Standard Summary Project Fiche

Project number:

TR 09 IB FI 03
1.      Basic Information


1.1     CRIS number:
  
   : TR2009/0329.02
1.2     Title                                   : Modernisation of Turkish Customs Administration VI( risk management)

1.3     ELARG Statistical Code : Customs (29)

1.4.    Location                         : Turkish Customs Administration, Turkey

Implementing arrangements:

1.5 Implementing Agency:

The CFCU will be Implementing Agency and will be responsible for all procedural aspects of the tendering process, contracting matters and financial management, including payment of project activities. The director of the CFCU will act as Programme Authorizing Officer (PAO) of the project.

Mr. Muhsin ALTUN (PAO-CFCU Director)

Central Finance and Contracting Unit

Tel:  +90 312 295 49 00

Fax: +90 312 286 70 72

E-mail: muhsin.altun@cfcu.gov.tr
Address: Eskişehir Yolu 4.Km. 2.Street. (Halkbank Kampüsü) No: 63 C-Blok 06580  Söğütözü/Ankara Türkiye

1.6 Beneficiary (including details of SPO): 

Turkish Customs Administration, itself is the responsible governmental institution at policy level regarding the proposed project and is the beneficiary of the project. The Director General of EU and External Relations will act as Senior Programming Officer (SPO) of the project.

Rıza Mehmet KORKMAZ (SPO)

Director General of EU and External Relations

Address: Undersecretariat for Customs, Hükümet Meydanı No:1 06100 Ulus, Ankara-TURKEY

Telephone: + 90 312 306 82 82

Fax           : + 90 312 309 37 37

E-Mail: rkorkmaz@gumruk.gov.tr
1.7 Overall cost
: 1.000.000 Euros

1.8   EU Contribution
: 950.000 Euros

1.9   Final date for contracting: 

2 years after the signature of the Financing Agreement

1.10 Final date for execution of contracts: 

2 years after the end day of contracting deadline 

1.11 Final date for disbursements: 

3 years after the end date of the contracting deadline.

1 Overall Objective and Project Purpose

1.1 Overall Objective

Strengthening the evaluation, information and risk assessment abilities of Turkish Customs Administration (TCA) so as to hinder illegal trading of commercial goods as well as narcotics, explosive in the process of proper protection of the potential future external borders of the EU and to ensure that TCA is in a position to fulfil the tasks and obligations of an EU compatible Customs Administration. 

2.2 Project Purposes

The purpose of this project is to upgrade the capacity of TCA through:

-Implementing more effective monitoring and evaluating systems for Risk Analysis, thus augmenting the capacity of monitoring of international trade and preventing fraud; and

-Better compliance with EC Customs Blueprints on trade facilitation based on risk management.

2.3    Link with AP/NPAA/ EP/ SAA

-In the document named “Accession Partnership with the Republic of Turkey (2008/157/EC)”, the following issue have been put forward as short term priorities: 

Strengthening the enforcement capacity of the customs administration, particularly regarding the fight against illegal trade and counterfeit. Continue the preparations for interconnectivity of the IT systems with the EU
-Priority 29.2 of the Turkish National Programme of 2008 is about strengthening the enforcement capacity of the customs administration, particularly regarding the fight against illegal trade and counterfeit and continuing the preparations for interconnectivity of the IT systems with the EU. In this context, the following requirements have been set out in part 2 and 3;

· Establishment of a central risk analysis unit,

· Training of the personnel of the risk analyses departments on risk techniques.

The scope of the project serves as an instrument for getting the policies developed to manage the necessary institution changes in the Undersecretariat of Customs underway.
The following are the statements in part 4.29 of the Regular Report 2008, indicating the problems for which the proposed project addresses the solution:  

-“The Under-secretariat of Customs adopted its risk management strategy. However, an integrated IT-based risk management system has not yet been implemented in all customs offices.”

“Turkey needs to make further efforts to align its legislation and practices on duty-free shops, free-trade zones, customs duty relief, transit, fight against counterfeit goods and post-clearance.”

2.4 Link with MIPD

Commission Decision of 2008 on a Multi-annual Indicative Planning Document (MIPD) 2008-2010 for Turkey states in part 2.2 that the priority areas for support will be agriculture (particularly meeting veterinary and phytosanitary norms); environment; justice, freedom and security; and obligations stemming from the Customs Union agreement.

Moreover, in ‘Component 1-Transition Assistance and Intuition Building’ of the MIPD 2008, the following issue has been put forward on transposition and implementation of the acquis notably in priority areas with voluminous legislative alignment and high investments needs:

“Obligations stemming from the Customs Union agreement: State aid monitoring; Steel sector restructuring; Implementation of the customs code, Administrative capacity of the customs administration, Development of IT systems for the exchange of data with the EU and its Member States, Protection of intellectual and industrial property rights”

2.5 Link with National Development Plan (where applicable)

Not Applicable 

2.6 Link with national/ sectoral investment plans (where applicable)  

Not Applicable
3  Description of project

3.1  Background and Justification

In parallel with the rising economic and trade relationships, we observe a trend of diversification in the scope of international trade accompanied with an increase in illegal movement of goods, vehicles and human beings. Not only has the amount of illegal trade and smuggling increased but also methods and techniques of smuggling become more and more complicated.
Being a part of Customs Union and hopefully to be a part of European Union the borders of Turkey, meaning the borders of EU, should not only be protected against narcotics or explosives but also all sorts of commercial goods smuggling. 

In order to combat efficiently against illegal commercial activities TCA –like its counterparts in EU- constituted on 17th March 2008 a Risk Management and Strategic Evaluation Unit (RMSEU) which manages all risk analyses studies across the TCA. The former Risk Analysis Units under the organizations of three separate Directorate Generals (Directorate General of Customs, Directorate General of Customs Enforcement and Directorate General of Customs Control) have been merged under this Unit. 

Three separate units have been centralized by constituting RMSEU in order to improve selectivity in customs controls and enhance efficiency in anti-smuggling activities. Risk profiles are developed for risky factors which are determined as a result of Risk Information Forms and RMSEU’s own analysis. Then, developed risk profiles are entered into the IT system. Above mentioned risk profiles are sent to local Customs and Customs Enforcement Units, as a consequence customs controls are realized depending on these profiles.
In addition, any information determined as risky by regional customs and customs enforcement units can also be entered into IT system and customs controls are realized according to them. If there is information pertaining to all customs units, it is sent to RMSEU via Risk Information Form or electronically on intranet. Results of customs controls realized depending on risky factors determined by RMSEU and regional customs units are also entered into the IT system. Thus, it is possible to get feedback via IT system.
RMSEU works in close cooperation and coordination with the other Units of TCA. 100 % of imports and exports are realized electronically on BİLGE System and contributing programmes integrated into BİLGE. Moreover, other Units of TCA including RMSEU profit from afore mentioned system. There is not a separate system for risk analysis, so risk analysis performed by RMSEU on the basis of the same system which is used by the other Units of TCA. For instance, if an importation which is directed to physical check in the system by RMSEU necessitates scanning, this transaction is scanned by X-Ray Scanning System which is under the responsibility of DG Customs Enforcement.

In this context, it should be emphasized that both regional and operational units are supported by work of RMSEU. Therefore, it is obvious that if regional customs offices are strengthened by risk analysis and risk management, percentage of the accomplishments will be higher. 

In order to fulfil the functions above, RMSEU like its counter-parts in the EU, investigates either proven or potential risks. As a cause of deficiency of necessary information channels and electronic evaluation equipment, the indicators of illegal commercial activities and/or mismatch of the transmitting of an indicator to the headquarters could not have been possible. As a consequence, the department can only focus on abnormal trends in commercial activities in the past months and even years or chasing a trader, a transporter or a traveller whom has already been punished or investigated about an illegal international commercial activity.

Bearing in mind that better risk management would allocate effective use of sources and better targeting, TCA determined the need to improve its risk management system. In this concept, it is essential to determine gap and needs of the Risk Management and Strategic Evaluation Unit and to train the staff of the Unit and inspectors/officers from the regional customs offices in terms of risk analysis

The situation has forced the TCA to apply new measures and to develop its risk analysis system for the safety of its own borders and that of European Union’s. 

3.2 Assessment of project impact, catalytic effect, sustainability and cross border impact (where applicable)

At the end of the project TCA will start to use advanced risk management techniques to ensure enforcement, security and trade facilitation at the same time. By using these techniques and more selectively categorising cargo, conveyances and carriers for verification a more rapid release and clearance can be achieved. Moreover, improvement of risk management system by performing gaps and needs analysis, guarantees the sustainability of the project outcomes.

On the other hand, the human resources management system in the fields of risk analyses and risk management, operational and administrative capacity mainly in the training domain will be strengthened in order to have sufficient capacity to implement and to enforce the related EU acquis and practices.
Turkey, a country on the transit flow between Asia and Europe, is faced with a heavy transit load. Therefore, the success of the TCA in taking all measures in order to avoid hindering international transportation and trade is critical not only for Turkey but also for the European and Asian countries. This project will introduce to the TCA a better risk management system in order to detect illegal goods crossing the TURKEY’s border and potential future borders of the EU such as drugs, explosive materials or nuclear and chemical weapons.

3.3 Results and measurable indicators:

Results;

In Relation with Activity I

I.I Report on Gap and Needs Analysis of the Risk Management System of TCA has been produced. (I Quarter 2011)

I.II Action Plan has been produced based on Gap and Needs Analysis both for the project lifetime and for the next five years. (I Quarter 2011)

  I.III New risk management system has been in place and operational. (IV Quarter 2013)

In Relation with Activity II

II.I. At least 20 personnel of the TCA Risk Management Unit has been trained about following subjects:  (II Quarter 2011)
· The methods of determining risk criteria in summary declarations including post-arrival, post departure and pre-arrival, pre- departure and detailed declarations have been elaborated. (II Quarter 2011) 
· The training services in the fields of pre-clearance and post-clearance controls  of TCA in terms of Risk Management have been improved and extended in close cooperation with the running  Post-Control Twinning Project (TR06IBF02). (II Quarter 2011)
· Training on Risk analysis in summary declaration including post-arrival, post departure and pre-arrival, pre- departure in close cooperation with the running  Technical Assistance project about  declaration of pre- arrival, pre- departure’s applications  (G2G07/TR/9/1) has been carried out. (III Quarter 2011)
· Training on risk analysis in detailed declaration carried out. (III Quarter 2011) 
· Personnel from Risk Management Unit of TCA have excessive training on data mining. (III Quarter 2011)
II.II. The overall standard of risk assessment ability of the operational staff (at least 150) has been raised. (IV Quarter 2011)

In Relation with Activity III

III.I Applications and procedures on Risk Management of a EU Countries have been observed by the TCA personnel. (IV Quarter 2011)
Indicators;

· The number of trained staff on Risk Assessment increased during the project.  At least 20 personnel from the Risk Management Unit and 150 customs inspectors/officers from the regional customs offices will be trained and certified in terms of Risk Assessment and Risk Management by the end of the project.

· Physical checks will be better targeted and more effective.
· Instructions and manuals for TCA staff prepared by the end of the project.
· At least 15% decrease in the number of physical inspections in imports and 5% decrease in the number of the physical inspection in exports in the Customs border gates by the end of the 2014. 

3.4 Activities

Activity 1

Gap and Needs analysis of the Risk Management System of TCA on legislation, capacity building and training will be produced. Moreover, job profiles and number of the personnel that will be recruited to Risk Management Unit will be defined. Regarding to the data analysis, the current and possible information sources, the collation, registration and handling of this information will be evaluated. As the use of analytical techniques and various analytical approaches is necessary in achieving a robust analytical capability, the experienced data analyst will indicate uncovered techniques and approaches by TCA. 
Activity 2

-The selected staff of TCA Risk Management Unit has been trained about the risk analysis.

-Operational staff related with risk analysis in regional customs offices will be trained in the field. The results of Gap and Needs Analysis Report will be basis for the determination of the training programme of regional customs officers.

Activity 3

Study visits about risk analysis and post-clearance control to see how a EU Country’s applications are carried out in this field will be arranged. Study visits will be arranged to see the applications of two EU countries whose risk analysis and post-clearance control system are considerably developed. The duration of each study visit will be 5 working days.

 (Twinning contract 1.000.000 € for activity 1, 2 and 3)
3.5 Conditionality and Sequencing 

   Not Applicable
    3.6 Linked activities

I) Modernisation of the Turkish Customs Administration III (TR0603.07)

This project is devoted to the most important objectives of the BCMP and NAP to ensure that the IT system, enforcement and administrative capacity of the Turkish Customs are in place on the way to the full membership. In order to comply with these objectives, the following components are defined:
Component 1: EU compatible Customs IT systems (including CCN/CSI, ITMS and NCTS applications) installed and fully operational at the end of the project and in line with the EU requirements in terms of interconnectivity and interoperability;

Component 2: While achieving the objectives of the EU’s IT interconnectivity requirements; Customs enforcement operations reinforced and improved in a synergetic manner to meet the responsibilities for the protection and control of external borders of the enlarged EU;

Component 3: The human resources management system, enforcement, operational and administrative capacity mainly in the training domain strengthened in order to have sufficient capacity to implement and to enforce the acquis. 
v) Business Change Management Plan (BCMP)

Based on the results of the needs analysis carried out on the following subjects in the Twinning Project TR03/FI/05, a Business Change Management Plan (BCMP) of activities was developed, which could eventually be implemented through a programme of pre-accession projects: 

· Legislation; 

· Organisation; 

· Human Resources; 

· Ethics; 

· Training; 

· Revenue Collection;

· Border and Inland Control; 
· Investigation; 

· Laboratory; 

· Infrastructure and Equipment; 

· Trade Facilitation; 

· Transit; and 

· Computerisation.

vi) Risk Based Control Mechanism (TR.04.03.01)

As stated in the project TR 04.03.01, a central risk management unit is to be installed in TCA Headquarters. Though the fact that a centralised unit would be efficient and benefical in operational and investigational aspects; the proposed and installed system should be well-fed with the relevant information. 

On the basis of Risk Management Policy Document and Action Plan developed in the framework of the Project 2004 (EUROPEAID/122768/D/SER/TR); Risk Management and Strategic Evaluation Unit has been established and gone into operation since 17th of March 2008. In this context, Risk Analysis Units under the organisations of Directorate General of Customs, Directorate General of Customs Enforcement and Directorate General of Customs Control have been merged into this Unit.

Moreover, Risk Management Policy Document and Action Plan have been examined in detail. As suggested on the Action Plan, Risk Management Unit has developed ‘Risk Information Form’ and introduced the use of the form in the whole organisation. Moreover, present external communication with other agencies was reviewed and an attempt was made to incorporate data mining/analytics software. 

   vii) Capacity Building-Post Clearance Control Twin. (TR 06.03.07)

As a part of the project TR 06.03.07 a Twinning Programme (TR 06 IB FI 03) started to be implemented on April 2008. Not underestimating the importance of such a programme, it is known the Twinning Programmes are mainly benefical to the TCA experts in the Headquarters. 

In the efforts to reinforce the programme, training the regional customs officers would be as much valuable as a Twinning Programme.

Capacity Building Twinning (Training and Post-Clearance Control Components) within the scope of the Modernization of the Turkish Customs Administration III (TR06/IB/FI/03) Project Package has been signed with German Customs Administration and is being implemented since 5th of May 2008.

Subsequently, the Post-Clearance Control and Control of Risky Transactions Regulation was issued in Official Gazette (Date:27.10.2008/ No:27037) and came into force on the same day. Secretariat of the Post-Clearance Control Component of this Project is also being executed by the Risk Management and Strategic Evaluation Unit and as of now half of the Project activities have been completed. The main purpose of this Project component is to develop the administrative and operational capacity of the Undersecretariat of Customs in the area of Post-Clearance Control. Currently, post-clearance control plan/program of 2009 was confirmed by Undersecretary on 16.04.2009 and put into practice.

viii) Multiannual Action Plan of the Undersecretariat of Customs

The Multiannual Action Plan is responsible for the application of the Strategy Plan of the Undersecretariat and constitutes a base for the activities of the related units of the TCA. The 2009 project of the Risk Management Unit serves strategic targets of the Customs Administration concerning risk analysis, risk management and post clearance control on these issues;

· Improving service quality of the TCA,

· Development of risk management model of the TCA

· Enhancing the capacity of the TCA on risk analysis, risk management and post clearance control,

· Constitution of the administrative infrastructure of IT-aided post-clearance control system which based on risk analysis,
· Development of the IT infrastructure of the post-clearance control system,

· Increasing the number of the personnel whom trained on risk analysis.

3.7 Lessons Learned:

On the eve of accession the Turkish GDP in US$ nearly doubled from 2001 to 2007. Added to this the ratio of total foreign trade to GDP has risen from 40% to 55%. The expanding Turkish economy, with the leading of international trade in economic growth beside her potential to grow even further and faster, is a reward and paradoxically a threat to EU on the way to accession.

Having been probably on the most distressful part of the world Turkey will have the longest non-EU border as a EU member state after the accession. Though the fact that the Customs Enforcement Systems would focus on the counterfeited goods, drugs, weapons and similar stuff, it is a well-known fact that any good that enters inside Turkish borders under the body of current EU laws would face a market from Diyarbakir in Eastern Turkey to Cork City in Western Ireland. This huge integrated market, as it is demanded, is not only a potential for traders but also an opportunity for any smuggler in any good. 

So without not underestimating the importance of Customs Enforcement, establishing an efficient risk analyses system to monitor the commercial goods trade in the future external borders of EU is vital both for economic and security reasons.     

Moreover, the ongoing Customs Modernization projects give the Customs the opportunity to gain experience in the field of development and execution of EU funded projects. The numbers of staff involved in project, the TCA have been increased and trained to professionally handle future projects. The Twinning Project, for instance has improved the administrative structure especially in the field of the legislative alignment and re-structuring of the TCA.

In the scope of the Project 2004 (EUROPEAID/122768/D/SER/TR), the importance of acting proactively on legislative amendment and re-structuring of the TCA was observed. In other words, although Risk Management and Strategic Evaluation Unit have been established as a result of the mentioned Project, related legislation on the re-organization of TCA is on the agenda of the Parliament.
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	0.95 
	
	0.05
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5 (1)
In the Activity row use "X" to identify whether IB or INV

6 (2)
Expressed in % of the Public Expenditure (column (b))

7 (3) 
Expressed in % of the Total Expenditure (column (a))
5. Indicative Implementation Schedule (periods broken down per quarter) 

	Contracts 
	Start of Tendering
	Signature of contract
	Project Completion

	Contract 1.1 (Twinning)
	II Quarter 2010
	IV Quarter 2010
	IV Quarter 2011


6.   Cross cutting issues (where applicable)

       Not relevant to this project.
6.1    Equal Opportunity

Equal opportunity principles and practices in ensuring equitable gender participation in the project will be guaranteed. Male and female participation in the project will be based on EU standards and assured by official announcements published to recruit the necessary staff for the project. The main criteria for recruitment will be qualifications and experience in similar projects, not sex or age. Both men and women will have equal opportunities and salaries.

6.2     Environment 

               Not relevant to this project.

6.3  Minority and vulnerable groups

       Not relevant to this project.

6.4 Civil Society

Not relevant to this project.
ANNEXES TO THE PROJECT FICHE

1. Log frame in Standard Format 

2. Amounts contracted and Disbursed per Quarter over the full duration of Programme

3. Institutional Framework

* Role and responsibilities of the SPO

 

* Frequency of project management meetings,  

* Who chairs, who attends and in what role
 

* Coordination mechanisms for multi-beneficiary projects

*  Monitoring (roles, responsibilities of all actors)
4. Reference to laws, regulations and strategic documents:

Reference list of relevant laws and regulations

Reference to AP /NPAA / EP / SAA

Reference to MIPD

Reference to National Development Plan

Reference to national / sector investment plans

5. Details per EU funded contract (*) where applicable:


For TA contracts: account of tasks expected from the contractor 


For twinning covenants:  account of tasks expected from the team leader, resident twinning advisor and short term experts


For grants schemes:  account of components of the schemes


For investment contracts: reference list of feasibility study as well as technical specifications and cost price schedule + section to be filled in on investment criteria (**) 

 
For works contracts: reference list of feasibility study for the constructing works part of the contract as well as a section on investment criteria (**); account of services to be carried out for the service part of the contract

(*) non standard aspects (in case of derogation to PRAG) also to be specified

(**) section on investment criteria (applicable to all infrastructure contracts and constructing works): 

· Rate of return 

· Co-financing 

· compliance with state aids provisions 

· Ownership of assets (current and after project completion)

ANNEX 1

Logical Framework Matrix

	
	Programme name and no.: ‘Modernisation of Turkish Customs Administration VI’, IPA Reference No:
	Date of Drafting:



	LOGFRAME PLANNING MATRIX FOR 

“MODERNISATION OF TURKISH CUSTOMS ADMINISTRATION VI”
	Contracting period expires:

2 years after the signature of the Financing Agreement
	Disbursement period expires: 3 years after the end date of the contracting deadline.



	Project Number 
	Total Budget: 1.000.000 €
	EU support 

950.000€



	Overall Objective:
	Indicators of Achievement:
	Sources of information:
	

	Proper pro  Strengthening the evaluation and information abilities of Turkish Customs Administration (TCA) so as to hinder illegal trading of commercial goods as well as narcotics, explosive in the process of proper protection of the potential future external borders of the EU and to ensure that TCA is in a position to fulfil the tasks and obligations of an EU compatible  Customs Administration.


	- Decrease in the number of physical inspections in the Customs border gates by the end of the project.

- More effective control criteria and risk management indicators established by the end of the project, according to customs legislation and strategy, to support the overall aim. 

- Clearance process accelerated through better targeting of high risk cargo.


	-EC progress  

 Report.

 -EC strategy paper.

  -TCA annual                    report

 -Field studies

 -Official statistics of TCA


	

	Project Purposes:
	Indicators of Achievement:
	Sources of information:
	Assumptions & Risks:

	The purpose of this project is to upgrade the capacity of TCA through:

-Implementing more effective monitoring and evaluating systems for Risk Analysis, thus augmenting the capacity of monitoring of international trade and preventing fraud; and

-Better compliance with EC Customs Blueprints on trade facilitation based on risk management.


	- At least 15% decrease in the number of physical inspections in imports and 5% decrease in the number of the physical inspection in exports in the Customs border gates by the end of the 2014.

-At least 15% reduction in the level of complaints of traders about customs control formalities by 2015.


	-TCA website and reports

-TCA annual report

-EC progress report

-Official statistics from TCA 

-Interim and final evaluation reports


	- A very good and close collaboration between the study team and the stakeholders in the TCA 

-Adequate financial resources available.

- Senior management of Undersecretariat for Customs remain committed to the project.



	Anticipated Results:
	Indicators of Achievement for the Results:
	
	Assumptions & Risks:

	3.7.1 In Relation with Activity I

I.I Report on Gap and Needs Analysis of the Risk Management System of TCA has been produced.

I.II Action Plan has been produced based on Gap and Needs Analysis both for the project lifetime and for the next five years. 
  I.III New risk management system has  been in place and operational. 

3.7.2 In Relation with Activity II

II.I.At least 20 personnel of the TCA Risk Management Unit has been trained about following subjects:
· The methods of determining risk criteria in summary declarations including post-arrival, post departure and pre-arrival, pre- departure and detailed declarations have been elaborated.

· The training services in the fields of pre-clearance and post-clearance controls  of TCA in terms of Risk Management have been improved and extended in close cooperation with the running  Post-Control Twinning Project (TR06/IB/FI/03)

· Training on Risk analysis in summary declaration including post-arrival, post departure and pre-arrival, pre- departure in close cooperation with the running  Technical Assistance project about  declaration of pre- arrival, pre- departure’s applications  (G2G07/TR/9/1) has been carried out.

· Training on risk analysis in detailed declaration carried out. 

· Personnel from Risk Management Unit of TCA have excessive training on data mining 
II.II.The overall standard of risk assessment ability of the operational staff (at least 150) has been raised.

3.7.3 In Relation with Activity III

III.I Applications and procedures on Risk Management of a EU Countries have been observed by the TCA personnel.


	· The number of trained staff on Risk Assessment increased during the project.  At least 20 personnel from the Risk Management Unit and 150 customs inspectors/officers from the regional customs offices will be trained on Risk Assessment and Risk Management by the end of the project.

· Physical checks will be better targeted and more effective.
· Instructions and manuals for TCA staff prepared by the end of the project.


	
	- Adequate resources will be timely available.

-Project Management Group has adequate expert staff.

- Relevant trainees will fully participate.


	Activities: 
	Inputs
	
	

	        Activity 1

Gap and Needs analysis of the Risk Management System of TCA will be produced.

Activity 2

-The selected staff of TCA Risk Management Unit has been trained about the risk analysis.

-Operational staff related with risk analysis in regional customs offices will be trained in the field.

Activity 3

Study visits about risk analysis and post-clearance control to see how a EU Country’s applications are carried out in this field has been arranged.


	Twinning Contract

Project Cost: 

Twinning 1000.000 €

National Budget:50.000 €

EU Support :950.000 €

Grand  Total:1.000.000 €


	
	-The TCA will guarantee the adequate attendance for Twinning.



	Pre- conditions

The main conditions for success of the project are:

· Adequate Risk Management Unit staff will be devoted to the project and training programmes by the TCA. 

· Continued support to the EU for the accession of Turkey.


ANNEX 2:  Commitment and Disbursement Schedule EU support (M €)
	Commitment
	I/2010
	II/2010
	III/2010
	IV/2010
	I/2011
	II/2011
	III/2011
	IV/2011

	Supply Contract 
	
	
	
	
	
	
	
	

	Twinning Contract
	
	
	
	
	1,000,000
	
	
	

	Service Contract
	
	
	
	
	
	
	
	

	CCumulative 
	0
	0
	0
	0
	1,000,000
	1,000,000
	1,000,000
	1,000,000


	Dispursement
	I/2010
	II/2010
	III/2010
	IV/2010
	I/2011
	II/2011
	III/2011
	IV/2011
	I/2012
	II/2012
	IV/2012

	Supply Contract 
	
	
	
	
	
	
	
	
	
	
	

	Twinning Contract
	
	
	
	
	450,000
	150,000
	150,000
	150,000
	100,000
	
	

	Service Contract
	
	
	
	
	
	
	
	
	
	
	

	Cumulatıve
	0
	0
	0
	0
	450,000
	600,000
	750,000
	900,000
	1.000,000
	1,000,000
	1,000,000


ANNEX 3. INSTITUTIONAL FRAMEWORK
The Turkish Customs Administration (TCA) is the beneficiary institution of this programme. The responsibility of TCA is the protection of the state economy, domestic market and society by controlling the movement of prohibited goods across the border of Turkey. The TCA is also responsible for the production of foreign trade and of Customs statistics. 

Turkish Customs Administration 




















CD: Customs Directorates

CED: Customs Enforcement Directorates

NOTE:  Risk Management and Strategic Evaluation Unit is responsible for this component.
Project Implementation Unit

As far as the Project management capacity of the TCA is concerned, it is very obvious that during the implementation life time of the 2003 and 2004 projects, TCA has gained broad experience in managing the EU Projects, This practical experience has recently resulted in establishment of “EU Project Management Unit”,

The staff number of the new Unit which is assigned to deal with the project management only is about 18 officials who have been trained in the EU project management principles, Furthermore, the running Twinning Project has sophisticated the TCA from the twinning point of view,

Proposals for project initiation are provided from different departments of the TCA, These proposals are gathered at EU Project Office established under the DG for the EU and External Relations, and forwarded to the Project leader, EU Project leader after his first assessment on the proposals summons the EU Project Unit in TCA, After brief evaluations on the proposals by the Project Leader, they are presented to Project Coordinator and his approval is requested,

The officers responsible for implementing their project proposal conduct the necessary work for carrying out the project through its different processes, including preparation of TOR, technical specifications,…etc, These documents are sent to CFCU through Project Coordinator or Leader, The above mentioned officers participate in evaluations committees, EU Project evaluation committee meets twice a month to elaborate the progress, Additionally, meetings are held once a month with CFCU and EC Delegation in Turkey to have a general assessment on the process,

Overall management of all components will be conducted by;

M, Emin ZARARSIZ

Undersecretary of Customs 

Other institutions involved in the implementation will be as following:

EUSG-European Union Secretariat General

ECD-Delegation of European Commission to Ankara

CFCU-Central Finance and Contracting Unit

NF-National Fund

ANNEX 4, Reference to laws, regulations and strategic documents

The Customs Union between Turkey and the EU was established as of 1st January 1996 in accordance with Decision No,1/95 of the EU-Turkey Association Council, Decision No, 1/95 also suggested adopting wide-ranging legislation in the field of trade, as well as being party to conventions in the fields of industrial, intellectual and commercial property rights,

As a consequence of the Customs Union, the Turkish Customs Legislation was revised and modernised accordingly and the Customs Tariff System was harmonized to the EU Combined Nomenclature, The EU Single Administrative Document (SAD) was introduced throughout Turkey on the establishment of the Customs Union,
The Customs Law No, 4458, with Customs Regulations, Notifications and Circulars, has been in force since February 2000, A new Customs Regulation was issued in May 2002 and came into force on 1st July 2002, Furthermore, the Revised Customs Law, which is compatible with the EU’s revised Custom Code, has been submitted to the Parliament for ratification and Customs Regulation will be amended accordingly, Additionally the Law No, 1918 on the Interdiction and Pursuit of Smuggling was repealed and a new Anti-Smuggling Code No, 4926, which is consistent with the Customs Law No, 4458 and the new regulation, was put in to effect on 10th July 2003,
A new Customs Enforcement Regulation, which is aligned to the Anti-Smuggling Code No, 5607, was issued on 7th November 2003,
Turkish Government underpins its legislative harmonisation and e-customs activities, It allocates increasing funds from its national budget for the target of customs modernisation within the framework of e-government, 

As a result of recent changes in world economy and increase in the volume of international trade, customs administrations are not only expected to fulfil their main functions effectively but also face the necessity to facilitate the movement of goods and passengers,  Efficient and effective use of human and capital resources has become essential to cope with these recent developments,

The purpose of this project is to contribute to the implementation of EU legislation, following the changing rules systematically, transfer the information and knowledge to all Customs people, the facilitation of the legal trade and strengthen the anti-smuggling efforts especially in transposition of the EU law into the national law, Community Customs Code and its implementing provisions, counterfeit and pirated goods, drug precursors and cultural goods and so on,

Taking into consideration the volatile geographical location of Turkey and the fact that Turkey’s existing borders with third countries would become the borders of the enlarged EU, Turkey’s uniform and proper application the EC Customs Legislation has become crucial for both Turkey and the Europe at large, 

The new EC’s Customs Code consisting of IT applications in conducting Customs formalities was in force on 1,1, 2007, Therefore, TCA will need to adapt itself the Turkish Customs will adapt itself to the new EU customs legislation which might require a new administrative capacity to provide the Customs people with new legislation, IT applications and operations,  

This new capacity and infrastructure can be absorbed and adopted if only the Turkish Customs transposes this new structure and put these changes into practice, Undoubtedly, Customs officials have to be familiarized with the new system through increased administrative capacity, and other linked activities, Therefore, all these latest developments have directed the Turkish Customs to focus on the capacity building and increasing its administrative capacity,
In parallel to the recently changing economical trends, the increasing foreign trade volume the customs administrations are expected to fulfil their protective role effectively, they also face in principle the necessity of facilitating the movement of goods and passengers in international trade, The control mechanisms of the economically most powerful countries are also in favour of efficiently and effectively use of the resources such as personnel and equipment and training in line with the increasing administrative capacity, instead of increasing the number of the controls, 

The measures introduced with EC Regulation 648/2005 and Commission Regulation (EC) No 1875/2006 aim at increasing the level of protection offered by customs controls for goods entering or leaving the European Community, These measures should produce faster and better targeted customs controls that facilitate legitimate trade but tighten minimum security and safety requirements, They involve putting in place a new risk management framework; granting the status of authorised economic operator to reliable traders; introducing the requirement for pre- arrival and pre-departure information to be given to the customs authorities on all goods brought into or out of the customs territory of the Community; and facilitating information exchange between customs administrations,

As of 1 July 2009, EU authorities will require importers and exporters to lodge pre-arrival and pre-departure summary customs declarations up to 24 hours prior to exportation or importation, depending on the method of transportation, Thus, the European Union will become one of the few customs territories in the world requiring not only pre-arrival declarations but also pre-departure customs declarations,

The Customs Union is a foundation of the European Union and an essential element in the functioning of the single market, The single market can only function properly when there is a common application of common rules at its external borders, So being a customs administration for a member country of Customs Union, Turkish Customs Administration should take necessary measures to follow the most recent developments,

It is essential to improve the ability of Customs to detect high-risk cargo as early as possible in the international supply chain, As it is not practical to inspect all inbound, outbound or transit cargo with current technology, it is essential to employ risk assessment to identify high-risk cargo, Precise information through advance electronic requirements enables Customs to undertake risk assessment on all the cargo at the earliest possible time, in order to identify high-risk cargo,
ANNEX 5, Details per EU Funded Contract 

Contract 1.1, 1.2, 1.3 Twinning Covenants:  

	Estimated Costs


	
	Total Budget: 1,000,000 €
	

	
	

	BUDGET SUMMARY
	Units
	Unit cost
	Total cost

	1 
	RTA
	12 months
	8,000 € /month
	96,000€

	2
	RTA Assistant
	12 months
	1.500 € /month
	18,000€

	3
	Language assistant
	12 months
	1.500 €/month
	18,000€

	4
	Project Leadership
	60 days
	1.000 € /day
	 60,000€

	5
	Key Experts
	12 months

(4 persons)
	8.000 € /month
	 384,000€

	6
	Activities (Trainings, workshops, seminars)  
	
	
	 160,000 €

	7
	Study Visits 
	100 days 

(10 persons x 5 days x

2 times)
	240 €  / day
	24,000€

	8
	Mini-Internships
	200 days

(10 persons x 20 days)
	240 €  / day
	48,000€ 

	9
	Flight
	30 persons
	700€ / flight
	21,000 €

	10
	Operational Costs (Interpretation during meetings and trainings/workshops, Translation of the documents, audit, Training and Extension materials including CDs, pens, papers, published documents, etc...) 
	 
	 
	100.000€

	 
	Sub-total
	 
	 
	929,000 €

	11
	Contingencies EU
	
	
	40.000 €

	 12
	Contingencies TCA
	 
	 
	 31,000 €

	 
	Total :
	1,000,000 €


The TCA commits itself to cover the costs of the following provisions:

· Adequately equipped office space for the RTA and the RTA assistant for the entire duration of their secondment.

· Adequate conditions for the short-term experts to perform their work while on mission to TCA.

· Training and conference venues, costs of catering (if any), as well as presentation and interpretation equipment (included in in-kind contribution however venue costs of TCA premises not budgeted).

Qualifications
Project Leader should have experience on customs legislation and seaport operations, implementation of international projects and present and defend project input and expected outputs, manage the project team, prepare project management reports, help overcome project related problems. He/she should also have international experience. He/she will be responsible for overall implementation of the project. Furthermore, project leader will manage financial issues and coordination with RTA and also beneficiary project leader and SPO.

Resident Twinning Advisor (RTA) is supposed to assist in finalizing the twinning contract, establish a work plan for project activities, facilitate the organization of workshops, particularly with the EU organisations, identify contact persons, assist in identifying topics of discussion and case studies (both local and EU cases),

· Minimum 10 years of professional experience in customs area with substantial, theoretical and practical experience in risk management (minimum 5 years);

· At least 2 years reorganization experience in Customs Administration in EU or pre-accession countries;

· Extensive knowledge and expertise in applying risk management techniques,

Key Experts are supposed to take part in the analysis of the Undersecreteriat of Custom’s working methodology in accordance with the harmonized legislation, enter into discussions with the TCA examiners on best practices that would be applicable for risk management and information systems, develop a training program under the chairmanship of RTA, provide training on agreed subjects in accordance with the training program, participate in case study discussions, 

Risk Management Expert
· Extensive knowledge and expertise in customs and/or customs enforcement activities,

· Minimum 5 years of professional experience in risk management and customs inspection area with minimum 2 year of practical experience at the local level,

· Sound knowledge of legislation and policies of the European Union, in relation to the risk management  in the  Community
· Sound knowledge of the DG TAXUD Project Management Methodology for risk management projects and previous experience on the specific issue
· Sound knowledge of English, appropriate knowledge in writing strategic documents and carrying out training on methodology of strategy development and good computer skills.
Training Expert

· Having at least 5 years of professional experience in the field of Risk Management

· Having at least 1 year of experience as a trainer in the field of risk analysis

· Having demonstrated knowledge per specific training subject (as determined during preparation of the training program)

All experts should: 

· posses at least 5 years of professional experience in the field of Risk Management

· possess adequate qualifications (university graduate or post-graduate);

· be proficient in English and have full computer literacy,

· have training experience of at least 1 year,
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