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Good morning ladies and gentlemen. My name is H. Cahit SOYSAL and I am the General Director of Turkish Customs. Today, I will inform you about the “Modernisation Project of Turkish Customs”.

As we all know, factors such as growth in trade volume, trade liberalisation, falling transport and communications costs and increasing international competition drive customs administrations world-wide to change their traditional procedures. What is expected from customs is to speed up the release of goods, to rationalise the clearance process and to simplify the procedures while enhancing customs control and creating and transferring statistical data in a timely and reliable manner.

Basic methods that are applied to achieve these goals are changing legislation, use of IT, development of transportation and communication, simplification and harmonisation of procedures and finally Human Resource Management and training. Although the solution seems to be clear the speed of adjustment of customs administrations show variations depending on the political and economic conditions of the each country. 

Starting from 1980’s Turkey has steadily liberalised its external trade regime resulting in a Customs Union with the EU from the first of January 1996. However, changes in customs administration and procedures have lagged behind and there was a considerable need for modernisation and change in the Turkish Customs. 

In 1995, the Republic of Turkey signed a loan agreement with the World Bank in order to carry out a variety of institutional reforms to strengthen public financial management within the Government. Modernisation of Turkish Customs is one of the three components Public Financial Management Project (PFMP).  

Besides, a technical assistance agreement was also agreed with IMF to provide international advisors to work in Turkey on a long-term basis with Turkish Customs. During July 1996 and May 1999, 6 short-term advisors in addition to a two long-term Customs and IT advisors, from both IMF and other institutions, worked for the project. 

The focus of the Modernisation of Turkish Customs is on:

· Modification of customs legislation and procedures according to the international standards such as Kyoto Convention,

· Development and implementation of computer systems and, 

· Reorganisation of Customs Administration. 

Facilitation of trade requires fundamental changes in customs legislation. An old legislation that does not meet recent requirements of the international trade causes loss of time for both traders and customs organisations. 

A contemporary legislation, on the other hand, must create a balance between customs control and trade facilitation and must be in harmony with other agreements and conventions that a country is taking a part. 

The new Turkish Customs Law, including 254 articles, passed from the Parliament in November 1999.  With the new Customs Law, Turkish Customs Legislation has been adjusted both to the international and the EU standards. In addition to this, a new Customs Regulation of 891 articles and 81 appendices also came in to force in 5th of February 2000.

The new Turkish customs legislation involves provisions about simplified procedures and post release control. From the beginning of the project, post-release control has been considered as an important component of the modernisation. Effective post release control has proven to be one of the most significant changes implemented in customs administrations over the last decades and Turkish Customs is seeking to take the full advantage from this application. Currently, 181 companies nation-wide are granted with this special privilege.   

The use of information technology is one of the most important revolutions that customs administrations have witnessed ever. The development of new technologies and telecommunications infrastructures help customs administrations to lower the costs of receiving and disseminating information. To perform procedures in an electronic environment also strengthens national and international co-ordination. The use of automated procedures also provides more effective customs control and simplified procedures and resulting in trade facilitation.  

In March 1997 Turkish Customs purchased a customs software named ‘SOFIX’ from the French Government. As SOFIX has been developed and adapted to the needs of Turkish Customs named as BİLGE (BİLgisayarlı Gümrük Etkinlikleri-Computerised Customs Activities). The project involves the automation of 18 Customs Regional Directorates and 47 customs directorates by October 2001. 

The first phase of the automation project, the pilot implementation of BİLGE system, started at Atatürk Airport, in August 1998. One year later in August 1999, traders at Atatürk Airport began using EDI software supporting BİLGE. And since May 2000 we have entered into the deployment phase of the project. By May 2001, 35 customs directorates, processing %92 of international trade in Turkey, have already been automated. 

Clearly, the introduction of new technology changes the content of work in customs administrations, and this has many crucial implications for the way it is supervised, controlled and the way the management is organised. The use of new technology in Turkish Customs, fist of all, reduced the need for the personal supervision of daily operations and resulted in a flatter organisation structure, by merging Export and Import directorates into one customs directorate with fewer layers of management. 

Secondly the introduction of new computer system gave Turkish Customs the chance to prove political authority that how it would be inefficient to invest huge amount money on small and ineffective customs offices. As a result 120 customs offices were either merged or closed down. In addition to this in the beginning of the project the total number of Regional Directorates in Turkish Customs including both Customs and Enforcement were 36. With the re-organisation project these directorates will be merged and decreased to 16. By the time I am speaking here the functions of Regional Directorate of Customs and Directorate of Customs Enforcement have been merged to increase service efficiency in 5 Regional Directorates.  

The process of creating transition in a large and complex organisation like Turkish Customs can be a difficult and often frustrating situation. The biggest mistake is to think of your organisation as a large machine with different mechanisms that can be taken apart and reassembled differently whenever needed. Organisations can be changed but change must be approached carefully with implications for both individuals and groups within the organisation. 

In order to be successful, changes must be led by top management being involved in the transition process, backing the changes and providing an example to the whole organisation. We believe that it is very important to establish a committee as we called it a “Steering Committee” to prove the support of top management to process of change in the organisation. Secondly a chief executive should be assigned as the project manager of the organisation for the transition state. This person must have the power and the authority needed to make the changes happen.

In our case, the steering committee that involved the Undersecretary, his three deputies and four Director Generals became responsible to steer, control and monitor the implementation of the modernisation project and created a strong image of top management’s commitment to change in Turkish Customs. Assignment of a Deputy Director General as a Project Manager gave acceleration to transition studies and played a vital role in the success of the project. 

In this slide you can also see news in a Turkish journal showing former State Minister, responsible for Customs Undersecretariat, sitting in front of a PC and entering data into the new computer system during the opening ceremony of the pilot site. The use of media in such a way proved to be a very good message that showed top management’s determinism about the change in Turkish Customs. 

So often the move from present position to the desired future state will not happen easily and automatically but rather through carefully directed activities. The management of change must be sufficiently resourced and must not be interrupted by daily operations of the organisation. It should be never forgotten that managing the process of change is a totally different activity from the general management. As a result, it may be necessary to develop a structure outside the regular organisational structure during the change period.  

On the other hand, the change process must be planned by developing an “action plan” that identifies who is to do what, when, where and how. The plan needs to take into account as much detail as possible; difficulties and uncertainties and ideally contingency plans. The project should also have a defined start and finish time. Projects without an end date tend to run forever.

Before the establishment of the permanent project unit, our transition work was carried out through a committee. However, it was not possible for the committee members to pay full attention to the project, because of their daily duties and other responsibilities. 

Along with the project unit, a project team was formed to work the project on a full time basis. Just after that, it became possible for us to realize project stages according to the project time plan.

Any individual or group faced with a change may be resistant for many different reasons. People need for a certain degree of stability or security and change presents unknowns that cause anxiety. 

Uncertainty created by “Change” creates ambiguity, which in turn tends to increase the probability of resistance to change. Communication is a very crucial feature for explaining the nature of, and the reasons for the change.  This should be done as early as possible in the change process in order to minimise the opportunity for ambiguity, rumours and distortions to breed and as a result to complicate the change process. The benefits of the change must be clearly communicated to stakeholders, those both internal and external to the project who have an interest in either the process or the outcome. 

In this regard, Turkish Customs prepared a “Strategic Statement” indicating the reasons and objectives of modernisation of Turkish Customs and passed this information to our stakeholders through a variety of ways ranging from written communications to small group meetings and large briefing sessions.  

Additionally establishing a permanent “Customs Consultative Committee” proved to be very helpful in providing participation from trade bodies to our modernisation studies.  This committee involved different representatives from customs brokers, transport companies and etc.

Adapting new technology into an organisation also may mean changing policies and procedures and motivating individuals and groups to carry out their job in a totally new way. The fear of new technology can create big problems in many cases and therefore those affected by the technological change must be helped to accept and adjust to it through an intensive training programme. 

 In this slide you can see a scene from AHL Customs facilities where approximately 800 customs officers and 2000 importers and exporters joined an intensive training programme. Training facilities similar to this one have been established in every Regional Directorate throughout the country to teach customs personnel and traders how to use the new customs software.

A successful implementation of transition also requires to be confident about yourself and not to step back in case of any threats.  Change means that individuals or groups will have to find new ways of managing their own environments-ways that might not be as successful as those currently used. In addition, those who have power in the current situation may resist change because it threatens that power. 

This slide shows an article about the protest made by the customs brokers a week after the start of the pilot project. Some of the customs brokers made a demonstration and boycotted data entry when they lost their former work routine and face-to-face contact. No importation nor exportation could be made at AHL for two days.  However the determined attitude of our project team and our approach that did not give compromise from the new regulations broke this resistance.  We held a meeting with the demonstrators and explained them our objectives and informed them they can stay in the system if they help us or they will lose their jobs.  Upon this development the demonstrations stopped and traders started to process their declarations in the computerised environment. 

The final action step for managing transition involves monitoring and reinforcement of the change. When changes have been introduced through an organisation it is very important to check after a suitable time to see if they are working well and giving benefits that are argued. If something is going wrong modifications must be made immediately. On the other hand, if the changes are working well and the benefits can be demonstrated, this information must be used to tell everyone to reinforce the transition in the organisation. 

Development and expansion of e-commerce technologies are the most important events of this century. Implementation of e-commerce technology requires the total re-organisation of Customs administrations worldwide. Such a transition sometimes requires resources and expertise that administrations sometimes may lack. As a result customs administrations may need to employ new management techniques for coping with requirements.    

Additionally, the of use e-commerce and the implementation of Just in Time (JIT) techniques 
will increase the number of  transactions inevitably.  While providing a seamless movement of international trade we have to deal with increasing contraband problem. 

And finally adopting e-commerce technology always holds the possibility of cyber crime, sabotage or the loss of system accidentally. Therefore it is very vital to be aware and ready to manage the risks of IT. 

Thank you very much for your attention!

