  the existing laws provide for implementation of the AEO program

-How is the implementation of the AEO program going to impact on the national economic growth


	-EAC – CMA

-EAC – Protocol

- EAC Customs Regulations

- WCO SAFE framework of standards
	- Formal arrangements

-Lobbying

-One on one engagements with the national MPs

-One on one engagements with  the Commissioner Generals


	

	Judiciary

	· EAC Appeal court

· National Tax Appeal Tribunal


	Tax appeals mechanism.
	-Are there appeals mechanisms in the AEO framework? 

-How is the AEO tax appeals mechanism different from the existing mechanism?

	-EAC – CMA

-EAC – Protocol

- EAC Customs Regulations

- WCO SAFE framework of standards
	- Formal arrangements

-Lobbying

-One on one engagement with the Chiefs of justice.
-One on one engagements with  the Commissioner Generals


	

	Policy

	· EAC Council

· EAC Customs Union

· Council of Ministers

· Customs council 

· EAC CGs (of Revenue Authorities)

· Other ministries

· Regional Police bodies

· Environmental Agencies

· Standards Authorities

· Immigration Agencies

· Regional Training centres

· Investment Authorities


	Successful Implementation of the AEO
	-How does the AEO Policy help in the regional economic integration?

-How will the AEO Policy help in the achievement of the common market customs, customs union?

How does the AEO Policy help in the implementation of other regional policies?

How will the AEO Policy help in attaining economic growth?
	-WCO-SAFE FOS

-WCO-EAC-AEO Policy
-WCO-EAC SOPs

-EAC SOPs

-WCO-EAC AEO strategy documents
-EAC-CMA
	- Formal arrangements

-Lobbying

-Workshops/Seminars

-EA television
-EA print media

-One on one engagement with the respective CEOs.

 
	

	· WCO

· WTO

· Development Partners / Donors


	Successful Implementation of the AEO program
	-How will the AEO program be implemented in the region?

-Will the funding available successfully complete the implementation of the AEO program?
- Is there ownership of the AEO program in the region?

-Is the AEO implementation supporting the movement towards EAC integration process?

-Is the AEO program promoting risk based approaches in border management 

-Is the AEO program going to enhance capacity building in the region? 
-Are the existing donor partners linked to AEO program?

	-WCO-SAFE framework of standards

-WCO-EAC-AEO Policy

-WCO-EAC SOPs

-EAC SOPs

-WCO-EAC AEO strategy documents

-EAC-CMA

	- Formal arrangements

-Lobbying

-Capacity building workshops –AEO working group sessions

-WCO EAC websites(wcoeac-tfp.net)


	

	Governance 

	· Individual Boards of Revenue Administration

· Individual Ministries of Finance

· Trade Ministries


	-Trade facilitation & Increased revenue collection


	-How is the AEO implementation Program going to reduce clearance time?

-How will the AEO implementation program increase revenue collection?

-How will the AEO Program enhance capacity building in the region? 
-Will the AEO Program enhance economic growth?
	-WCO-SAFE framework of standards

-WCO-EAC-AEO Policy

-WCO-EAC SOPs

-EAC SOPs

-WCO-EAC AEO strategy documents

-EAC-CMA

-National statistical reports from the Min of Fin & Trade, Revenue agencies, Statistical agencies 


	- Formal arrangements

-Lobbying

-Capacity building workshops –AEO working group sessions

-WCO EAC websites(wcoeac-tfp.net)


	

	Management

	Steering committee


	-Successful management of the AEO program


	- How is the AEO program going to be funded?

-How is the regional AEO governance structure going to be formulated?

-What are the Objectives of the AEO program?

-How is the AEO program going to support the implementation of EA-Common Market


	- WCO-SAFE framework of standards

-WCO-EAC-AEO Policy

-WCO-EAC SOPs

-EAC SOPs

-WCO-EAC AEO strategy documents

-EAC-CMA

-National statistical reports 


	-  Formal arrangements

-Lobbying

-Capacity building workshops –AEO working group sessions

-WCO EAC websites(wcoeac-tfp.net)


	

	· Individual Top decision Makers (Group that does not exceed 10 members)

· Individual CGs

· Individual Commissioners

· Individual Directors
	-improved service delivery 

- Increased revenue collection


	How is the AEO implementation Program going to improve service delivery?

-How will the AEO implementation program increase revenue collection?

-How will the AEO Program enhance capacity building in the region? 
	WCO-SAFE framework of standards

-WCO-EAC-AEO Policy

-WCO-EAC SOPs

-EAC SOPs

-WCO-EAC AEO strategy documents

-EAC-CMA

-National statistical reports 


	-Formal arrangements

-Lobbying

-Capacity building workshops –AEO working group sessions

-WCO EAC websites(wcoeac-tfp.net)


	

	· Regional Project Manager 
	Oversee the Success of the AEO program in the region.
	- What are the Objectives of the AEO program?

- What are my benefits from the AEO program?

-How is the AEO program going to be funded?
-What is the governance structure for AEO program? 
-How is the AEO program going to support the implementation of EA-Common Market?

	-WCO-SAFE framework of standards

-WCO-EAC-AEO Policy

-WCO-EAC SOPs

-EAC SOPs

-WCO-EAC AEO strategy documents

-EAC-CMA

-National statistical reports 

-NPMs & RPM TORs 


	- Formal arrangements

-Capacity building -workshops –AEO -Working group sessions

-WCO EAC websites(wcoeac-tfp.net)


	

	· National Project Manager
	Oversee the Success of the AEO program in the partner state.
	-What are my benefits as a national project manager?
-What is the national governance structure for AEO program? 

-How is the national AEO program going to be funded?

-How is the national AEO program going to support the implementation of EA-Common Market?


	-WCO-SAFE framework of standards

-WCO-EAC-AEO Policy

-WCO-EAC SOPs

-EAC SOPs

-WCO-EAC AEO strategy documents

-EAC-CMA

-National statistical reports 

-NPMs  TORs 


	- Formal arrangements

-Capacity building -workshops –AEO -Working group sessions

-WCO EAC websites(wcoeac-tfp.net)


	

	Staff

	· Mid management

· Customs Staff

· Domestic Tax Staff

· Tax Investigation Staff

· Customs Management Team

· All other Staff


	-Assurance of job security 

-Simplified processes & procedure

- Assurance of meeting their targets

	-How is the AEO implementation Program going to simplify processes & procedures?

-Won’t the AEO program implementation threaten staff jobs?

-How will the AEO Program enhance capacity building in the region? 

-How the AEO affect HR allocation?

-How will the AEO program affect existing IT systems? 

-How will the AEO affect the current customs environment?


	WCO-SAFE framework of standards

-WCO-EAC-AEO Policy

-WCO-EAC SOPs

-EAC SOPs

-WCO-EAC AEO strategy documents

-EAC-CMA

-Human resource Management Manuals 


	- Formal arrangements

-Lobbying

-Capacity building workshops –AEO working group sessions

-WCO EAC websites(wcoeac-tfp.net)


	

	Customer

	· Importer/Exporter and their related Associations
	· Reduce Clearance time

-Profit maximization 

· Predictability / consistency of the Clearance Process

· No Bureaucracy / simplicity 

· Minimize duplication of processes

· Uniform application of laws

· deferment of payments

· Safety of merchandise (handling)

· Security of merchandise

·  Relations with customs

· Mutual Recognition / Prestige 

· Reduce cost of doing business
	1. How long will it take me to clear my goods?

2. What do I need to do to clear my goods fast?

3. What do I do if my goods do not clear right? 

4. Where do I get help if my goods do not clear right?


	1. Real Time Monitoring System(Raddex)

2. Service Level Agreements / Service Charter

3. Customs Administration Information system 

4. Time Release Study
	1. SMS Solution

2. Service Tracking Portals 

3. Mail

4. Phones

5. Front Offices

6. Public Notices

7. Seminars

8. Print media

9. 
	

	· Training Institutions


	-Preparation of curriculum on AEO training


	-How will the AEO program affect the training curriculum?
- Is the information about the AEO program readily available?
-Has the AEO program been approved by the WCO-EAC AEO steering committee?
 
	-WCO-SAFE framework of standards

-WCO-EAC-AEO Policy

-WCO-EAC SOPs

-EAC SOPs

-WCO-EAC AEO strategy documents

-EAC-CMA


	- Formal arrangements
 -workshops –AEO 

-WCO EAC websites(wcoeac-tfp.net)


	

	· Clearing agents and their associations

· Relevant Business Associations

· Government (as a trader)

· General Public

· Manufacturers and their associations

· Transporters 

· “Investors”


	· Reduce Clearance time

-Profit maximization 

· Predictability / consistency of the Clearance Process

· No Bureaucracy / simplicity 

· Non duplication of processes

· Uniform application of laws

· deferment of payments

· Safety & Security of merchandise 

· Enhanced relations with customs

· Mutual Recognition / Prestige 

· Reduce cost of doing business
	· How long will it take me to clear my goods?

· What do I need to clear my goods fast?

· What should I do if my goods do not clear right? 

· Where do I get help if my goods do not clear right?


	· Real Time Monitoring System(Raddex)

· Service Level Agreements / Service Charter

· Customs Administration Information system 

· Time Release Study
	· SMS Solution

· Service Tracking Portals 

· Mail

· Phones

· Front Offices

· Public Notices

· Seminars

· Print media


	


Communications Plan Template

Project Name:  AEO Pilot Study

Prepared by:  WCO –EAC RPM Team

Date: 14/02/2011

Guidelines: For every NPM, please fill column 1, 2 and 3.  Add columns for different stakeholders/ customers as necessary.  The rest of the columns shall be developed together

	Key Stakeholders


	Stakeholder Issues
	Key Messages to Communicate
	Communication Methods

to Be Used

(written, one-on-one, electronic, meetings, etc.)
	Purpose/ objective of the communications activity
	Party responsible for communications creation and delivery/ event planning
	Sender/ spokesperson for each communication activity


	Mechanisms of receiving feedback
	Time frame, frequency and sequencing of communications)

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	


Ministers  in charge of EAC affairs

-  -

-  -

