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OVERVIEW
One of the primary objectives of any government is to ensure that its citizens are well cared for both in terms of security and provision of essential services like, health, education, water, good roads etc.  In an attempt to achieve these objectives, governments all over the globe have had to expend the greater part of their budgets in ensuring that these services are delivered.

The efficiency and objectivity of the delivery of these services has been the subject of concerns and requires urgent attention in many countries.  In many cases, the services were not efficiently nor effectively delivered.  In other words, government funds were not spent in line with the budget nor according to financial regulations.  This was particularly so in developing countries, where governments were undermined with the grave consequences of civil strife, wars, and other forms of instability.  The result and effect was under-development.  Bad governance and corruption have been clearly identified as one of the symptoms of this process.

However, the last two decades have seen the mobilization of both national and international communities to combat this menace of corruption.

There is no single recipe for fighting corruption, because of its varying causes and different logics.  However, although the design of an Anti-Corruption Strategy should be specific to each country, certain fundamental requirements, like political and managerial will, the enforcement of the rule of law and civil society involvement are required.  These are all needed for an effective Government Anti-Corruption Strategy, which will stand the test of time.

BACKGROUND
Sierra Leone, a former British colony, gained her independence on 27th April 1961.  Since then she has been governed by different political systems (multi-party, one-party and military regimes). The country has, however, been plagued by successive political, social and economic difficulties, all with corruption as their common denominator. The accumulation of these problems culminated in the decade long civil war that devastated every facet of the country. Before the war ended in 2002, the government had mainstreamed the fight against corruption, in all its forms, at every level within the administration.
In 2000 the Anti-Corruption Act was passed to prevent corrupt practices and other related crimes.  Besides the creation of the Anti-corruption Commission, the government’s general anti-corruption strategy adopted a multi-disciplined approach.  This included the creation of multiple institutions and campaigns to tackle the many causes of corruption simultaneously.   The Anti-Corruption Commission and the new Anti-Corruption Act of 2008 provides the general legal regulatory framework that lends credence to the Government’s commitment to fight the scourge of corruption.
GENERAL REFORM OF THE PUBLIC SECTOR AS AN ANTI-CORRUPTION STRATEGY
We now turn to the general reform packages, as components of the Government’s Anti-Corruption Strategy.  It has been clearly established that public sector corruption is a symptom of dysfunctional public sector institutions in Sierra Leone.  Thus it is at the heart of our development challenge.  We will cover public financial management reform in more detail clearly mapping out the roles of finance managers and accountants as critical to the success of the prevention of corruption, fraud and the mismanagement of public resources. 

As an important building block of an anti-corruption strategy, reforms in internal management of public resources and administration are central to reducing the opportunities and incentives for corruption.  Public Sector Reform, and in particular the reform of public financial management requires:

· a meritocratic civil service with adequate pay,
· enhancing transparency and accountability in budget management
· enhancing transparency and accountability in tax and customs 
· policy reform of sector service delivery
· decentralization with accountability1. 
In all of the above, greater public oversight of PFM can play a key role in the reform process. For the purpose of this discussion the focus will be on the PFM reform strategies. These should form the cornerstone of good governance and economic development with the mobilization of scarce resources, appropriate allocation of funds and their careful management.
The collection and spending of money is central to the operation of a government’s public financial management.  Public financial management (PFM) is about managing this process in a way that makes every stage, from the collection to the spending of revenue, more efficient and effective.  The Government of Sierra Leone focuses on the prioritization of and use of the country’s scarce resources to achieve the most efficient use of the public money in meeting the most critical aspects of our social objectives (mainly health, education, energy and security).  The Government cannot afford to see our limited resources wasted by unscrupulous managers. This explains the massive reform initiative, in all sectors, as a mechanism to address the root causes of corruption.  Key reform agents are accountants whose ethical conduct is important to the success of government revenue generation and expenditure reforms. 
The PFM reform process in Sierra Leone has three broad components:
1. revenue collection 
2.  financial planning 

3. expenditure management.
1. Revenue Collection: is undertaken through raising taxes and incurring government debts.  The National Revenue Authority (NRA) was created to better coordinate and centralise revenue collection.  Prior to creation of this institution, revenue collection has been uncoordinated and resources were wasted through corruption. One of the key characteristics of reform in this area is the use of trained and qualified staff to manage the process.  A number of the strategic managers of the NRA are now members of the Institute of Chartered Accountants of Sierra Leone.  The NRA is part of the National Anti-corruption Strategy’s strategic Partnership.  These reforms have created some credibility and sanity to revenue generation. 
2. Financial Planning: includes policy formulation, the definition of strategic objectives and priorities and budgeting. The coordinating entity for the major reforms undertaken in the Ministry of Finance is the Institutional Reform and Capacity Building Project (IRCBP) sponsored by the World Bank.  Central to the IRCBP’s plans was the establishment of a PFM Steering Committee. This had the following five sub-committees: 
1) Change Management and Capacity Building 

2) a)  Credibility, Comprehensiveness and Transparency of the Policy Based Budget; and b) Predictability and Control in Budget Execution and Procurement
3) Accounting, Recording, Reporting and Audit
4) Payroll and Records Management

5) Donor Practices and Programme Aid.
The Anti-corruption Commission has shown its commitment to the above process by designating two of its senior officers for each of the subcommittees. Most of the subcommittees are chaired by qualified accountants such as the Director of Budget, Accountant General or the Deputy Accountant General.  This suggests that financial planning will be further improved if the Institute of Chartered Accountants of Sierra Leone tightens the regulation of its members.

3. Expenditure Management:  Refers to the execution, accounting, control, reporting, monitoring and evaluation of public expenditure.  The goals of good expenditure management are to maintain aggregate fiscal discipline (by either running a budget surplus or a sustainable deficit), to allocate public resources in accordance with the Government’s strategic objectives and to deliver public services efficiently.

Effective monitoring of public financial management depends on reliable statistics.  This is why the Anti-Corruption Commission has always emphasized records management as a mandatory aspect of the work of finance managers.  Moreover, to ensure that the system of public financial management is effective, a number of in-built powers of oversight and correction were created to encourage accountability and responsibility.  This included the establishment of budget oversight committees at all levels.

Public financial management should also be underpinned by a solid legal framework which protects the independence of key institutions, such as the Central Bank and the Auditor-General, and facilitates the enforcement of appropriate sanctions.2
Public financial management is a direct requirement for an effective anti-corruption strategy.  This is because effective public financial management reforms invariably breed good governance, poverty reduction and economic development. This brief analysis underpins the crucial role of accountants and auditors in the reform process which is necessary to fight corruption.  This includes their professional body, the Institute of Chartered Accountants of Sierra Leone, the main capacity building and regulatory entity for the accountancy profession. The deputy prime minister of Swaziland, Themba Masuku said that:
“ accountants have a key role to play in the fight against
corruption
 through acting with integrity at all times and adhering
to the profession’s code of ethics,
 thus setting an example for others to follow,
reporting instances of fraud when they come across them,
designing and implementing effective systems of internal financial controls
that would act as a deterrent to fraudsters and making their
forensic accounting and investigative skills available when
fraud cases were being investigated.”3
Other reform initiatives and pillars of integrity together will provide a holistic approach and the general background to the fight against corruption. Some key reform initiatives are as follows:
A meritocratic  civil service with adequate pay

One of the first steps to reforming public sector management is to eliminate patronage and the gaining of civil service positions through influence and contacts.  Systems of appointment, promotion and performance evaluation should be based on qualifications, ability and sustained effort. They should be managed and monitored by the establishment of an independent oversight body (the Public Service Commission). In Sierra Leone the Governance Reform Secretariat and the Senior Executive Service were also established to oversee aspects of this approach.  These innovations, if they include better salary rewards for public servants, should increase their productivity whilst reducing the incentive for corruption. 

Enhancing transparency and accountability in budget management

This aspect has been covered above and is key to the overall anti-corruption strategy.   

Enhancing transparency and accountability in Tax and Customs 

Corruption in customs and tax administration has reduced state revenues and created a distorted private sector environment.  It has also often been linked with smuggling and organized crime.  Reforms have been introduced to simplify tax policy and to eliminate discretionary exemptions, such as those granted to Non-Governmental Organisation (NGO) and senior public officers.  In addition, the National Revenue Authority was created as an autonomous government body with full responsibility for collection of the main streams of government revenue.   
Policy Reform in Sector service delivery 

Administrative corruption can be seriously damaging to the level and quality of government service delivery across all sectors. In parallel with reforms in sector policy and institutions, strengthening public oversight of the quality of service delivery can promote improvement in certain areas. Over the years, for instance, the Public Expenditure Tracking Survey (PETS) programmes employed hundreds of college/university students across the country to undertake surveys in service delivery of key government sectors (education, health and agriculture) with other oversight and enforcement authorities as observers (eg Anti-Corruption Commission, Audit Service and Parliament). 
The major flaw in this process was the limited publication and/or circulation of its findings and the lack of concrete action to correct anomalies. Otherwise this process should provide a powerful impetus for internal reorganization to realize efficiency gains, develop performance standards and move from a command and control orientation, to one of service delivery and accountability. The Anti-Corruption Commission Monitoring and Compliance Unit is now working assiduously to ensure implementation of the recommendations from the PETS initiative.
Decentralization with accountability 

Ideally, decentralization of service delivery should make a state more responsive to the needs of its people and improve service delivery. However, in Sierra Leone, as in some other countries, the public accountability and capacity of sub-national governments has not been adequate.  As a result, there are few safeguards against the manipulation of public assets for the private gain of local officials.  In this situation, decentralization can increase corruption, result in the mis-allocation resources and adversely affect the access to and the quality of basic social services.
For these reasons, the state and viability of the decentralization reforms are being critically reviewed by the Anti-corruption Commission and other reform agencies to ensure that adequate safeguards are put in place.  Among the critical challenges of the decentralization process is the assignment of qualified accountants to local governments to manage the decentralized and devolved resources. 
Each of these reform packages include the aim of controlling corruption through the use of knowledge based accountability requirements.  In this situation, accountancy bodies can be invaluable through their role in capacity building and the regulation of their members.  The National Anti-corruption Strategy underscores the importance of pillars of integrity for uprooting the scourge of corruption in Sierra Leone.  One of these key pillars is the accountancy profession. 
BACKGROUND TO ANTI-CORRUPTION STRATEGIES 
“A time like this demands
Strong minds, great hearts, true faith and ready hands

Men whom the lust of office does not kill;

Men whom the spoils of office cannot buy;

Men who possess opinion and a will

Men who have honour

Men who will not lie” 4
The above quotation from Josiah Gilbert Holland (1819 – 1881) is included in the National Anti-corruption Strategy.  It sums up the reason for the concentration of the Anti-corruption Commission on coalition building with pillars of integrity in the fight against corruption. These are chosen on the basis of being bodies of men and women of high moral and ethical value. Men and women who have the will, desire and determination to change society, men and women whose hearts do not faint when the menacing effect of corruption even becomes life threatening. Men and women who care about the filth that “dirty Money” 5 would leave on their personality. 
It is believed that integrity is not so much regulating the conduct of men and women; it is largely the state of mind of being incorruptible, and of being seen by others to be so. That is why the government is seeking to fulfil its part of the social and governance contract.  It is ensuring improved conditions of service for public officers with the expectation that these officials comply with social, political and economic regulations. But economists have proposed that the wants of men are insatiable. The belief in the incorruptibility of men under the most favourable working environment was doubted by James Madison (4th President of the United States):

“What is government itself but the greatest of all reflections upon

human nature? If men were angels,

no government would be necessary. If Angels were

to govern men, neither external nor internal controls

on government would be necessary.”6
The unending desire for increased material possessions makes regulation to limit the extent of corruption an important part of governance. 

THE GOVERNMENT’S ANTI-CORRUPTION STRATEGY
As highlighted above, the Anti-Corruption Commission is the coordinating entity for the Government’s anti-corruption strategy. The Anti-Corruption Act empowers the Commission to coordinate the implementation of the National Anti-Corruption Strategy as Section 5(1)(c) of the Anti-Corruption Act 2008 states that one of the functions of the Anti-Corruption Commission is “the coordination of the implementation of the national anti-corruption strategy...”.  This reference presupposes the existence of the National Anti-Corruption Strategy, and the existence and involvement of partners or pillars of integrity to ensure the success of Government’s anti-corruption drive. 
The Anti-Corruption Commission has identified the following as crucial partners for the National Anti-Corruption Strategy:

· Ministry of Finance (Budget Bureau)
· Accountant General
· Auditor General
· National Public Procurement Authority.

A committee has been formed with representatives from each of these organisations, under the chairmanship of the Minister of Foreign Affairs, to accord this strategic partnership with the requisite political weight.  The Anti-Corruption Commission has created a new directorate to act as the secretariat of the Committee to facilitate the coordination process.

The fact that significant members of the National Anti-Corruption Strategy Committee are from key Government financial institutions further emphasises that the Government’s public financial management reform initiatives are critical components of its Anti-Corruption Strategy.

The vision of National Anti-Corruption Strategy is a:  

“Sierra Leone that is free from all forms of corruption where good governance and the rule of law prevail and poverty is eradicated for all its citizens” 7
This vision is crucially tied to the fulfilment of the Millennium Development Goals (MDGs) which will require funding from donors in addition to locally generated funds.  Experience shows, however that our financial resources are scarce and access is uneven.  Most challenging has been the difficult task of mobilizing the political will required to create a governance friendly environment, involving all stakeholders at the planning, execution and evaluation stages of development programmes.  This is now being achieved with the institution of several civil society budget oversight committees.
Undoubtedly, Sierra Leone continues to grapple with the mechanics of good governance and resource management, including effective revenue generation and efficient allocation of public funds.  The good news is that past lapses have been identified and robustly responded to by the Government.  It has committed itself to introduce transparent and accountable public expenditure management systems in all ministries, departments and agencies with oversight by the Anti-Corruption Commission and other stake holders.  This should encourage ICASL to play a meaningful part in the whole process.
Public financial management concerns the effective management of the collection and expenditure of funds by government.  As social needs will inevitably be greater than the resources available to government, all public resources must be used as efficiently as possible with the minimum of waste.  Efficient public financial management is central to creating a relationship of mutual trust and consensus between government and citizens that is at the core of the development process8. 
Performance of effective public financial management systems, processes and institutions is critical to secure long-term economic success, to minimize the inefficient use of limited public resources, to create the highest levels of transparency and accountability in government finances and, most importantly, to generate more and better services for the citizens of the country. 
The progress of public reform must be effectively measured and monitored by setting performance-related benchmarks and indicators vis-à-vis agreed objects, empirical measurement of these benchmarks and analysis thereof by oversight bodies.  The role of ICASL cannot be overstated in this process as an effective oversight and regulatory entity for accountants who are pivotal in all reform processes.  Effective oversight and monitoring are crucial to sound governance, anti-corruption and public financial management reforms.  A well functioning public financial management system must have clear rules on transparency and reporting, as well as enforceable sanctions for failures.  The Anti-Corruption Commission seeks to work with the Accountant General to establish internal monitoring mechanisms at the Treasury, as well as external oversight bodies like the Ombudsman and the Audit Service, ICASL, a free media and an active civil society.
WHY A GOVERNMENT ANTI-CORRUPTION STRATEGY (THE NATIONAL ANTI-CORRUPTION STRATEGY)
Corruption is a multi-faceted crime with both demand and supply sides.  Its consequences are damaging, it undermines state governance, it is a direct threat to aid effectiveness, it undermines development and, unlike other crimes where a few suffer, with corruption we all pay the costs and the poor may pay even more.  In other words, we might not be directly linked to the crime of corruption, but we are all hurt by it through ineffective and inefficient service delivery and by its very nature, as a stumbling block to development.  

In light of the foregoing, one can clearly see the need for a national approach in fighting this menace.  Corruption affects all; the approach to fighting it should therefore be integrated and coordinated.  It should not be the single preserve of one agency, the Anti-Corruption Commission, as was previously presumed.

More importantly, the issues of corruption are generic and all encompassing across all ministries, departments and agencies.  A strategic coordinated approached, particularly to addressing key public financial management features is crucial. A disjointed and uncoordinated process would jeopardise the accountability and transparency mechanisms and make it susceptible to grand corruption which is a major contributor to our underdevelopment. 
Analysis of Sound financial Management to Counteract Corruption

 “It is confusing and misleading to render two statements of the same things, for the same period, by two officers, which show different results” 9
Report to the Dockery Commission, which resulted in the Dockery Act of 1894, the first major legislation to improve the U. S. government’s financial system.

One of the most powerful anti-corruption devices is the establishment of sound financial management practices.  This combines timely and efficient accounting systems with punctual, professional review by internal and independent auditors.  Not only can sound financial management systems counteract corruption, they can also protect honest employees, particularly professionally trained and regulated accountants, from unjust accusations by making it possible to identify the guilty.  Previously in Sierra Leone, disconnected and untimely accounting systems have provided opportunities for fraud, have helped to cover it up, and made it almost impossible to determine and punish the persons responsible.  
The Role of Financial Management
The basic responsibilities of financial management include funding, custody, analysis and reporting functions.  The following tasks characterize financial management:
1. Analysing and assessing the financial impact of management decisions both prior to, and after, implementation of programmes.

2. Assuring that the necessary cash resources are available to finance planned activities and operations.

3. Safeguarding public resources through appropriate financial control.
4. Providing a financial framework for planning future activities and operations.
5. Managing transaction processing systems which produce information for the control of planned activities and operations.

6. Reporting and interpreting the results of activities and operations measured in financial terms.
As a good preventive mechanism the Anti-Corruption Commission through its systems review emphases the above activities by accountants in the public sector and requests ICASL to enforce them on their professional members.
As the role of government has extended and new revenue sources have been exhausted, there has been a shift in emphasis within financial management functions.  Sierra Leone is cash poor compared to the demands on the government.  Therefore, the key aspect of financial management is now revenue generation and managing cash properly. This is the Anti-Corruption Commission’s priority not the witch hunt we are often accused of.   For without cash, budgets cannot be executed.  Other countries who faced similar situations have achieved adequate or acceptable cash management systems.  It is not an impossible task, it only requires commitment and support from professional accountants and their institute, ICASL. 
The fragmentation of financial management functions is another weakness our public sector suffers from.  All too often financial information is not available, is not timely, or is not reliable, for making key decisions.  There is, therefore, a significant need for appropriate financial information. This would allow government officials to properly assess a proposed course of action by revealing its ultimate impact on financial sources, flows and requirements.

These are components of proper financial management, but they are also the key components needed to combat corruption.

As we develop, the need for coordinated professional financial management increases.  Fortunately, devising a coordinated financial management system can be done without use of sophisticated, expensive technology as is the case with the Integrated Financial Management Information System (IFMIS) adopted by the Government of Sierra Leone.  This is a system developed specifically for the public sector by the Canadian company Free Balance.
The failure to integrate our financial information would have resulted in:
· fragmented and unreliable data
· duplication of data, and difficult to reconcile
· failure to use actual results for planning and budgeting
· failure to fully and publicly report results of operations and financial conditions
· undue emphasis upon one of the components subsystems (usually budgeting), which tend to dominate the others.10
HOW FINANCIAL MANAGEMENT COUNTERACTS CORRUPTION
‘In general a sound system of financial management and account inhibits and helps identify corrupt practices in the following ways:

1. Imposing Discipline:  It forces a disciplined, on-time approach, to financial reporting, as opposed to laxity in presenting information.  Delays impair the usefulness of information and makes its acceptance long after the fact practically useless, since to question it would be waste of time.  Sound financial management also includes requirement that transactions adhere to the same rules, eliminating the loopholes and alternative mechanisms, which foster and cover up correct activities.

2. Strengthens Probability of Detection: Proper and timely managerial reporting on financial operations, produces the feed backs to supervisory and oversight personnel within the organization that allows detection of abnormalities and facilitates prosecution.  Strong internal managerial controls are particularly important for vulnerable resources and expenditure (such as travel expenses, consulting contracts, sub-divided to fall below thresholds of review, vehicles, portable computers, and large capital expenditures offering opportunities for kickbacks).

3. Provides Psychological Control: It has been well established that fear of discovery and punishment is a prime factor in discouraging corrupt practices.  The knowledge that internal managerial controls are in place, constantly being emphasized and improved upon and subject to selective audit review, is a powerful disincentive to the potentially corrupt.’11
ENABLING MEASURES
The previous anti-corruption strategy was silent on the enabling measures needed to ensure its effective implementation.  In contrast, the National Anti-Corruption Strategy includes some measures, like a basket fund for the Anti-Corruption Commission, to prevent undue political interference. The Anti-Corruption Commission has also been given the authority to enforce compliance. 

CORRUPTION AND THE PRIVATE SECTOR
Corruption has a demand and supply side. As a private sector organisation, but also from the perspective of a regulator, ICASL plays a dual role in the National Anti-Corruption Strategy making it a very valuable partner.  It also promotes the principles of ethics and integrity which are fundamental to an effective, improved public service delivery and prevention of corruption.  These also happen to be the two objectives of the Strategy.

PARTNERSHIP
As the state formulates and enforces anti-corruption legislation, the administrative aspect of the fight could be equally challenging as it concerns people and institutions. If effective and enforceable measures are not put in place, the whole essence will be lost.  Administrative and legislative measures must go hand in hand to ensure an effective Anti-Corruption Strategy.

Professional accounting bodies clearly take the lead in ensuring integrity in the profession.  They provide enforceable, sound ethical, as well as professional, codes of conduct for their members who service a broad range of activities both in the public and private sectors.

Ethical issues confront all public servants and other professionals.  These issues manifest themselves in the everyday decision-making of public administration as well as in social and economic policy choices.  However, because of the formidable guiding principles of the accountancy profession, abuse or misuse of public trust is not an acceptable choice for accountants.

Whiles there is a personal dimension to any wrong doing; there is also the collective, societal and professional dimension which might have long term damaging effect on ones future career development.

Conclusion

Sound policies and practices coupled with strong regulatory and oversight mechanisms, play a key role in preventing and identifying responsibility for fraud and corruption.  A system of internal managerial controls must be an integral part of a sound financial management system to safeguard resources and assets.  The concept of internal control, which originated in the accountancy profession during the 1940’s, has been expanded to now encompass the entire scope of managerial responsibility.  It now forms the generally accepted framework for the safeguard and maximization of limited resources in the private sector and should do the same for the public sector.  Fraud and corruption can never be eliminated, but they can be substantially counteracted by the use of sound financial management policies and practices accompanied by internal managerial controls14.  If professional accounting bodies broaden their scope of influence in the accountancy world, particularly in the public sector, through the enforcement of practices of basic transparency and accountability, corruption should be controlled at all levels in the governance structure.

Let me conclude with a quotation from the late Mobutu Sese Seko, he said:
 “Everything is for sale, everything is bought in our country.  And in this trade, holding any slice of public power constitutes a veritable exchange instrument, convertible into illicit acquisition of money or other goods”

The converse of the above is that ethical standards and anti-corruption initiatives must be designed to foster a personal and professional culture of principled behaviour and to develop institutional mechanisms of transparency and accountability that prevent, detect and punish corrupt practices.  These are the guiding principles of the National Anti-Corruption Strategy.
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