NATIONAL ANTI-CORRUPTION STRATEGY

Introduction
In the section on Review and Analysis of Existing Anti-Corruption Policies, a 5-pronged attack on corruption was formulated.  These shall form the basis for the 5 strategic thrusts in the National Anti Corruption Strategy.  The 5 strategic thrusts are:-

a. Proactively prevent corruption through public out-reach programmes consisting of public education, advising on the perils of corruption and solicit public support by mounting public campaigns and exhibitions involving civic groups, business associations, professional associations and other interest groups and stakeholders, the schools, university and media.

b. Pre-empting corruption through inspection of systems and procedures to identify systemic causes of corruption such as lack of control systems, weak supervision, poor documentation and unchecked discretionary powers and recommending appropriate corrective action, rigorously implemented and intensely monitored to ensure that corrective actions are implemented with due diligence.

c. Stringent enforcement of the Anti-Corruption Act through result-oriented investigation conducted without fear or favour and based on the philosophy of deterrence through effective and timely investigation.

d. Proactively ferreting instances of corruption through an effective and efficient intelligence system

e. To provide vital enablers to operate through infrastructural support, organizational systems, process and procedure; develop human resources through training and professional development together with farsighted and enlightened employee-friendly personnel-related polices and practices.

Together, the 5 strategic thrusts help to combat corruption effectively and holistically.

Strategic Considerations

3.
The sub-strategies or the supporting details, however, do not operate in a vacuum but are very much shaped by certain factors, commonly referred to as strategic considerations.  These, as gleaned from the section on policy reviews are stated below:

a. A phased development would be adopted to match capacity with intensions and to prevent early burnt out Overkilling in the initial stages may alienate and distance the anti-corruption movement from the public rather than ally them with the cause.  Hence a moratorium for investigation is provided.

b. Combating corruption involves a multi-frontal strategy involving many agencies as stakeholders with ACC playing lead-role; setting the pace, setting the directions, providing the drive. Whilst ACC officers are to take centre-stage, effective corruption control involves a continuum of action involving a series of agencies in the supply chain with every agency providing input for one another.  Hence effective laws must be matched by effective enforcement through skillful investigations as effective laws are not an end in itself.  Nether is effective investigations as this merely provides the vital input for the prosecution that will ultimately make effective adjudication possible; leading to conviction in  a court of law.  In short, the end objective is a court conviction involving a supply – continuum spanning effective prosecution and adjudication. See sub strategy 2 to strategic thrust 5.

c. Combating corruption is an aggressive, not passive activity involving action-orientedness for which a “softly, softly” approach has no place. Phased development, hence, means a series of aggressive action spread out over time, with each series of action based on a ‘big bang’ approach, which if taken at one go, would under prevailing circumstances, result in an overkill. The ‘big bang’ action-oriented approach involves vigorous action matched by rigorous monitoring, leaving no stones unturned.  To this end, an aggressive plan of action is mapped out for investigation, with rigorous indicators and monitoring schemes.  See sub strategy 3 to strategic thrust 3.

d. An action-oriented approach is futile if it is not matched by result-orientedness.  For this to be possible, there must in addition, be the presence of a congenial operating environment created through sincerity of purpose, selflessness, sense of personal sacrifice, a counter–culture where friendship and affinity must be sacrificed for a longer term good and where a sense of propriety prevails in which no one is above the law, asking for no favour and expecting none.  See sub-strategy 4 to strategic thrust 3.  This should be complemented by a strong enforcement culture.  See sub-strategy 2 to strategic thrust 5.

Strategic Thrust 1:  Proactively prevent corruption through public – outreach programmes 

Sub-Strategy 1

To provide within the organogram a public education branch to design public education program advising them of the perils of corruption, providing a list of do’s and don’ts and what they should do when they come across a case of corruption.

Sub-Strategy 2

To include as part of basic entry level training all civil servants on the perils of corruption, the areas most susceptible to corruption in the public service, do’s and don’ts and the penalties that they are likely to face if caught committing an act of corruption.

Sub-Strategy 3

To provide corruption prevention education as part of civic education in the schools (based on  a slew of measures mapped out in Operationalising Education and in Advocacy and Education Material).

Sub-Strategy 4

To form liaison groups with all stakeholders for the following purpose:

· Seek their support and secure greater buy–in on all corruption prevention and education programmes.

· Jointly plan anti-corruption education programmes.

· Joint work out self-policing code of conduct for various fraternity and professional groups e.g. construction–contractors, chamber of commerce etc.

Sub-Strategy 5 

To solicit the role of the media including the TV to

· Publicize the work of ACC and the raise its profile

· Publicize cases prosecuted and convicted, through naming shaming

· Write feature articles and produce documentaries on corruption–related matters for wider dissemination to the public

Sub-Strategy 6

To formulate a national advocacy plan.

(See section of operationalising the Commission and the Anti-Corruption Bill, Rules and Procedures to Operationalise the Commission and Advocacy and Educational Material for details).

4. Strategic Thrust 2 

Pre-empting corruption through inspection of systems and procedures to identify systemic causes of corruption such as lack of control systems, weak supervision, poor documentation and unchecked discretionary powers and recommending appropriate corrective action, rigorously implanted and intensely monitored to ensure that corrective action are implemented with due diligence.

Sub-strategy 1

Provide for prevention branch in the organogram

Sub-strategy 2

Identify sources of work

Sub-strategy 3

Design work flow

See section on Operationalising the Commission and the Anti-Corruption Bill, Rules and Procedures to operationalise the Commission and Advocacy and Educational Material for details.

Strategic thrust No. 3 

Stringent enforcement of the anti-corruption law through result-oriented investigation

Sub-Strategic 1   To enact effective laws that satisfies the following criteria.

· Clear definition of what constitutes a corruption offence, distinguishing all different types of corruption and identifying bribery–related offence as the main offence, together with allied offences like conflict of interest, abuse of power, nepotism.

· Enact a dedicated act to capture bribery-related corruption and related offences as stated above.

· Ensure the law is enforcement–friendly in view of difficulty of investigating bribery related corruption.

· Ensure that the punishment is sufficiently deterrent.

· Provide power of investigation to Officers of the ACC who, obviously are not vested with such power.

· Provide for an offence-creating provision and punishment provision.

· Integrate the various ingredients of the bribery-related offence as these ingredients tend to stand-alone, with no clear indication of how they contribute to the final bribery offence.

See section on Review of Draft Legislation for details

Sub-Strategy 2    

To design systems and processes that will enable ACC to operationalize its role

· Create an organogram that will enable it to discharge its principal function of investigation and the supporting roles of prevention and education. Additionally, consider the following:

· The exact manpower to be deployed in the Investigation Branch to discharge the investigative function, the exact number to be decided by the workload factor.

· Two separate groups, will be deployed to the Investigation Branch, to man Prevent and Education Branch.

· Provide training for all the functions of investigation, prevention and education, especially investigation.

· Jump – start the operationalization of the investigation branch by redeploying suitable serving or retired Police Officers with previous investigative experience.

· Create the necessary reporting centres and the various avenues of reporting so that the members of the public can readily report cases of corruption to the commission.

· Delineate clearly the functions of the operational branch of the ACC in fulfillment of stringent enforcement.

· Create the Complaints Evaluation Committee to sieve out the pursuable from the non-pursuable cases, the malicious from the bona fide.

· Draft rules pertaining to the closure of case.

· Create supporting investigation mechanism such as command and control centre to monitor real time ongoing major investigation, case debrief to post mortem ongoing investigation to identify investigation case–managements system to track and monitor progress of cases under investigation.

Sub-Strategy 3

To strengthen internal oversight capacity 

· Designate one of the two Commissioners to oversee operations.
· Create monitoring mechanism such as 
· Operations Coordination and Control Committee headed by Commissioner (Operations) to stock take the status of all cases under investigation and direct corrective action,

· Case Management, Case Debrief at the ground–level to track on an ongoing basis.

· Conduct Public Perception Survey to gauge impact of anti-corruption efforts.

· Subject to ACC evaluation by Transparency International.

· Creation of  performance–indicators such as cycle time or time taken to complete and investigation, completion rate of completion of cases measured by 
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Sub-Strategy 4

To adopt a strategic approach to operations

· Facilitate whistle blowing and a free flow of information on corruption from members of the public through the following courses of action:

· Stringently enforce whistle protection provision of the draft Anti-Corruption Act.

· Stringently enforce the provision which enables prosecution malicious complaints by whistleblowers.

· Consider allowing anonymous complaints, complemented by a stringent review of each anonymous complaint by the Complaints evaluation Committee to weed out the vague, malicious  and vexatious. 

· Vindicate public trust and confidence by acting swiftly on public complaints and ensure results for cases investigated.

· Build up the creditability of ACC as a fearless, no-nonsense anti-corruption agency, imbued with both the moral authority and the moral courage to act independently, enforcing the anti-corruption laws without fear and favour.

·  Clearly delineate its role vis-à-vis other related agency and end, in particular the rather untidy involvement of the Royal Audit Authority and even the Police by:

-
taking on only embezzlement and other fraud related offences involving public servants within the meaning of the Penal Code, and bribery related corruption. (currently prescribed in the Act as “public entity, corporation, person including non-governmental organization, foundation, trust, charity and civil society using public resources).

-
tidying up the interface with the RAA as follows

· When in the course of auditing, offence of embezzlement and other fraud - related offences involving public servants or bribery-related corruption is detected, (within the meaning of the Anti-Corruption Law) ACC will take over the investigation.  Other criminal offences will be referred to the Police for investigation.  

· Where no criminal offences are detected and the non-compliance is due to ignorance, poor supervision or negligence ACC shall take the same course of action as it is now undertaking.

· Adopt a strategic enforcement policy that 

· Targets at the significant few, rather than the trivial many, taking a big bang approach by concentrating on large–scale entrenched corruption and where possible go for the “big fish”.

· Tackles the bribery–related corruption from both the supply and the demand sides, with the giver representing the supply side of the equation and the taker the demand side.

See section on Operationalising the Commission and the Anti-Corruption bill for details.

Strategic Thrust 4 

Proactively ferreting out instances of corruption through an effective and efficient intelligence system

Sub-Strategy 1

To create an intelligence system that provides both 

· tactical capability through source cultivation,

· strategic capability through analysis of data to draw trends and patterns.

Sub-Strategy 2 


To provide surveillance support to enrich information which cannot be obtained through open, conventional means.



-
setting up the surveillance unit with all the ramifications. 

See Section on Operationalising the Commission and the Anti-Corruption Bill for details.

Strategic Thrust 5

To provide vital enablers by creating a congenial operating environment through infrastructural support, organization systems, processes and procedures, develop human resources through training and development together with farsighted and enlightened employee–friend personnel–related policies and practices.

Sub-Strategy 1

To develop the following processes and systems 

-
organogram that will help translate strategic thrust into action

-
broad job expectations of key jobs 

-
monitoring systems such as case management case debrief, operations coordinating committees 

-
criteria for deciding if a case should be pursued 

-
criteria for case closure

-
criteria to evaluate systemic flaws for prevention work

-
investigative procedures upon completion of training

Sub-Strategy 2 

To create liaison – group to strengthen the links between all stakeholders in the supply 

continuum to ensure effective investigation, effective prosecution and effective 

adjudication and gradually build a strong enforcement-culture in the country: 

· Liaison meetings with Legal Affairs

· Liaison meetings with Judiciary

· Liaison meetings with Auditor General

· Sustain on-going legal and judicial reforms

Sub-Strategy 3

To delineate roles of supporting agencies in fulfillment of the multi-frontal attack on corruption.

· Promotion of good governance, efficiency in the civil service as inefficiency is a breeding ground for corruption (including promotion of service indicators, service charters).  Corruption thrives in conditions of inefficiency where there is room for hoodwinking and beating the system, and provides opportunities to bribe for improved services.  Transparency and accountability under good governance prevents furtile “under the table” transactions, a hallmark of corrupt deals.

· Use of IT both to aid anti-corruption operations such investigation and intelligence, case management and other administrative matters, promote transparency, speed up public interactions (as in procurement) reduce face to face contact and remove opportunities for such encounters for corrupt gains, promotion of cashless transactions and computer-aided decisions.

· Delineation of the role of departmental heads in corruption control by defining  their accountability in areas such as delivery of service, examining systemic flaws and taking remedial actions, monitoring life style of subordinates, ensuring job rotation.

 Sub-Strategy 4

To provide training based on the following immediate training needs 

· Investigation

· Management of Investigation

· Prevention Work

· Intelligence

Sub-Strategy 5

To quickly train investigators for the critical investigative function:

· Quick – start training at ACC to immediately provide training for a critical mass of

potential investigators patterned on the “sandwich concept”

· Pre-Job Training

· On the Job Training 

· Remedial training based on – the – job performance discrepancy 

· Off-site attachment training in overseas location

· Advanced training in the matured years of ACC

Sub-Strategy 6

To provide ample opportunities for growth and development through

· systematic career development to reduce job – fatigue and provide opportunities for 

career advancement


· salary–premium to attract and retain staff

· welfare–oriented practice at work

Sub-Strategy 7

To ensure fair recruitment and promotion practices through 

· clear recruitment and promotion criteria 

· reduce biased decision through group–decision taken by specially convened boards, provide for oversight boards and ultimate sanction by the Civil Service Commission, with opportunities for appeal and redress

Action Plan 

Based on the strategies and the details gleaned from the various other sections, particularly Operationalising the Commission and the Anti-Corruption bill, an action plan is formulated as an annex to the section.  Where applicable, the milestones proposed at the stakeholders workshop on 11 April 2006 have been incorporated.

Summary of recommendations

1.
Adopt the 6-point policy statement enunciated at para 5 of the section “Review and Analysis of Existing Anti-Corruption Policies”.  The 6-point plan covers; holistic, multi-frontal approach, involvement of line managers, a 5-pronged approach to corruption control, creating a congenral operating climate, strengthening the supply-continuum and embarking an far-sighted personnel policies and practices, taking stringent enforcement action in the fullness of time after period of moratorium embarking on a communication plan, take a no nonsense, tough-minded approach that targets at 6 broadly identified areas when taking on the role of investigation.

2.
Clearly distinguish the strict liability offences from the bribery-related offences, taking case to define the corrupt intention in the draft ACC Bill, tidy up the editorial inconsistences, ensure sufficiency of punishment and that every offence is matched by its corresponding punishment, vest the Commission with powers to investigate rather than to inquire, deem all corruption offences in the Bill as cognizable offence for which arrest without warrant is possible, and rendering the use of customs and traditions as inadmissible as a defence. 

3.
Adopt the overall organogram for the Commission and those for the Prevention and Education branches, and the manning level based on the recommend norms.

4.
Conduct investigation on  a team basis, provide training after the moratorium period, based on the “quick-start” principles and the sandwich concept.

5.
Embark on the following systems and infrastural development and adopt the procedures and ramifications pertaining thereto as prescribed: reporting centre, case management, case debrief, Complaints Evaluation Committee, case pursuability and case closure.

6.
Operationalise the prevention branch by adopting the work identification protocol as defined under  “sources of work”, undertake the work flow captioned “Approach to Prevention Studies and take cognizance of the limitations and benefits of prevention work.

7.
Operationalise public education by treating it as some form of public outreach programme involving schools, business associations, fraternity groups, media, public service and the public at large.

8.
Emborh on the whole slew of activities recommended including some critical ones discussed under Public Advocacy, Blueprint.  (See recommendation 22)

9.
Consider the job competencies identified for each job-group when deploying manpower for investigation, prevention and education.

10.
Plan debarment activities according to the scheme of action as mapped out, and take cognizance of some of the tips of an effective debarment scheme as prescribed. 

11.
Farm out bail administration to the Police.

12.
Establish a standing forum with the Legal Affairs to address the agenda as prescribed.

13.
Establish international liaison according to what is prescribed; using the Interpol and various international for as identified eg ADB/OECDAction Group etc.

14.
Fully appreciate the legal ramifications of the various international legal instruments so as to have affirm grasp of the requirements while at the same time recognizing that the prevailing state of international co-operation is still fairly under developed.

15.
Adopt the line and staff concept in delineating the roles between the Secretariat, Investigation  Prevention and Public Education, with one of the Commissioners each overseeing the Secretariat and the other Operations comprising Investigation, Prevention and Public Education.  Alternatively one of the Commissioners oversee Investigation with the other oversee Prevention and Education.  Under this arrangement, the Secretariat is headed by someone of a lesser rank.  Yet another option involved one Commissioner overseeing Investigations and the other Prevention, Education and the Secretariat.

16.
Consider the role of ACC as mapped out while being mindful of the limitations and challenges of running ACC as outlined.

17.
Adopt the institutional arrangements for capacity building, building the library and ICT plans as prescribed, esp. for the registration of complaints, investigation and screening system.

18.
Adopt the procedures for witness and informer protection as prescribed.

19.
Adopt the prescribed procedure for research and development.

20.
Adopt the capacity building plans as prescribed.

21.
Adopt the advocacy and educational material as  provided in the form of sample material and using these as guide to develop further material.

22.
Adopt the whole slew of public education programme as prescribed, including the National Advocacy Blueprint, the National Anti Corruption Day, the National Anti Corruption Week and the National Anti  Corruption Council.

23.
Adopt the National Anti Corruption Strategy embodying the 5-pronged Strategies represented by the 5 Strategic Thrusts and Supported by various sub-strategies.

24.
Use the Action Plan as a first-cut plan.

