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Canada Customs and
Revenue Agency

Travellers to Canada:
Managing the Risks at Ports of Entry

Main Points

5.1 The Canada Customs and Revenue Agency has many efforts under way to modernize its Customs
operations and to make effective use of technology. However, we found that it needs to make some significant
improvements.

5.2 A well-articulated and comprehensive compliance strategy is a key element of promoting compliance.
Customs does not yet have an overall compliance strategy that clearly describes ftg glacsuraging
voluntary compliance and that outlines its approach to resporsifdecement

5.3 We found that risk assessment is incomplete: Customs does not have important information it needs from
a variety of departments and agencies to fully assess the risks its inspectors face. It needs to know where the risks
are highest so it can determine the best way to control them. We have recommended that Customs work more
diligently to obtain information on the risks arising from the responsibilities it carries out at ports of entry on

behalf of other departments- Citizenship and Immigration Canada, Health Canada and the Canadian Food
Inspection Agency, for example — and include them in its national risk assessment. It also needs to have
up-to-date memoranda of understanding with those departments, setting out their respective roles and
responsibilities.

5.4 We also found that Customs inspectors at the border and at airports need to be better equipped to do their
complex job. They must enforce customs and excise legislation and make a variety of decisions for many other
government departments. In processing travellers, Customs inspectors have only a short time to make these
decisions. Customs does have information, systems and training to assist its officers but the information is not
shared consistently, the systems need improvement and the training is uneven.

Background and other observations

55 In 1998-99 the Customs program of the Canada Customs and Revenue Agency processed over

104 million travellers who entered Canada at ports of entry. About half were returning Canadian residents. Most
travellers enter Canada by highway from the United States (79 percent) or at airports (17 percent). Since 1991-92
the number of travellers coming by highway has decreased, while the number of air travellers has grown by
almost 48 percent, owing partly to the Canada-United States Open Skies Agreement.

5.6 Over the years, Customs’ role has evolved from mainly collecting revenue to one of facilitating the entry
of travellers and goods, while protecting Canadian society and promoting the competitiveness of Canadian
businesses.

5.7 Customs operates in an environment that continues to change. To help it deal with change, it developed
discussion papers in 1990 and again in 1998 as blueprints for the direction it would take in the future and the
initiatives it would employ. Customs has taken some major steps toward reaching the goals it set for itself in 1990.
It recently released a draft five-year action plan to implement the initiatives identified in its 1998 discussion

paper.

The Canada Customs and Revenue Agency’s responses to our recommendations are included in the chapter.
The Agency agrees with the seven recommendations, and its responses describe a number of actions under
way to deal with them.
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Introduction

5.8 Canada’s tourism and
international trade are on the rise.

Consequently, the Customs program of t

Canada Customs and Revenue Agency
(the Agency) must carefully integrate its
roles of facilitating the movement of
people and goods, protecting Canada
against inadmissible people and
contraband, and promoting the
competitiveness of Canadian business.
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Open Skies Agreement. As a result,
Customs is trying to speed up its
processing of travellers and reduce their
waiting time, while maintaining a strong

heenforcement presence.

A changing environment

5.11  The Customs organization has
been around since the 1800s, when its
main role was to raise revenue. Since
then, its role has evolved into one of
revenue collection and border protection
— on its own behalf and that of other

In 1998-99, Customs processed goyernment departments. Methods for

whom arrived by highway.

remained basically the same for years but,

Seventeen percent entered at airports angly the late 1980s, the environment and
the rest by ship, rail or other means. Aboygchnology had changed and Customs

half were returning Canadian residents
(see Exhibit 5.1). The rest — mostly

United States residents — were tourists,

needed to keep pace.

5.12  The late 1980s and early 1990s

business travellers, immigrants or peopleWere a time of expanding traffic

coming to study in Canada.

5.10 Customs has no control over

congestion at major Customs offices,
intense public pressure to reduce delays,
and cost restraint in government. Customs

people’s arrival times at Canada’s ports ofvanted to streamline the movement of

entry, and normally has to provide
immediate service. At the height of
cross-border shopping in 1991-92,

low-risk people and goods across the
Canadian border and enhance its
enforcement programs through risk

Customs dealt with 128 million travellers analysis and selective inspection. In
entering Canada. The number of highwayMarch 1990, Customs issued a discussion

travellers has since decreased by
27 percent; however, the number of air

paper, “Customs 2000: A Blueprint for the
Future”, that set out its vision for moving

travellers has grown by almost 48 percentnto the year 2000. The paper re-examined
owing partly to the Canada-United Statesthe conduct of Customs business and set

Number of Travellers
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While Customs still
collects revenue, its
main role now is to
protect the border and
facilitate the entry of
travellers.

out an approach for responding to the  5.16 = We encourage Customs to adjust
growing demands on Customs from its programs quickly to deal with the
government, the private sector and the changing environment.

public. )
Focus of the audit

5.13  Over the ensuing years, Customsg ;-

_ The audit examined the way
has worked on developing these

S o ) Customs manages the risks posed by
initiatives. While |t_has not accomplished (.- allers and their accompanying goods
all it set O_Ut to do in the travelle_rs at the time of their arrival in Canada at
program, it has tqken SOmMe major steps legal ports of entry. Other agencies are
toward the goals it set for itself in 1990. responsible for the rest of the Canadian
border, and for dealing with illegal
immigrants on the high seas and people

Customs operates continues to_ ch_ange. leaving Canada. We did not examine those
Under NAFTA, travellers are bringing o . :
. responsibilities. Nor did we examine
more goods into Canada duty-free, so the . . :
commercial operations, which we plan to

emphasis on revenue collection has been ; .
cover in future audits. Our work focussed
reduced. Also, personal traveller

. . on whether Customs had a compliance
exemptions nearly doubled in 1995 and . .
; strategy for responding to the operating
the seven-day personal exemption was

. environment and making adjustments,
recently increased to $750, so fewer g adl

; ) how it equips its officers to do their jobs,
returning travellers have duties and taxes ) .
) L . and how it works with other government
to pay. This has diminished the risk that

they will not declare legitimate goods the departments. We aiso reviewed CANPASS

bring in. So, while Customs still collects )(H|ghway), a program to speed

. . . re-approved low-risk travellers through
revenue, its main role now is to protect th UStoms
border and facilitate the entry of '
travellers. 5.18 We concentrated on airports, land

border ports of entry, and headquarters

5.15 In this changing environment,  functions. Further details on the audit are
Customs needs to respond quickly and presented at the end of the chapter in the
effectively to the expectations of sectionAbout the Audit.
government and the public. As part of an
evaluation exercise and to help redefine observations and
its relationship with its clients, Customs .
released a new “Blueprint” discussion ~Recommendations
paper in October 1998. The paper set out
commitments, strategic goals and prograllmportance ofa Comp|iance
initiatives. The Blueprint points out that "‘Strategy
the present climate of cost restraint, the
Agency must decide which programs to 5.19 A key element of the Customs
develop, and which of those have priority.mandate is to control the entry of persons
After releasing the paper, Customs spentand goods into Canada through legal ports

5.14 The environment in which

six months consulting with clients, of entry. Besides administering customs
stakeholders, other government and excise legislation, Customs
departments, Agency staff and unions, aradministers or enforces parts of about
the Canadian public. The Agency 70 other Acts of Parliament. For example,

produced a consultation report dated Junender thdmmigration Act Customs

1999, and later prepared a draft five-yearinspectors are authorized to act as

action plan indicating future priorities andimmigration officials in determining

a schedule for implementing several whether to admit travellers to Canada. On
initiatives. behalf of the Canadian Food Inspection

5-8
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Agency (CFIA), Customs helps ensure strategy would outline how Customs plans
that travellers are not importing animals to work with the other government

and plants and their products (including departments for which it carries out

food) that could spread disease or pests t@sponsibilities. It would also discuss the

Canadian crops and herds. For measures and approaches it has already
Environment Canada, Customs checks taken, the results it is achieving, and its
that species controlled under the plans for improvement. It would provide
Convention on International Trade in measures of compliance and show how

Endangered Species of Wild Fauna and these have changed over time.

Flora (CITES) have permits to enter 523 In 1997 the Agency published a
Canada. For Health Canada, Customs . o
compliance strategy for its income tax and

helps to control the importation of , : .
. : . excise tax lines of business, but Customs
communicable diseases by infected .
has not yet developed a national

individuals entering Canada and also compliance strate
checks for controlled goods, such as P 9y-

pharmaceuticals. 5.24 Customs should develop and
document an overall compliance

5.20 Customs is committed to strategy that clearly describes its plans

promoting voluntary compliance and for encouraging voluntary compliance

self-assessment as the best way to and outlines its approach to responsible

administer the laws protecting Canada’s enforcement. The strategy should
borders. It operates on the assumption thaiclude the responsibilities it carries out
most travellers will comply with the law on behalf of other government

when they know the requirements. Thus, departments.

Customs tries to foster a culture of
compliance by educating the public on th€
one hand and enforcing the law on the
other.

gency’s responsdn April 2000,
ustoms will implement an overall
customs compliance strategy
incorporating a Customs Compliance
521 To promote compliance, CustomdMprovement Plan, including other comprehensive

needs to have a well-articulated and _glg_(r)]vefrnl?we_nt deparémen_ts’ relqlljirem_e”nts. compliance strategy to
comprehensive compliance strategy. e ully integrated national plan wi .
Among other things, this strategy needs t§MCOMPass a border and post release promote compliance
address the responsibilities that CustomsVerification plan in support of responsible .4 40 244 h

p . . and to address the
carries out for other government enforcement. As well, the client service o
departments. Besides serving as a component of the overall plan will focus responsibilities it

planning document for the Agency, a on activities designed to educate and carries out for other

compliance strategy would help front-line Nform so as to promote voluntary
Customs inspectors understand the compliance by all clients when entering orgovernment

leaving Canada. departments.

Customs needs a

Agency’s mandate and goals. It would

also support its reporting to Parliament OMRisk assessment is incomplete
performance.
5.25 A major part of developing a

5.22 A compliance strategy would compliance strategy is understanding what
outline the reasons for various activities risks exist and how significant they are,
designed to ensure compliance. It would and then determining the best way to
explain how Customs seeks to integrate control them. Customs has defined risk as
activities that promote or encourage the likelihood that an event (and its
compliance — such as educating the impact) will occur that threatens its ability
public and providing easy-to-use forms —to protect Canadians’ health, safety and
and those that enforce compliance, such asonomic prosperity and to safeguard
examinations and seizures. A complianceCanada’s sovereignty. In other words, risk
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A major part of
developing a
compliance strategy is
understanding what
risks exist and how
significant they are,
and then determining
the best way to control
them.

is the chance that illegal activities will « public and government priorities and

occur, such as the smuggling of expectations; and

contraband (illegal drugs, alcohol and vulnerability of processes and

tobacco) or the unlawful entry of

) e controls.

inadmissible people. Threats to health and

safety include the illegal entry of 5.29  Besides the risk of contraband

infectious or contagious diseases and oth@Rd customs violations, Customs must

communicable diseases and of firearms. manage other risks posed by travellers and
their accompanying goods at ports of

5.26  Our 1991 Report Chapter 15 on entry in the responsibilities it undertakes

Customs operations noted that there hadfor other government departments. These

been no comprehensive assessment of thgther risks, such as entry of inadmissible

risk of drug smuggling inherent at variouspeople and communicable diseases, were

ports. We noted that a risk assessment not included in either of Customs’

would better equip Customs to develop national risk assessments. We recognize

and rank control procedures in an action that Customs is not solely responsible for

plan for drug interdiction. Since then, identifying and controlling the risks
Customs has taken several steps to assesssociated with other departments’
the risks it faces. mandates. In our view, the other

departments are responsible for ensuring
5.27  In 1996-97, Customs conducted g,5¢ cystoms is fully aware of all the risks

national assessment of risks at ports of that it bears for them so it can include
entry. This was based on an assessment glo, in its national risk assessment. We
each of 229 ports, including inland offices,yere informed that other departments do
and mail-processing plants. The not provide Customs with an overall

assessmen'_[ rated environmental factors assessment of their risks. Since Customs is
that affect risk at each port, such as on the front line and has already

population size,_volume of traffic and the developed a major risk assessment for
presence of major access routes to large ., iraband commodities, it needs to
cities. Customs also assessed the historyStrongly encourage all players to work
of enforcement at each port (numbers angogether to identify the risks now missing

types of seizures) and the potential for . its national risk assessment.
customs violations, based on knowledge

of criminal organizations operating in the 5-30  Customs should strive to obtain
area and the potential for conspiracy. EadRformation from other government
port was rated using these factors and ~ departments on the risks arising from

ranked by level of risk compared with thethe responsibilities it undertakes on
other ports. their behalf, and should include them in

its national risk assessment.

528  In 1998, Customs produced a Agency’s responseCustoms agrees with

national Contraband Strategy Risk the recommendation. By September 2000,
Assessment. The assessment ranked the : :
Customs will have commenced a dialogue

top modes of transportation at highest risI\<Nith other government departments for
for contraband. To determine what g b

" . : ¥VhICh it undertakes responsibilities and
commodities to include in the assessment . :
. o will seek their concurrence to work closely
and to gauge their relative risk, Customs

o together on a risk management approach
used four criteria: .
to their program needs. These
. size and extent of the smuggling ~ ©rganizations will be encouraged to
problem with each commodity; conduct risk assessments to bring focus to
their needs, which in turn will permit
- degree of harm to society and to the Customs to better apply an integrated risk
Canadian economy; management approach to all enforcement

5-10
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and client service responsibilities it traveller to Canada or to require a
undertakes on behalf of other governmensecondary examination for Customs or
departments. Customs will also work to another government department (for
capture these issues in memoranda of example, Citizenship and Immigration

understanding as opportunities arise. Canada, CFIA or Health Canada). For
C|t|zensh|p and Immigration, the PIL _ Customs inspectors
Customs Inspectors p|ay a Vital inspector may refer a traveller to on-site

Immigration officials at the port of entry if must know about
the traveller’'s admissibility is in question passport and visa

5.31 Customs inspectors have compleR' if documentation is required. .
b P requirements and laws

jobs. As alrefidy _noted, along with 5.35 The extent of a secondary ]

C(;Jst_or_nts Ieglsltatlofn they W_‘UStt aIIS(;O Act examination depends on the reason for th§overning goods,
administer parts or approximately “Sreferral. In some cases, the Customs  endangered species
of Parliament for other departments. inspector may simply ask to see the goods . ’
Inspectors mUSttk”OV‘(’j EIibOUt passport andpe traveller is declaring. In other cases agricultural products,
visa requirements and 1aws governing - - there may be a thorough examination of weapons. narcotics
goods, endangered species, agricultural yhe traveller, the goods and, at land border pons,

Role

products, weapons, narcotics and ports of entry, the vehicle. and pornographic
pornographic materials that travellers may materials that

carry. For over a century, Customs 5.36 At airports, Customs inspectors

inspectors have used risk assessment to are usually in the PIL booth or in travellers may carry.
decide whether to admit a traveller secondary examination for their entire

immediately or to undertake a thorough work shift. At land border crossings,

inspection. inspectors often rotate out of the PIL

, ) every hour and into another phase of the
5.32  Travellers’ contact with Customs gperation, such as secondary examination

starts at the primary inspection line (PIL).y, handling payments of duties and taxes
At airports and land border ports of entry, i ihe office.

the PIL generally consists of a line of
booths staffed by Customs inspectors. The.37  Customs has informed us that it
PIL inspector determines a person’s righthas stationed inspectors at 13 international

to enter Canada and bring in goods. airports and 147 land border crossings
Travellers arriving in Canada by air are along the Canada/United States border.
asked to complete the Customs Approximately 2,600 full-time equivalent
Declaration Card before arriving at staff process travellers at these locations.

Customs. The card allows them to have
their declarations of citizenship and gooderovements Needed in

ready for the PIL, where a Customs Information Sharing, Tools and
inspector reviews the declaration and ’

conducts a brief interview. Tralmng

5.33 At land border ports of entry, 5.38  Customs inspectors at the PIL  Customs must
travellers approaching the Customs must decide quickly whether to let

inspection point simply stop at a PIL travellers go on their way or to send them process travellers at
booth. They remain in their vehicles whilgfor sécondary examination. Unlike the  the time and point of
the inspector conducts the primary Agency'’s tax operations, Customs must arrival

interview. In contrast to the declaration €nforce the travellers program at the time

tools and training they need to make
5.34 At ports of entry, the PIL correct decisions in the short time
inspector must decide to admit the available.

Report of the Auditor General of Canada — April 2000 5-11
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Information sharing and
communication

5.39 There is a need to improve the
sharing of information within Customs.
All levels of the organization across the
country need to exchange relevant,
reliable and up-to-date information.
Officials must have the appropriate
information to make the best decisions,
whether for determining risk, choosing
areas to target for possible
non-compliance, or deciding whether or
not a traveller is complying with the law.

In carrying out
responsibilities on
behalf of other
departments, Customs
needs to have formal
arrangements and
exchange information
to ensure that all
players understand
their roles and
responsibilities.

5.40 Customs obtains and produces a
procedures, lookouts (information on a
person, goods or a vehicle suspected of
contravening a law for which Customs
and/or other government departments ar
responsible), and intelligence bulletins o
recent seizures of contraband and metho
of concealment. Inspectors also provide
intelligence information and enforcemen
actions to regional intelligence officers
and analysts. Customs communicates thi
information through computer systems,
publications, meetings and other avenue

t

5.41 Staff at various levels want to
improve the sharing of information. To
illustrate:

The 1999 Blueprint consultation

lot of information, such as its policies and

S

S,

responsibilities on behalf of other
departments, Customs needs to have
formal arrangements and exchange
information to ensure that all players
understand their roles and responsibilities
and are up-to-date on issues.

5.43  Our September 1999 Report
Chapter 14, National Health Surveillance,
pointed out how serious the lack of
understanding of responsibilities can be.
We noted an incident where Customs had
detained an arriving air passenger
suspected of being infected with a
dangerous disease; the other passengers
were released. The individual was
eventually examined by Health Canada
officials and then released. At the time,
there was no special protocol at the airport
that clearly specified roles and procedures

:for dealing with such incidents, and

8fficials were confused about who had
what authority. No one consulted federal
guarantine officials about either the initial
detention of the individual or the release
of the other passengers. Customs
inspectors at the port did not know that a
Canadian contingency plan for dealing
With dangerous communicable diseases
even existed. Protocols have since been
negotiated at four major international
airports. Furthermore, in March 1999,
Customs issued interim instructions to its
officials for situations involving travellers

report (see paragraph 5.15) states that stafho could be carrying infectious diseases.

strongly recommend improving internal
communication, including sharing data
and strengthening linkages within
Customs.

At a recent airport managers’
conference, Customs managers
recommended using regular conference
calls to discuss information sharing, best
practices, issues and problem solving.

Staff we interviewed wanted either
daily team meetings or short weekly
briefings.

5.42 Customs needs to improve
communication with other government
departments. In carrying out

As well, Customs is currently working on
a formal memorandum of understanding
(MOU) with Health Canada.

5.44  In administering parts of other
departments’ legislation, PIL inspectors
either make decisions themselves or refer
certain cases to the departments for advice
or examination. Since many departments
do not work the same hours as Customs,
information sharing can sometimes be
complicated. To assist its inspectors,
Customs often provides them with local
instructions (including contact numbers
where available) for making referrals to
other departments not on the site when
travellers are being processed.

5-12
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5.45  Periodically, Customs’ and the United States agreed to establish
relationship with Immigration has been the Accord on Our Shared Border. Under
strained at some ports of entry. As one the Accord both governments agree to,
means to maintain good relations, among other things:

Customs encourages its staff to share more

information with Immigration. We noted *+ enhance protection by focussing
several examples of staff from the two ~ more effective inspection efforts on drugs,
departments working closely together to smuggling, and illegal or irregular
understand each other’s responsibilities. movement of people; and

Many employees of both departments
report that the relationship has improved.
Customs and Immigration also hold
monthly national meetings to promote o
communication, discuss various issues arfg®NiNg:

gigﬁg?ﬁ' at?]i rr:(;gl':i(r)]r tsheerr?:gf. ;Ii'h:)esee 5.49 In 1997 the Canada-United States
9 9s 9 y ag .Cross-Border Crime Forum was

that there has been noticeable progress in :
; o established to consult on cross-border
working together. But work is still needed

. . &nme. Canadian and American
to ensure that collaboration continues an . .
T representatives from several different
remaining irritants are resolved.

agencies sit on various subgroups, such as
o the Joint Intelligence Committee and Joint
5.46  To further clarify its roles and Targeting Board. These groups carry out
responsibilities in providing services to projects and report their findings/recom-
other departments, Customs has entered yendations at the annual meetings of the

reduce costs for both governments by
sharing research and development,
equipment, facilities, information and

into MOUs with departments. Itis Crime Forum. The recommendations point

currently revising MOUs with some to the need to enhance and expand

departments and negotiating new ones  communication among law enforcement

with others. agencies in both countries. Work began in 1995 to
5.47  Work began in 1995 to update 5.50  Customs should: update the 1983

the 1983 MOU with Immigration. In the _ _ _ _ Memorandum of
summer of 1998, the regions provided » improve the sharing of information . .
feedback on a draft of the revised MOU. @mong all levels of its field operations; Understanding with
As recently as October 1999, Immigratior?d Immigration.

noted in a meeting with Customs that it
intended to provide Customs with a
proposal for further revising the MOU.
This whole process is taking much too
long, and we think both departments nee

to resolve the matter on a priority basis. Agency’s responseCustoms will continue
to make efforts to improve the sharing of

« complete or update on a priority
basis formal memoranda of
understanding with other government
glepartments on whose behalf it acts.

548  Customs needs to further information among all levels of field
improve communication with other operations, through formal distribution of
enforcement agencieslllegal movements policies and procedures and through the
of goods and people respect no provision of training on new initiatives.

boundaries, and represent a high risk for

Customs operations. In an effort to controCustoms will continue to work closely
these activities, Customs shares with other government departments on
information with other enforcement whose behalf it acts, to develop or update
agencies, both domestic and foreign. Foron a priority basis formal memoranda of
example, on 24 February 1995, Canada understanding.
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Customs inspectors’
use of the PALS-Air
computer system is
low.

Tools for Customs inspectors System-Highway (PALS-Highway) at the
primary inspection line. The system reads
5.51  Customs inspectors require tools licence plates and compares them against
like computer systems and supporting  a database, checking for previous
enforcement units to help them decide enforcement actions and/or lookouts
whether or not to allow travellers and theiassociated with vehicles — but not

goods into Canada. necessarily with the travellers in the
vehicles.

5.52 The Primary Automated

Lookout System-Air (PALS-AIr) is 5.55  Customs inspectors must ensure

outdated. Customs inspectors on the that the licence plate on the vehicle

primary inspection line (PIL) at the major matches what the licence plate reader

airports use the PALS-Air computer records, so the PALS-Highway system can

system, which they activate by scanning @ccess any available information on the
person’s passport or manually inputting vehicle. We found that the automatic

the name and date of birth. The system readers read the licence plates correctly
compares this information with Customs about 70 percent of the time. For the
and Immigration enforcement data in an remaining 30 percent of the time,
Immigration database. It also compares itespecially in bad weather, Customs

with “lookouts” (information on persons inspectors have to manually correct what
suspected of contravening an Act the licence plate reader has recorded. This
administered by Customs and/or other happens often enough to be bothersome
government departments). Lookouts mayand time-consuming.

be put into the system at the local,

regional or national level at any time. ~ 9-56  Targeting is valuable Customs
PALS-Air then provides possible name ~ finds targeting a valuable method of
matches to help the PIL inspector !dentlfylng h|gh-r|sk_travellers. _Targetmg
determine if the person should be sent fofS the review of available data in order to
secondary examination. identify high-risk travellers before they
arrive. For example, analyzing appropriate
553  PALS-AIr has been used in information can help determine that a

airports and bus terminals since 1991. Thgnown drug trafficker has just visited a
system is slow, cannot read bar-coded ~country known to be a source of heroin
documents (other than passports) and and is returning to Canada.

relies primarily on a monthly bulk transfer
of lookout and enforcement information
rather than a direct link. Therefore,
PALS-AIr is an outdated tool for
identifying high-risk travellers. We noted
that Customs inspectors’ use of the syste
is low. In October 1999, for example,
inspectors at the major airports used
PALS-AIr for 5.8 percent to 43.2 percent
of travellers passing through the PIL.
Customs plans to replace PALS-AIr in
2000 with the Integrated Primary
Inspection Line (IPIL) system, which itis . receiving, analyzing, evaluating and
currently testing. disseminating intelligence information

o _ gathered from various sources for
5.54  Limitations of PALS-Highway.  targeting;

At land border crossings, Customs uses
the Primary Automated Lookout « conducting risk assessments; and

5.57  Customs uses targeting in several
different ways, supported by specialized
intelligence units and enforcement units
and by databases such as the Canadian
Elolice Information Centre (CPIC).

egional intelligence units, staffed by
officers and analysts, are involved in such
activities as:

« providing front-line inspectors with
lookout information for interdiction;

5-14
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« co-ordinating joint forces operations to obtain and analyze advance information
with other government departments and on passengers. It considered this
law enforcement agencies. possibility in “Customs 2000: A Blueprint
for the Future” but did not pursue the
initiative at the time. Customs is now in
the process of recommending changes to

. the Customs Acto enable it to obtain

_travellers and support the fr_ont-llne passenger information in advance. This is
|nspect0r§. Each team consists of a smallOne of the major initiatives in its draft
group of inspectors headed by a ... five-year action plan. Given the potential , ]
s e i, S anghaiages, Customs reeds o piace a hEloms” el
training to help interdict all types of riority on obtaining this information. response teams can

contraband. They can respond quickly to5.61  Better targeting for respond quickly to
assist with enforcement needs at ports of gxaminations neededTraveller . .

entry in their respective districts. Their  compliance with rules and regulations of assist with
responsibilities include: Customs and other government enforcement needs at
departments is assessed during a “stint” b}Sorts of entry in their
referring travellers at random to secondary

5.58  Customs uses flexible response
teams, one type of specialized
enforcement unit, to target high-risk

« roving to identify high-risk travellers

at airports; Y > . I
P examination. A stint measures respective districts.
« conducting intensive secondary performance and is conducted periodically
examinations; and at Customs ports by a team of staff. In

1998-99, compliance by highway
travellers was assessed at 97.7 percent.
(No results were available for air
travellers, as Customs conducted no stints

5,59  Customs also uses dogs to detecfit airports that year.) Stints conducted
illegal drugs concealed on travellers or inOver the years show that travellers’
their baggage or vehicles. The dogs are compliance at land border ports and
used in the PIL and in secondary airports has increased.

examinations.

« acting in joint enforcement
operations with other government
departments and outside agencies.

5.62  The number of travellers
5.60 Information for targeting air inspected in secondary examinations has
passengers is pooPassenger informationincreased by 109 percent over an
received in advance of the passenger’s eight-year period (see Exhibit 5.2). The

arrival (such as full name, date of birth, same period saw an 18 percent decrease &1 ]

travel routes and details of ticket the number of travellers entering Canada. ustoms work is
purchase) would be very useful for This means that a traveller has a higher  hampered by a lack of
targeting air travellers. There are Customshance of being examined now than eight_, . .
targeting units at airports in Toronto, years ago. Meanwhile, the number of timely information on
Montreal, Vancouver and other locations. enforcement actions has declined by air passengers.

Customs officials at these airports have 63 percent over the last eight years. In
ad hoc arrangements with certain carrierdact, the actual “hit” rate for 1998-99 was

that enable them to receive, at the 1.9 percent. In other words, officers
carrier’s discretion, information on examined the luggage, vehicle or person
passengers shortly before they arrive. In of about 50 travellers for every one they
general, however, Customs work is found who had not complied with

hampered by a lack of timely information Customs requirements. About 25 percent
on air passengers. To improve its chancesf enforcement actions involved high-risk
of identifying high-risk travellers while infractions like bringing in drugs,
reducing the time spent processing undeclared weapons and jewellery. The
low-risk travellers, Customs must be abledeclining hit rate could be due to several
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A traveller has a
higher chance of being
examined now than
eight years ago.

Exhibit 5.2

Enforcement Actions
Resulting From Examinations

Source: Canada Customs and
Revenue Agency

factors, such as increasing levels of « There have been delays of two
traveller compliance or problems in months to more than five months in
targeting. In our view, better targeting by entering records of new criminals and new
Customs officers could reduce the numbecrimes of “old” criminals into the system.
of travellers sent to secondary
examination, without sacrificing the
Agency’s enforcement objectives.

« A study completed in 1999 noted
that the system is accessible only about
89 percent of the time and projected a
further decrease in the availability of
5.63  There are problems with a key information to front-line law enforcement.

information system.To enhance targetings g4 Until the RCMP resolves these
and better detect contraband and problems, the effectiveness of Customs
inadmissible persons, Customs needs  getection and targeting efforts could be

information on travellers. This includes  geyerely hampered. This increases the risk
information on criminal records, drivers’ that contraband and inadmissible

licences and vehicle plates, stolen travellers will enter Canada.
vehicles, arrest warrants, missing persons

and property, firearms and missing 5.65  Customs should:
children. The RCMP administers the

. ) . . « complete as soon as possible the
special services that provide this

i tion. Chaoter 7 of this R i installation of the Integrated Primary
information. ©-hapter 7ot this ’epor ' Inspection Line system at the airport
RCMP — Services for Canada’s Law : : A

. rimary inspection lines;
Enforcement Community, notes that theréJ

are several serious problems with the « explore the possibility of improving
system that provides the information. Forthe automated licence plate reader in
example: the Primary Automated Lookout

(in thousands)
5,000+ ~
4,500 / ~

4,000 /
/ Total
examinations

3,500 /

3,000 /
2,500 J
2,000 -~

1,500

Total enforcement
actions

1504

1004

50

0 T T T T T T T
1991-92 1992-93 1993-94  1994-95 1995-96 1996-97 1997-B#8-99
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System-Highway to make it more self-study packages, videos, and written
reliable; and procedures. A few training courses are
also available in CD-Rom format and on
the Agency’s intranet. These are useful
; training media. Customs informs us that it
targeting efforts. is working to expand its self-directed
training courses to provide “just in time”
learning as close to the workplace as
ossible. Formal classroom training
grovides the added benefit of interaction

« place a high priority on obtaining
advance information on passengers for

Agency’s responseNational
implementation of the Integrated Primary
Inspection Line system (IPIL) is schedule
to commence on 1 August 2000.

with an instructor and conveys the In addition to formal
Customs is actively pursuing with the ~ importance that management attaches to __ . . -
vendor of the equipment improvements tothe issues covered in the course. training opportunities,

the automated licence plate reader in the _ _ . Customs has
Primary Automated Lookout 5.69  Certain constraints limit the

System-Highway. number of staff who can take available developed self-study

_ o courses. Customs ports normally operatefpackages, videos, and
As part of the Blueprint exercise, it has 7 days a week, 24 hours a day. When sta
been proposed that Customs obtain are absent on training, others must fill  Written procedures.
advance passenger information to assist their positions. If this results in overtime,
its targeting efforts. Consultation has beeit puts a strain on the port budget. As well,
completed and implementation will be  courses at headquarters and in the regions

subject to supporting legislation. offer only a few seats for each port.
Because of these constraints, advance
Training needs of Customs staff planning of training is crucial. However,

none of the staff we interviewed has a
training plan. In addition, many expressed
oncerns about the way available training
s allocated. Furthermore, Customs has not
maintained accurate training records to

5.67 Customs has designed a numberhelp management determine whether

5.66  Training is a key element in
providing Customs staff with the
knowledge and skills to speed the entry o
travellers and manage risk.

of courses to train staff who process ~ employees have received the training they
travellers. These courses may be offered B¢ed. After our audit, Customs informed
the Agency training facility in Rigaud, us that it plans to introduce competency

Quebec, in the regions, or at the ports. Self-help kits to all employees by

Some courses are mandatory, such as th&arch 2000. These will allow employees
14-week induction course for new recruits2nd managers to identify gaps in

The course informs new indeterminate  cOmpetency and to base training on

staff of their responsibilities in traveller ~employee needs. In addition, Customs told

and commercial processing. It has us that the current training system will be
components that cover, for example, ~ replaced in April 2000 with a newly
prohibited goods, drug enforcement, developed training management

cultural awareness and Customs’ work orfomponent of the Agency’s Corporate
behalf of other government departments. Administrative System.

After this induction course, there are )

discretionary, refresher or in-depth coursel-%?o_ Need to improve relevance of
offered in a number of areas. In 1998_99'tra|n|ng. As already noted, Customs

393 staff members received mandatory provides a mandatory 14-week course to
training at the college in Rigaud new indeterminate employees. The course

covers the work requirements for Customs’
5.68 In addition to formal training modes of operations — air, highway and
opportunities, Customs has developed commercial. Customs has decided that the
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Sixty percent of the
staff we interviewed
had not received
Immigration refresher
training.

There is no training
course designed
specifically for term
employees.

None of the staff we
interviewed had taken
a course in vehicle
examination.

current design of the course is no longer could pose an unnecessary risk for
appropriate, as no staff work in all modesCustoms.

It has consulted with the regions and is 574
now revising the course to focus on
specific modes of operations. Customs
expects to offer a pilot version of the new
course in May 2000.

Ongoing training is needed.
Given the nature of Customs operations
and the changing environment for
enforcement, ongoing training is essential
to keep skills up-to-date. However, apart
from the initial 14 weeks of induction

571 Indeterminate staff are often training, many |0ng_term staff we

recruited from term employees, but first jnterviewed had not received refresher
they have to pass the 14-week course. training in the functions Customs
Many term employees have already performs for other departments. For
gained considerable on-the-job experienchamme, 60 percent of the staff had not
that is repeated in the 14-week course. received Immigration training. Yet under
The revised course needs to be tailored tghe MOU with Citizenship and
the participant’s knowledge level. Immigration, Customs inspectors assigned
to processing travellers are to receive
5.72 Consistent training not training to maintain and upgrade their
provided. Term employees represent skills at least every three years.
12 percent of the work force. They are ang -
important part of port operations because
they assume the responsibilities of
indeterminate staff who are on long-term

Ieav_e. Yet ther_e_ls no training course deal with travellers from other countries,

designed spe0|f|cally for therr_l._l_nstea_d,_ while 44 percent had received training in

they often receive the same initial tramm%boriginal and native issues. During a

as students. recent study of visible minorities, some
participants said that Canada Customs

5.73  Students are also essential to  treats them differently from Canadian

Customs operations. They help in residents who are not members of a visible

processing higher volumes of traffic at theminority. From analyses of complaints

PIL during the summer months, and fill inmade to regions and headquarters, we also

for inspectors on vacation. Training is  found that intimidation, rudeness and

important because it informs students  offensive behaviour by officers was the

?:bOUt the COdmIO'EX requirements of largest category of complaint.

ustoms and other government

departments in proczssing travellers, ands'76 In our 1991 Report we noted the

helps them identify non-compliance. nee_d for a Cu_sto_ms course in traveller
vehicle examinations. However, none of

Although headquarters has developed a . .
three-week course for new students, locafle Staff we interviewed ha(_j attended such
a course, even though this is a large part

ports sometimes shorten it to two weeks. .
After classroom training, students are of the work at land border crossings.
expected to “shadow” or work closely 5.77  Staff we interviewed also

with a regular Customs inspector. We  expressed a need for ongoing training in
noted that the time spent shadowing has drug enforcement. Fewer than 50 percent
varied from one day to one week. of the long-term staff we interviewed had
Refresher training for returning students taken a course in this area, apart from

also varied, from none at all to two weekgheir initial induction training. After our
Because students lack experience but  audit, Customs informed us that it is

make critical decisions at the PIL, we aredeveloping new drug training modules and
concerned that reduced training time has already piloted and implemented some

We also found that after
induction training, only 18 percent of the
long-term staff we interviewed had taken
cultural sensitivity training to help them
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of them. Staff we interviewed also employees receive the training they need.

expressed concern about the lack of A new component of the Corporate

training in changes to the Integrated Administrative System (CAS) will be

Customs Enforcement System. Such introduced on 1 April 2000 that will allow

training would allow them to use the for the efficient planning and managing of

system to maximum benefit. training activities and for the accurate

5.78  We also noted a 1996 ruling by Leap;i(:)rrt]lglgls\tléle. local, regional and Customs needs to
the British Columbia Supreme Court on a protect Canada’s

case related to a commercial shipment OfExpediting Travellers —

books. The Court found that Customs .
officers lacked the necessary training to CANPASS (Highway)

heir duti h needs to ensure that
Carry Out t elr Ut|eS W|t respect tO 580 Customs needs to protect
pornography. In response, Customs Canada’s borders, but it also needs to honest travellers can

instir:uted ”_EV;/ P:OCT‘deeS f%r (;ealir;fg Wi't_:"bnsure that honest travellers can enter ~ enter Canada as
such materials. It also provided staff with canada as quickly as possible. One of the. .. .

a series of written directives, and initiatives to accomplish this is the quickly as possible.
established experts in each region to assigiANPASS (Highway) program. Although

officers in identifying pornography and 1o jts concept is sound, we have concerns

provide information and training. about the way CANPASS has been

implemented, partly because the Customs

operating environment has changed.

- the training needs of all employees 581 The CANPASS (Highway)
are assessed on a regular basis, training program was first introduced at the
plans are deve_lo_ped_ annua_lly af_‘d Douglas, British Columbia border crossing
gppropnate training is provided in a in 1991 as a response to the major traffic
timely manner; volumes of cross-border shoppers at that
time. The program allows qualified
travellers to enter the country using
designated express lanes, normally
without being interviewed by a Customs
inspector. Canadian and U.S. citizens and

- training records are complete and residents qualify for CANPASS if they do
are used to assess whether employees not have a criminal record and have not
have received the training they need. been found violating Customs or

) Immigration legislation. Also, Customs

Agency'’s responseAt the national level, provides CANPASS members who are
Customs will, within the next year, create canadian citizens and permanent residents
a learning strategy for the program that \yith self-declaration cards for declaring

borders, but it also

5.79 Customs should ensure that:

« training for term and student
employees takes into account their
skills, experience and the job
requirements; and

will outline priorities and plans for purchases. Duties and taxes owing are
training and learning in response to our  thep charged to the members’ credit cards.
current and emerging needs. We will With faster processing of these low-risk
update it annually. travellers, Customs and Immigration

personnel should be able to focus on

Customs will evaluate the situation : .
travellers who present a higher risk.

concerning training of term employees

and students and will develop a 5.82 Since 1991, CANPASS

framework for a nationally consistent (Highway) has been expanded to 10 other

approach. locations. The purpose of the expansion
was to:

Customs will continue to ensure that
training records are complete and that « expedite low-risk travellers;
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The potential of
CANPASS (Highway)
remains unrealized.

- free up resources and move them t05.84  We identified a number of
higher-risk areas; and possible reasons for the lower than

ted f CANPASS (High :
. meet Canada’s commitments under o o0 US€ 0 (Highway)

the Canada/U.S. Accord on Our Shared .« Many of the CANPASS ports have

Border. facility constraints that hamper access to
the CANPASS lane. For example, the

Cost savings have not yet been achieved bridge and tunnel crossings in Fort Erie

5.83 The potential of CANPASS and Windsor have facility constraints that

; . . force CANPASS members to wait in
(Highway) remains unrealized, and the . . ,

2 . line-ups with regular traffic. Much of the
anticipated savings have not yet

materialized. One of the original relative success at Douglas, the initial
objectives of CANPASS was to free up CANPASS site, is because the CANPASS

lane is accessible.
resources that could then be reallocated t0

higher-risk areas. This would be « The cross-border shopping
accomplished by having an officer phenomenon peaked in 1991. Since then,
monitor more than one CANPASS lane. the number of travellers entering Canada
However, the current volume of by highway has declined by 27 percent.
CANPASS vehicles (as shown in Consequently, less congestion at most land

Exhibit 5.3) is too low to warrant more  horder crossings has reduced the potential
than one designated lane, except at the benefit of CANPASS to travellers.
Whirlpool Bridge in Niagara Falls.

Moreover, in the year after the Whirlpool * Some travellers may be reluctant to
Bridge was designated a CANPASS-only provide Customs with a credit card

border point, vehicle traffic there droppednumber and to undergo the mandatory

by 63 percent from the previous year, duéecunty check, which involves screening
in part to CANPASS. We also note that for a crlmlnal _reco_rd and for Customs and
two ports with CANPASS since 1995 no 'mmigration violations.

longer have_sepa_ra_lte CANPASS lanes . Some travellers may find the
because of |nsuff|C|enfc use. As well, two  ¢af_gdeclaration card, shown in

other CANPASS locations do not have a

Exhibit 5.4, complicated and
separate CANPASS lane.

time-consuming to complete.

5.85  Further, decisions to expand the
CANPASS (Highway) program were made
without benefit of feasibility studies to
provide essential information, such as the

Exhibit 5.3

CANPASS Vehicles Processed
as a Percentage of Total
Vehicles

Source: Canada Customs
and Revenue Agency

number of potential participants, a

CANPASS ports 1998-99 . .
marketing strategy and anticipated
Douglas, B.C. 26% reductions in waiting time at the PIL. A
Boundary Bay, B.C. 16% feas_|b|I|ty study C_quld also h_ave indicated
7 the impact of facility constraints, the cost
Pacific Highway, B.C. n/a of the expansion and projected future
Huntingdon, B.C. n/a savings.
Lacolle, Que. 1% 5.86 Customs informs us that
Osoyoos, B.C. n/a CANPASS (Highway) yvill be _expanded to
the Bluewater Bridge in Sarnia in the
Aldergrove, B.C. nfa summer of 2000, as a harmonized pilot
Whirlpool Bridge, Ont. 95% project with the United States. However,
n/a — A separate CANPASS lane does not existWe note again that a feaS|b|I|ty .StUdy was
not conducted before the decision was
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Exhibit 5.4

Traveller Declaration Paper Work

R R
Bl 2 &

CANPASS / SDS
Tariff Guide
Duty GST
Categories and Comm .| psT
“APPENDIX A” Category 1 } ‘ X
ory . ¢
Carpeting
Life jackets and belts
Ontario PST Exemptions - CANPASS Participants Shates ez and rolen
Telephones (portable and cellular)
Textile articles (bedding, linen, towels, curtains)
Catagory 2 % | 20% | TROSW X
Effective April 16, 1999 P
g:x‘si’cggrrgc:vies (non-taxable) Tl TR e | NA
EXEMPTION DESCRIPTION Bread .
Cakes and pies
Qiherbaled %ss (pkgs. of 6 or more)
*CHILDREN CLOTHING Including Galy products maximur $20) including:
CANES, WALKING STICKS For di :Cheese
COAL Coke (coal), coal gas : MikiGream
CORRECTIVE EYEWEAR On prescription only Egge (gnéaxlmrrgd 2 dozen)
DIAPERS For adults and children ;I'iﬁ'?%{,'s’;:g‘.,';'f" and ve etables
FISH Except for ornamental fish M':;(‘uasmm:rﬁr::iisv:arg\g?ajm&w
FOOTWEAR UNDER $30.00 Including skates and Joe skates e U wholg o s 10 kg of pars)
GOLD Unwrought or semi-manufactured : Mechamions (nauscasiaming)
ORTHOPEDIC APPLIANCES With or without prescription ‘ Pasia
OXYGEN on pr ; { Catogory 4 ANAL I
{PETROLEUM GASES Hork s B@ragied paar Travelbe Daclarvion Cur (TOE
i SANITARY NAPKINS
"SILVER Unwr B lAr e T e d s G e e T 8 B e
TAMPONS - N
TREES, CHRISTMAS In De: o, T
TWINE Binde| 5
WIGS Form i
WOOD For Fil = |
|
*Children’s Clothin e Travwbtiar Dectaration Card
W e sotiin ame i a0 i S

a) Boys - up to and|

for boys, sized s e R :I. : E =
b) Girls - up to and e e L P T —

for girls, sized s1| = gy ? B - -
DOGATRG40 - 05 =
i e v noa B
i =
i —
L] w8 78 #4331
b =
- —]
i CANPFASS and FACE -1 W

Traveller Declaration Cards

7 DOO1ITIEAD - oD Canaci

Step 1: The purchases must be categorized by country of fabrication (either U.S. or other).

Step 2: A separate Traveller Declaration Card must be completed for U.S.-sourced goods and those from other countries.
Step 3: Purchases must be categorized by type of product (according to theASAN&riff Guide).

Step 4: The purchases must then be totalled by category of good.

Step 5: Actual dollar values and the rounded dollar value must be recorded for each category.

Step 6: The traveller must also determine which goods are provincial sales tax (PST)-exempt.

Step 7: Actual dollar values and the rounded dollar value of PST-exempt goods must be recorded.
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Although it introduced
CANPASS (Highway)
in 1991, Customs did
not establish
performance targets
until 1999.

made to expand the program to this site. to seven sites, with considerably less

Customs has stated that the Sarnia projesuccess than at the initial site. Customs

will be evaluated jointly to determine the expanded the program to another

best possible approach to harmonization,three sites in August 1999. Good

and a planned expansion to 12 other siteperformance information would have

depends on the outcome of that alerted it to the need to determine why

evaluation. travellers were reluctant to participate,
and might have led to improvements in

Lessons learned were not incorporated the program.

during expansion of CANPASS
590 The 1998-99 target for

(Highway) .

CANPASS (Highway) use was 10 percent
5.87 In 1991, we reported on of traffic volume. It is not clear how
special-lane and express-lane pilot Customs could measure performance

projects at four ports in southern Ontario.against this target at the four ports that

We concluded, based on low usage of théhave no separate CANPASS lanes and no
lanes, that the projects were not successfivhy of recording CANPASS use.

due to lack of pre-planning and to facility Nevertheless, Customs’ 1999-2000 Report
constraints. Both the Agency’s Internal  on Plans and Priorities states that

Audit Services Division and the Customs 10 percent of travellers entering Canada
evaluation unit have expressed similar by highway in 1998-99 used CANPASS.
concerns about CANPASS. We note that this applies only to ports

5.88 There are also lessons to be where CANPASS service exists.

learned from the current CANPASS 5.91 Customs should:

(Highway) operations. The low rate of use )

at the Pacific Highway border crossing ~_* detérmine the future need for the
was partly due to its proximity to the CANPASS (Highway) program before
CANPASS port in Douglas. The planned €Xpanding it any further; and
expansion of CANPASS to a second port develop meaningful performance

in Lacolle, Quebec, and to the _ indicators for any new initiatives at an
Queenston-Lewiston Bridge near Niagaraga(ly stage and use those indicators to
Falls, Ontario could face the same measure the success of the initiatives

problem. Interestingly, a similar Americanyfore expanding them.
program to facilitate travellers at the
Windsor Tunnel was discontinued becausBgency’s responseAs part of Customs

of low use. One year later, Customs activities under the Canada/U.S. Accord
introduced CANPASS at that same on Our Shared Border (ACCORD), a
location. After our audit, Customs commitment has been made to develop a

informed us that CANPASS has been framework and conduct an evaluation of
expanded not only on the basis of traffic the Harmonized Highway Pilot with the
volumes but also to provide equal client assistance of an independent consultant.

service at similar ports. Future decisions for expansion of such
CANPASS programs will be based on the
Lack of performance targets to findings of this evaluation.

determine success of the CANPASS

(Highway) program Customs has had a process in place since

1998 to develop detailed performance
5.89  Although it introduced the indicators for new traveller initiatives that
CANPASS (Highway) program in 1991, form part of the CANPASS project.
Customs did not establish performance Customs will continue to develop and
targets to judge its success until 1999. In refine meaningful performance indicators
the meantime, it had expanded CANPAS$o determine achievement of project
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objectives and to recommend program  weaknesses. One of the crucial

adjustments. performance indicators is “wait time”, or
the amount of time that a traveller has to
Measuring Performance wait in line before the first contact with a

Customs inspector at the PIL. Current
5.92 To ensure that it is not delaying wait-time targets are 20 minutes at all
travellers unnecessarily and is detecting ports on weekends, and 10 minutes at 'a”éustoms measures
non-compliant travellers, Customs needs border ports on weekdays. Customs
to gather credible and reliable decided not to measure wait times for  client satisfaction by
performance information from the ports 1998-99 so it did not report national conducting detailed
where travellers are processed. wait-time results for either air or highway

_ hod travellers. As well, across the country it is Surveys as part of the
5.93  Customs uses two main metho Sphasing in a new method of measuring

to measure its performance — ongoing i time. “stint” process.
data collection at ports of entry and
periodic evaluation by means of “stints”. 5.97  Customs measures client
A stint measures performance and is satisfaction by conducting detailed
conducted periodically at Customs ports surveys as part of the stint process. It
by a team of staff. reported client satisfaction at 92 percent
for 1998—99. However, this result is based
Customs has established a number of  on only one of many questions in the
performance indicators survey. When travellers are asked about
their overall satisfaction with Customs,

5.94  In 1997, we issued a report on thesisfaction drops to 84 percent across
concepts behind good performance Canada.

reporting (Chapter 11, Moving toward

Managing for Results). At that time, we  |mportant information not gathered

recognized the commitment of Customs’ ) _

senior management to the concept of 5.98 Customs carries out an important Customs does not
art of its work for other government .

performance measurement, and the valud g have systematic

of the stint in measuring performance. ~ departments. In 1998-99, it recorded
about 1.9 million referrals to Immigration, performance

5.95 Customs has developed three 180,000 referrals to the CFIA, and 54,000, .
performance indicators to measure its  to other government departments. information on how
success in expediting compliant travellersdowever, Customs does not capture well it is carrying out
traveller wait time, client satisfaction and information on the results of those . I
CANPASS use. To measure the referrals. Consequently, it does not have its responsibilities for
effectiveness of its enforcement actions, systematic performance information on  other government
Customs uses three other performance how well it is carrying out this part of its

indicators — traveller compliance, responsibilities. departments.
examination rate and hit rate. While we o

recognize these efforts to develop 5.99 A key feature built into the

performance indicators, including targets,PALS-Highway system is the random

we have some concerns about how selection of vehicles for secondary

Customs measures performance against €xamination as they come through the
them and subsequently analyzes the PIL. Although Customs recognizes that
information. random sampling is an integral part of

measuring performance, we noted that not
all randomly selected vehicles are sent for
secondary examination and no statistics
5.96  Aside from the problems we are kept on this. Nor are the results of
noted earlier in measuring the success ofsecondary examinations of random
CANPASS (Highway), we noted other  referrals analyzed to monitor compliance

Weaknesses in measurement
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levels or possibly identify new areas of computerized format is not rolled up
risk. Information on results could also be monthly by the systems, so it has to be
used to compare the effectiveness of done manually.

random referrals with referrals selected b% 102 Our audit also found that the G11

Customs Inspectors. system cannot be closed off, thus
permitting changes after year-end without
providing an audit trail. We noted that
plans to replace the G11 system with a
5.100 In our 1997 Report Chapter 31, new system called MIDAS (Management
we noted that Customs’ information Information Decision Assist System) have
systems were inadequate for monitoring been delayed for a number of years.
performance, and this had an impact on Current plans are to implement MIDAS
efficient and effective use of resources. by 2004.

Our current audit found that this is still the ]
case. 5.103 The number of stints dropped

from 56 in 1996-97 to 12 in 1998-99 (see
5.101 Customs collects several statisticExhibit 5.5). As already noted, no stints
on activities at the local port level. Thesewere conducted at airports in 1998-99.
statistics are entered monthly on a “G11” Customs plans 17 stints in 1999-2000, but
system.Compiling the information none in the Atlantic region. When
involves extensive manual tallying of performance is measured at only a few
source documents, daily statistics sheets Customs ports, we question whether the
and logbooks. This is time-consuming, results apply nation-wide.
and the results are highly susceptible to
errors in counting and recording. 5.104  Customs should:

reports client satisfaction;

Better systems are needed to provide
performance information

« gather and analyze performance
information on the responsibilities it

Exhibit 5.5 Number of Stints** carries out on behalf of other
Stints 0. government departments;
(1996-1997 to 1999-2000) - make better use of the random
50 selections built into its system and
monitor and analyze the results; and
40- « improve the systems it uses to
D gather and report performance
Land border 0 information, in order to improve
- Air : efficiency and the integrity of the data.
20- Agency’s responseCustoms has initiated
the Performance Management Project to
improve results-based performance
10- reporting across the programs. As part of
this initiative, Customs will actively
- — pursue improvements to the way it
1996-97 1997-98  1998-99  1999-00m035ures and reports on client
satisfaction. We will ensure that this is
* 1999-2000 projected stints done in conjunction with the balanced
Source: Canada Customs ** A stint measures performance and is Conducteécorecard methodology adopted by the
and Revenue Agency periodically at Customs ports by a team of staff. Agency.
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Customs will continue to make efforts to Canada by the various ports of entry
improve the presentation and analysis of involves integrating facilitation and

information required for evaluating enforcement. Customs must ensure that it
programs it carries out on behalf of other does not become a roadblock to legitimate
government departments. tourism and trade activity; at the same

time, it must protect the country against
inadmissible travellers and contraband. An
overall compliance strategy and a risk
management approach are keys to
accomplishing this.

Customs will explore ways of using the
random selections that are built into our
current systems to measure compliance
and conduct detailed analysis of the
results.

5.107 We found that Customs has
Customs is currently working to enhance ggiaplished means to manage the risk of
its current information systems and will  yon.compliance by travellers at the time
explore opportunities to develop new oneghey enter into Canada. However,

that will improve the efficiency and significant improvements are needed.
integrity of program volumetrics and Customs does not have a comprehensive
performance measurement data. compliance strategy to articulate how it

) both promotes and enforces compliance of
Reporting on performance travellers entering Canada. Customs has

produced risk assessments for its own
operations. However, the assessments are
incomplete. While Customs consults with
other government departments on specific
issues and projects, it needs to work more
diligently to obtain information from other
government departments on the risks
arising from the responsibilities it
undertakes on their behalf. It needs to
include those risks in its national risk
assessment. Further, Customs does not

correct the deficiencies we have noted in have current memoranda of understanding

measuring and analyzing the results, so if’;’]'th other gqvernnlwent dgpartment%_?r_]
can be in a better position to report on their respective roles and responsibilities.

performance as required by its Act. To help its |_n_specpon officers make
correct decisions in the short time

. available to them, Customs provides

COI‘IClUSIOﬂ information, systems and training.
However, the information is not shared

5.106 Customs is not a new business —eonsistently, the systems need
it has been protecting Canada’s borders improvement and training is uneven. In
and facilitating trade and tourism for overaddition, Customs has established
a century. However, the environment in  performance indicators, but does not
which it works is undergoing rapid measure and analyze the results of certain
changes, and Customs is trying to keep referrals or gather performance
pace. Dealing with travellers coming into information efficiently.

5.105 Under its governing legislation,
the Agency is required to establish
performance indicators and report on its
performance toward its objectives and
expected results. Many stakeholders —
such as Parliament, the travelling public,
other government departments and the
airlines — have an interest in this
information. Customs needs to consult
with them in developing its performance
indicators. It is important that Customs
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JJ* About the Audit

Objectives

The objective of the audit was to assess whether Customs has adequate procedures and policies to manage the
risk of non-compliance by travellers at the time of their entry into Canada..

Scope
In carrying out the audit we focussed on the following areas:

e whether Customs has established and implemented an overall compliance strategy for its travellers
operations.

* the work Customs does with other government departments in carrying out responsibilities on their
behalf.

* whether Customs provides its staff with adequate information, tools and training to do their job.

e whether Customs is appropriately measuring the results of operations and reporting performance.

Our examination was conducted in Customs’ headquarters in Ottawa and at various regional offices, airports
and land border ports of entry across Canada that are involved with the travellers program. The audit
excluded a review of operations at marine and rail ports of entry. Our work included interviewing employees,
reviewing relevant processes and documents, and observing operations at ports of entry. To determine the
extent to which Customs training meets the needs of staff, we interviewed staff at all levels and reviewed
training records at each of the ports we visited. Also, we interviewed staff in several other government
departments at head office and at various regional and local offices.

On 1 November 1999, Revenue Canada became the Canada Customs and Revenue Agency (the Agency). In
this chapter all references to the Agency include the Agency and its predecessor, Revenue Canada.

Criteria:

We expected that:

* Customs would have risk assessment and targeting processes that effectively differentiate between
low-risk and high-risk travellers;

* Customs would appropriately plan and implement its new initiatives in alternative ways to process
travellers and monitor results, thus ensuring that it is reaching its goals;

* Customs would have appropriate and complete performance indicators for its traveller processing to
provide the information needed to measure the extent to which it is managing risk;

* Customs would have mechanisms and processes in place to ensure that it is appropriately managing risks
arising from the responsibilities it carries out on behalf of other government departments; and

e Customs would ensure that management and staff are able to acquire and maintain the knowledge and
skills needed to fulfil their role in risk management.
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For information, please contact Shahid Minto.
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