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Executive Summary

Nigeria is oil-rich but 70% of its 130 million people live on less than US$1 a day.  It has a high level of literacy but a history of political instability, civil war and military rule until democracy was restored in 1999.    There is a strong private sector and a proliferation of NGOs.  A Political Reform Conference continuing the democratic process started in February 2005 with the division of responsibility between Federal Government and 36 States as one area of debate, aiming to reconcile local decision making and management with national vision, values and accountability.  

Corruption is considered rampant by outside observers and by citizens, many of whom are angry with those they believe made themselves rich by corrupt acts.  Some despair of rebuilding integrity but changed values and better service in a few organisations give grounds for hope.  Corruption was a key theme in President Obasanjo’s inaugural address in 1999.  Action was promised.  

That action has included surveys in 2002 and 2004 that showed people’s concerns and suggested that corrupt acts were less frequent than many had supposed.  New legislation in 2000 created an Independent Corrupt Practices and Other Related Offences Commission (the ICPC).   This has been subjected to challenge and controversy and newer bodies – including an Economic and Financial Crimes Commission (EFCC) and a Budget Monitoring and Price Intelligence Unit (BMPIU) – now make a greater impact.  A Zero Corruption Coalition (the ZCC, working with TI Nigeria) brings 90 NGOs together in co-operative ventures. 
UNDP helped the Government in 2000 prepare an initial framework document for governance and anti-corruption efforts and this experience enabled the Country Office and UNDP-PACT to choose initiatives for UNDP support in accord with national priorities, seeking first to build capacity in the then new ICPC.  

UNDP supported workshops and training to build capacity at the ICPC with results judged good at the time.  Few of those who took part remain on ICPC staff but the benefits may be spread more widely in Nigeria.  Law Reports on corruption cases for judges and other lawyers – circulated to Nigeria and also available on the web to anybody anywhere – are rated highly.  UNDP support for Nigerian participants at ‘Global Forum III’ improved co-operation between ICPC and the NGO sector.  

Bureaucratic constraints in the ICPC led UNDP to widen its partnerships with civil society in 2002 resulting in support for a network of CSOs including the African Leadership Forum (ALF) and “the Zero Corruption Coalition (ZCC)”  With UNDP support, the ZCC boosts corruption-awareness through workshops, posters and an e-mail discussion, helps monitor local government budgets that brought changed practices in a few areas, runs a hotline for the Ministry of Finance, holds essay competitions and facilitates a participatory approach to drafting legislation on whistle-blowing.  

There are many lessons to learn.  Anti-corruption efforts provoke controversy and can be hijacked for corrupt ends.  ICPC’s failure to publish reports and audited accounts encouraged allegations of extravagance – UNDP support could include the audit costs and be conditional on published accounts.  Donor diversity as well as recipient needs should guide follow-up, with UNDP’s concern for human development suggesting goals including economic benefits and others bringing better quality of life to the poor.  Partners need to be chosen with care and held accountable to the public, and the impact on others of any activities given support should be carefully predicted and checked.

1
The context

Problems and challenges
1 Nigeria has the largest population of any African country with an estimated 130 million people.  This multi-ethnic, multi-religious society with over 250 ethnic groups and tribes is one of the most complex in Africa with a history of military rule, ethnic and communal clashes, corruption and other problems.  Nigeria is the largest producer and exporter of petroleum in Africa.  At over 60% adult literacy is high and many educated Nigerians have moved to work abroad.  With an estimated Gross National Income per capita of US$290 in 2001 and a UNDP Global Human Development Index rating 148th out of 173 countries in 2003 many Nigerians are poor and suffer the consequences of poverty.  It is estimated that over 70% of the population lives on less than US$1 a day.  
2 Nigeria is a Federation of 36 States and the federal Capital Territory, each having substantial financial autonomy.  The Development vision and strategy is conceptualised in the National Economic Empowerment and Development Strategy (NEEDS) with the States having the State Economic and Development Strategy (SEEDS). The Local Governments are expected to develop and implement the complementary Local Government Economic and Development Strategy (LEEDS).  The Federal Ministry of Finance allocates funds to the States. 
3 The country has been under military dictatorships for over 29 years out of its 43 years of political independence.  The transition to democracy after periods of military rule has been marked by many controversies.  Controversies cause delay but are better than conflict.  Democratic institutions are being strengthened but many people express scepticism about government.  There is now a free and lively press.  With the public becoming more enlightened and more exposed through the media to global trends there is a compelling urgency to build good governance norms after the centralised ‘command-and-control’ of military rule and the legacy of an under-performing and over-extended state sector. 

4 A “National Political Reform Conference” took place in Abuja from 21st February to 25th July 2005 bringing together some 400 delegates from all walks of life.  This was mandated by the President to deliberate on ‘all issues’ except the nation’s unity and multi-religious character.  That exception has been challenged.  The Conference was intended to last for three months but was extended on demand of the delegates to enable them to deliberate exhaustively on important state issues.  The initial intention was to subject the recommendations of the Conference to  debate by the National Assembly but delegates have called for executive action by the President and for a referendum on some issues.  Corruption and good governance were major issues of debate at the conference.  There is a proposal to amend the 1999 Federal Constitution to remove the clause that confers immunity from criminal prosecution on certain elected officials.  The Conference could not change the Constitution but if this is eventually agreed the elected officials in the states would be much more accountable.

5 The private sector grows quickly with the population and economy big enough to facilitate more competition than in smaller countries.  However one Chief Executive named two major problems as ‘no power’ (meaning electricity supplies, not ‘power’ in bargaining with Government or officials) so that fuel for generators ate up all the profits, and ‘much fraud’ so that CEOs can’t trust anyone and must watch personally the company’s income, expenditure and petty cash.   He claimed this experience was widely shared. 
6 There are many NGOs
 with varied missions and visions.  Their mission may be a cause (such as ‘Zero Corruption’ or promoting religious or political views), the benefit of their members (Trade Unions, most Community Based Organisations), or the benefit of a group seen as especially needy (the blind).  There is an uncertain demarcation between the roles of some organisations.  

Concerns about corruption 
7 Corruption including corrupt exploitation by foreign companies gets much of the blame for the prevalent poverty and for the difficulties of life experienced by many with water shortages and power black-outs.  Crime rates are high in parts of the country and Nigeria’s international reputation has been damaged by the activities of some e-mail fraudsters.    Over the years, the government has declared its intention to fight corrupt practices.  However, there has been some sceptism by political rivals who have cried ‘hypocrisy’ and urged those who speak against corruption to ‘practice what they preach’.  

8 It has been found helpful to distinguish between ‘infrequent’ and ‘frequent’ corruption.  Where bribery is perceived as infrequent – the exception – a few people pay bribes to get an unfair advantage; where it is perceived as frequent – considered to be ‘the norm’ – many people pay to get fair treatment.  Some surveys in other countries have suggested that perceptions get exaggerated, with ‘real’ levels of corruption either not so bad in people’s experience as had been expected or found in retrospect not so good as had been believed.  

9 Using other ways to categorise corruption, four categories cause concern in Nigeria:
· Grand Corruption that allegedly has made public office holders including leaders excessively rich, often primed by massive bribes from foreign companies and often invested abroad;

· Targeted Corruption by large-scale organised crime to pursue other criminal business including traffic in drugs, weapons and people, putting many in danger;

· Public Service Corruption when officials demand extra payments to do what they should do as part of their duty, with large payments demanded for business transactions, including some between government agencies (as described by President Olusegun Obasanjo
);

· Petty Corruption affecting the poor such as ‘extra’ payments to teachers and (for the not-so-poor) small bribes to traffic police.

Some suggest a fifth category:
· Legal Corruption, where acts are unfair and corrupt but not ‘against the law’, such as members of a legislature voting themselves excessive salaries and allowances or voting against anti-corruption measures because these threaten their interests. 

10 Most people find frequent petty corruption understandable and perhaps easy to forgive when those taking bribes such as teachers, police or petty officials are thought to be poorly paid and to earn ‘too little to live’.  However this is unfair to the really poor who cannot afford the bribes needed to get fair treatment.  And where corrupt acts are the norm the door is open to those who would use it to get an unfair advantage by paying more.

11 Ask people about corruption in Nigeria and many show their anger, saying that the ‘big fish’ who became ‘stinking rich’ by corrupt means do not get prosecuted and convicted.  Many – Nigerians and foreigners alike – voice despair and say nothing can be done about corruption, and despite the attention given to corruption in the media it is said widely that many people are not aware of the issues.  Some do not think corruption causes them much harm personally.  Others do not regard ‘the odd 20 Naira’ to the police as corrupt payments.  The poor may not recognise when demands for payments for services are corrupt, thinking these demands are requests for legitimate fees – their poverty having denied them education.  When they cannot afford to pay what is asked they forego the service that is their due.  Whatever the reasons it seems that several people have acquiesced in corrupted patterns of behaviour and few make efforts to help change them.  

12 But something can be done about corruption.  There have been well-recognised improvements in a few organisations that have brought better service to the people and better value-for-money.  The reputation of the National Food and Drug Control Agency, NAFDAC, has improved dramatically.  NAFDAC is a regulatory agency charged with enforcing guidelines and regulations for the manufacture, importation and distribution of food and drugs and allied products.  Its improved performance promises better health for many.  New rules for the High Court in Lagos have reduced substantially the average time for completing cases.  In this study we report successes by UNDP’s partner organisations that show on a small scale that well-targeted efforts can reduce corruption.  

Initiatives of the Federal Government against corruption
13 After the return to democracy in 1999 President Olusegun Obasanjo in his inaugural address identified corruption as a major obstacle to development, saying: 
“One of the greatest tragedies of military rule in recent times is that corruption was allowed to grow unchallenged, and unchecked, even when it was glaring for everybody to see…   Instead of progress and development… we experienced persistent deterioration in the quality of our governance, leading to instability and the weakening of all public institutions…”
14 The newly-elected President promised action.  Many initiatives have been launched and while it appears clear that some are more successful than others it is too early to judge their overall effectiveness in reducing corruption and restoring Nigeria’s reputation.  

Surveys
15 A Nigeria Governance and Corruption Survey Study to map the problem of corruption in Nigeria and to “establish a baseline against which to measure the progress and success of anti-corruption programming efforts”
  was one of the first initiatives to be agreed by the Federal Government of Nigeria.   It was commissioned in 1999 and carried out by a consortium of research institutions led by the Institute for Development Research at Ahmadu Bello University, Zaria, using methodology developed by the World Bank and with the Bank’s support.  More than 5,000 respondents were polled across the country in 2001 and a summary of the findings published in 2003. 

16 On the extent of corruption in Nigeria, 87% of households polled said that corruption is a serious problem in Nigeria, 65% said (then) that corruption was “worse than a year ago”.  71% of public officials polled believed that corruption was prevalent/extremely prevalent in Nigerian society.

17 There was a perception that corruption was most prevalent in the public sphere. In response to a question on the integrity of public service entities less than 50% of respondents rated any of the public service entities “very honest” or “somewhat honest”.

18 The picture was no better when respondents were asked to rate political entities: only about 26% ranked any level of government as being “very honest” or “somewhat honest”.  Thus three-quarters of Nigerians lacked confidence in any level of government.  On the other hand, about 56% of respondents rated religious institutions as being “very honest” or “somewhat honest”, about 44% gave those ratings for the media, and about 46% for non-governmental organizations. 

19 Households perceived corruption second to unemployment as an impediment to development.  They considered corruption highest and the quality of service worst in the police, followed by electricity supplies and then (almost equally) health, water and education.  Households rated religious organisations as most useful for combating corruption, followed in order by the media, NGOs and academics.  

20 The Global Corruption Barometer 2004 published by Transparency International
 gave the results of surveys in 62 countries including Nigeria.   32% of Nigerian households answered ‘yes’ to the question “In the past 12 months have you or anyone living in your household paid a bribe in any form?”  That may be compared with 52% for Cameroon and 36% for Kenya reported in the same ‘Barometer’.  There are many uncertainties about such surveys but this suggests that the perception of corruption as the norm for many transactions in Nigeria may be worse than the reality in people’s experience
.    That does not justify complacency but it gives reason not to despair and it provides motivation for further action against corruption and for continued support for anti-corruption measures.

21 Many other initiatives have been taken by both Government and Civil Society in Nigeria to meet the ever-present concern about corruption, a number in response to public anger against those blamed for the corrupt exploitation of the Nigerian people.  

Other initiatives of the Federal Government
22 A Code of Conduct Bureau – the CCB was created in 1979 to manage the Code of Conduct applicable to all Public Officials (elected or appointed).  The Bureau receives and examines declarations of assets, and prosecutes those whose declarations are considered inadequate or in error in a special tribunal set aside for that purpose.  The maximum penalty imposed is forfeiture of assets not declared but tougher penalties are under consideration.  Since 1999 the Government has sought more thorough checks on asset declarations by the CCB and support was given from the UNDP Country Office for improving the IT infrastructure, data management and information sharing and training for the analysis, investigation and prosecution of offenders,  both elected and appointed.  To ensure the sustainability of the intervention, the CCB was required to procure the software for the systems which resulted in some delays in implementing the time-table. The system is now in full use.  

23 An Independent Corrupt Practices and Other Related Offences Commission – the ICPC  as it is often described, was the first major anti-corruption initiative of the Obasanjo Government, established by the legal instrumentality of the Corrupt Practices and Other Related Offences Act, 2000.  That Act also specified the offence of corruption.  The ICPC started with a staff of about 20 in September 2000 recruited from the Police, the State Security Service and the Ministry of Justice, tasked to investigate and prosecute alleged corruption, to prevent corruption and to enlighten the public to make them aware of the issues.  In 2002 the Commission recruited directly 88 staff and claims that the process was highly transparent.   The ICPC takes its investigatory role as reactive not proactive.  The Commission’s constitutionality was challenged by members of the National Assembly and while this was before the courts the Commission neither investigated nor prosecuted alleged corrupt acts.  When the court ruled nearly two years later in the Commission’s favour there was a further delay after the National Assembly passed a Bill annulling the Act that had created the ICPC.  That Bill was never signed into law and since January 2004 the ICPC has had less constraints on its operations.  A strategic plan completed in June 2004 contains 74 recommendations covering the Commission’s autonomy, accountability and transparency, and the need for adequate funding and capacity building.  Strategic partnerships with other organisations in civil society and government are advocated.  Efforts are being made to give the Commission a more proactive role in investigating corruption.  The ICPC has received about 3,000 reports of alleged corruption in four years, but some suggest that people are deterred from reporting by procedures that require the submission of formal signed copies of any report before action is considered.  

24 The ICPC supports ‘Anti-Corruption Monitoring Units’ (ACUs) in government departments and ministries to strengthen corruption prevention in government.  Members of Ministry staff serve part-time as chairs or members of the units.  They are answerable to that Ministry and its Minister and pass on reports of suspected corruption to the ICPC for investigation.  The ACUs appear, like the ICPC itself, focused on investigative and punitive measures more than on prevention.  There is a need to win the co-operation of the general public and of employees in the workplace to act against corruption (though such support depends on a conviction that investigative and punitive measures are pursued in earnest).

25 The difficulties experienced by the ICPC led to much disappointment with its achievements, especially its alleged failure to catch ‘big fish’.  When the Government came under pressure from the people, the media, the OECD and others to act against specific types of corruption (such as money-laundering) new bodies were created rather than adding to the responsibilities to the beleaguered ICPC.  

26 An Economic and Financial Crimes Commission – the EFCC – was established in 2003 by an Economic and Financial Crimes Act in response to the recommendations of the Financial Action Task Force of the OECD.  The EFCC is considered an effective enforcement agency for dealing with economic and financial crimes.  Although described initially as “the policeman of the private sector” it has an inclusive mandate and is effective in tackling public as well as private sector corruption.  It sought recently to prosecute the governor of one of the states,
 and has investigated and prosecuted cases dealing with income tax fraud, oil bunkering and bank fraud. It has recovered over $300 million from advance fee fraud (known as the ‘419’ scam).  The EFCC is setting up a monitoring unit in the Nigeria Customs Service and at port entry points to detect crime perpetrated in this sector.  The EFCC acquired public respect and acclaim quickly as a credible anti-corruption agency partly through the non-bureaucratic initiatives and statements of its Chief Executive, Nuhu Ribadu.  It has attracted considerable donor support.  

27 A Budget Monitoring and Price Intelligence Unit – the BMPIU – was also formed in 2003 in the Office of the President to promote transparency in financial transactions in government, provide ‘value-for-money’ audits and ensure open and competitive tender arrangements for government contracts through ‘due process’.  Its Director Mrs Oby Ezekwesili is Special Assistant to the President on ‘Due Process’ and the BMPIU is often spoken of as the ‘Due Process Unit’.  Through its reviews of the award of contracts, oversight and certification, savings estimated at $800 million had been made by June 2004.  A number of contracts that failed to comply with the requirements for open and competitive bids have been cancelled.  However a Bill to give the unit the status of a commission was stalled in the National Assembly in March 2005.  It was widely expected that a redrafted Act would be passed later.  

28 An Extractive Industries Transparency Initiative – the EITI – is led by Government in collaboration with the oil industry and some representatives of Civil Society.  Nigeria is one of only four countries that have signed up for the implementation of the EITI, a transparency initiative of British Prime Minister Tony Blair seen as a tool to combat corruption in the oil sector.  A unit under the Presidency started work in 2004 to ensure compliance with the initiative, including checks on the transparency of payments and transfers.  
29 The Ministry of Finance has an important continuing role in efforts to reduce corruption.  The Ministry now announces budget allocations of Federal funds to State and local governments, raising hopes that they will be called to account by citizens or clients for the use of these funds allocated to them.  The Ministry has asked an NGO to provide a hotline for complaints and allegations of corruption in the Ministry because of a belief that people will trust the confidentiality of an NGO channel more than one staffed by officials.  

30 The Bureau of Public Service Reform is seeking to implement a package of public service reforms to redefine the roles of government, make the public service more productive and cost-effective, and monetise benefits to public servants but progress appears slow.  The Bureau claims responsibility among other matters for “efforts to improve transparency, accountability and the fighting of corruption” in the civil and public service.  Its impact so far is difficult to assess but it is good if the reduction of corruption is recognised as a priority in choosing patterns for reform.

31 The number of Federal Government bodies tasked with different aspects of anti-corruption work brings risks of blurred boundaries between their responsibilities.  Co-operation is needed to provide a ‘holistic’ approach.  Any overlap of responsibilities for investigation can alert suspects or compromise evidence and it is reassuring to know that the EFCC has passed cases after preliminary investigation to the ICPC for further investigation and possible prosecution.  Such co-operation is needed in preventative measures also if different agencies think themselves responsible for promoting these in the same Ministry or department to avoid confusing messages and avoid the waste of any unnecessary duplication of efforts.  

32 Another danger is that specialisation makes it seem that anti-corruption activities are something extra to normal public service responsibilities.  It is the responsibility of line managers and team leaders to ensure the integrity of the operations they command or  lead, and to motivate their staff and colleagues to co-operate in preventing corruption.  Officials should know that appraisals for promotion will take into account how well they meet these responsibilities.  Applying codes of conduct, implementing reforms and proper procurement processes and giving fair service and ‘value for money’, for which it is necessary to prevent corruption and improve transparency, need to be seen as part of the job for managers and team leaders in the public and private sectors.  
The initiatives of civil society
33 The ‘Zero Corruption Coalition’ is an NGO that brings together ninety other NGOs that focus on anti-corruption efforts.  The Coalition was started in 2001 as an initiative of the Nigerian chapter of Transparency International (TI Nigeria).  The Coalition campaigns for ratification of the African Union and United Nations conventions on corruption.  It has collaborated with Transparency Nigeria to prepare a draft ‘whistleblower’ Bill, which is before the National Assembly.  The Coalition has been fully stretched with many diverse activities.  The relevance of several of these to goals for sustainable human development and help for the poorer groups in society is made clear in the description in section 3 below of the different components supported by UNDP PACT.  The Coalition has not yet published an annual report or audited accounts but is preparing to issue occasional newsletters to inform constituents about its activities.  

34 The Freedom of Information Coalition, another NGO, has a draft Freedom of Information Bill before the National Assembly: this has support from the World Bank.  

35 The Extractive Industries Transparency Initiative – mentioned already as led by Government with support from the private sector – also brings together some seventy concerned NGOs.

36 Transparency International chapters differ from country to country in their activities and reputation.  TI Nigeria is highly respected by many.  It co-operates with Government and other NGOs in the conduct of surveys and in strengthening awareness and concern about corruption.  TI Nigeria is introducing an ‘Integrity Pact’ for transactions in the oil sector with support from TI Canada and TI Norway.

37 ‘INTEGRITY’ is a private sector organisation working on anti-corruption strategies for the private sector.  A number of private sector businesses have signed commitment to its charter, as has the Federal Capital Territory administration.  The part of the organization working on Integrity Pacts with government agencies is known as The Convention for Business Integrity – the CBI.

38 Hundreds more NGOs work to combat corruption.  There is strength in such pluralism but in the NGO sector even more than in Government there are dangers of unclear mandates and unintended duplication.  In Nigeria as elsewhere NGOs have a difficult distinction to make between advocacy and implementation.  Advocacy may include criticism of Government (or of private sector companies or of donors).  Implementation may require bidding for funds or contracts from Government or donors.  

The support of donors
39 The election of a civilian Government in 1999 led to a surge of donor interest in Nigeria and its needs, including the need to prevent or reduce corruption.  One of the earliest initiatives was donor support for the National Integrity Survey.  Current concerns about links between corruption and people trafficking, drugs and money laundering create issues about politics as well as aid.  Donors are concerned about corruption in Nigeria for reasons of security as well as development.  There is co-operation in this field among the ‘G8’ countries and a list of projects has been prepared by that Group which includes those of UNDP and other UN organisations.  There is also an OECD paper summarising responses from diplomatic missions in Abuja.  One question asked missions to state their Government’s attitude to issues associated with corruption, including efforts to convey to companies registered in their countries the consequences of the OECD convention on corrupt practice by foreign companies operating in Nigeria.  Some donors were concerned about the ICPC with losses of staff they had helped train, management time spent battling threats to the Commission and its allegedly bureaucratic procedures.  This led to strong donor support for new Federal Government initiatives against corruption and some support for the anti-corruption efforts of NGOs.  Following the release of the ICPC’s Strategic Action Plan prepared in June 2004 the role of the Commission and its absorptive capacity needs to be kept under review. 


2
The strategies and initiatives of UNDP-PACT and its partners

40 The UNDP Country Office assisted the Government of Nigeria in preparing a Programme Framework Document for the National Governance Programme.  This was presented to donors in October 2000.  The Programme Framework Document defines the strategic vision on good governance as a means towards poverty eradication and the promotion of sustainable human development in Nigeria.  Priority areas identified in the programme include the Legislature, Civil Society, State and Local Government, Transparency, Accountability and Anti-corruption.  It was highly opportune that when the national governance programme was being formulated in Nigeria, UNDP PACT received support from the German government to assist strengthening of accountability and transparency in selected target countries.  Nigeria was one of the countries that the Government of Germany, through BMZ support to UNDP PACT, targeted to assist.  In developing its proposals for support, UNDP PACT drew heavily from Country Office advice in prioritizing initiatives to strengthen accountability and transparency, within the context of the National Governance Programme.



41 UNDP-PACT is an independent trust fund supported by the Governments of Denmark, the Netherlands and Germany, and has been in operation from 1997 to-date.  Its original mandate was to support initiatives to strengthen financial management and accountability.  This later on evolved to encompass broader accountability and transparency issues in democratic governance, as well as anti-corruption.  One of the early tools it has developed were assessment guidelines on financial management, called CONTACT (Country Assessments in Accountability and Transparency).  With German funding, UNDP PACT has focused support on capacity building in anti-corruption in Nigeria, East Timor, Mozambique, Bangladesh and nine countries within the transition economies of the CEE and CIS.  

42 In Nigeria in 2000 the fledgling Independent Corrupt Practices and Other Related Offences Commission (the ICPC) was seeking to fulfil its mandate as elaborated in a newly-passed anti-corruption law.  Building the capacity of the ICPC as the key organisation tasked to fight corruption in Nigeria was therefore of high priority for the government and the donor community.  UNDP-PACT in consultation with the UNDP Country Office chose the ICPC as partner for the Nigerian part of the programme supported by BMZ.  When further resources became available from the UNDP Democratic Governance Thematic Trust Fund in 2002 these were also allocated for co-operation with the ICPC.  

43 Unfortunately constitutional challenges and other difficulties made it difficult for the ICPC to fulfil its functions of investigation and prosecution.  Perhaps partly because of these shortcomings it was also unable to win effective public co-operation for corruption prevention, though this was also hampered by the Commission’s failure to offer easy channels for reporting corruption.  Delayed decision-making in the ICPC led to the withdrawal of substantial unused funds allocated from the UNDP Democratic Governance Thematic Trust Fund and their loss to Nigeria.   



44 Subsequently there have been other serious causes for concern about support for the ICPC.  In five years it has failed to publish any annual report or audited accounts, though it was said that an annual report had been completed by March 2005 and publication awaited formal approval.  The failure to publish accounts has provoked rumours of money mis-spent with commissioners receiving extravagant benefits while operations’ staff lacked equipment and fuel for their work.  An anti-corruption body needs to avoid giving grounds for suspicion.  It is not alleged that donor funds have been misused but donor support is fungible. 

45 In 2002 UNDP sought another partner for a second phase of the project.  At that time the constitutionality of the ICPC was challenged and its management busy battling those challenges.  Some expressed uncertainty about the Commission’s continued existence.  In UNDP’s experience it had shown a serious loss in absorptive capacity for support.  

46 In consultation with the Country Office, UNDP-PACT channelled support to the Zero Corruption Coalition as a partner for this second phase. The Coalition has an enthusiastic leadership, as have many NGOs, and the advantage of bringing together many other NGOs in co-operative efforts expected to get better results than each working alone.  The project between UNDP-PACT and the Coalition was signed in October 2003.  Funds were released in February 2004 and activities commenced in March 2004.  While support from UNDP-PACT was being negotiated the UNDP Country Office supported the Coalition’s intervention in an attempt by the National Assembly to repeal and re-enact the ICPC law.  

47 The strategies and initiatives of both the partners chosen for support from UNDP-PACT, the ICPC and the Zero Corruption Coalition, have been described above.
3 
Actions, outputs and impact
A
In partnership with the Independent Corrupt Practices and Other Related Offences Commission, the ICPC 
48 UNDP-PACT co-operation with the ICPC was aimed at capacity-building and focused on nine distinct components.  Components 6 to 9 in this list show support to the judiciary as well as the ICPC and the judiciary became informally another partner of UNDP.
 
1. An initial assessment was made in March 2001 in which the UK DFID as well as the German BMZ Trust Fund co-operated.  This led to a project document in September 2001 focused on provision of technology, training, and support for the Commission’s educational activities and ‘helping enhance the Commission’s own transparency and accountability’.
2. An interactive training session for executive members of the ICPC in March 2002 helped develop a three-pronged approach of investigation, corruption prevention and public education.  This was led by Mr Katlholo, the Director of the Directorate on Corruption and Economic Crime in Botswana, and met with an enthusiastic response from some members of the Commission’s board and staff.  It was agreed then that a strategic plan should be developed.
3.
Basic orientation and training was provided for ICPC general staff in February 2002 in co-operation with the Head of the Federal Civil Service in Nigeria.  The main purpose of the induction or basic training was to acquaint the staff with the mandate of the ICPC, the nature of its work, and some of the basic issues associated with the fight against corruption. Staff members were helped to familiarize themselves with the new anti-corruption law and the organization of the fight against corruption in Nigeria, including the work of the Code of Conduct Bureau and other anti-corruption agencies.  This also was highly rated.
4.
At the request of the ICPC an order of computer equipment was authorised in March 2002 after competitive bidding.  The computers were designated for the ICPC’s Documentation Centre and Library, as the main tool for information collection and research of ICPC staff.  The computers are now in use.  
5.
Training for computer and internet use was given in mid-May 2002.  The main purpose of the computer and Internet training was to make all ICPC members and employees computer literate, and to provide them the basic skills in using the Internet as a source of information and a medium of communication.  Both the equipment and training are considered to have been appropriate.  The computers are used by several members of staff, though this has been limited by the need to share equipment and a ‘rationing’ of time for its use. 
6.
A Case Law Project contracted initially in May 2002 to a Transparency International Centre in London published bulletins of Case Law for corruption cases.  New bulletins with descriptions of selected cases have been prepared every few months since September 2002.  This work was continued through a contract with ‘Tiri’ – an independent consultancy – following a change of staff at Transparency International.  The bulletins are sent by e-mail to selected recipients in Nigeria, with 36 hard copies sent to Nigeria for distribution to the intended recipients.  The bulletins are also available at http://www.tiri.org/implementation/case-law-project.html .  Lawyers confirm their high value for guiding judgements on matters of corruption.  Although rightly aimed at needs in Nigeria they are of value world-wide.  The publication of these bulletins has continued though some ICPC staff for whom they would be relevant appear not to have seen them.  A final bulletin under the present contract using funds now available is expected in April-May 2005, with a further index to the case studies available at the same time or soon afterwards.
7.
A UNDP – TI Judicial Workshop in July 2001 for high court judges on the then-new anti-corruption law was attended by at least 37 Federal judges and representatives of other agencies including the ICPC.  This workshop helped identify useful follow-up action and thus further prepared the way for the ICPC to develop its Strategic Plan.


8.
A Bar-Bench workshop in August 2002 brought together ICPC staff, judges and other lawyers in efforts to sharpen court action in cases concerning corruption.   Comments on all of these workshops are highly positive, though because of changes of staff there is little institutional memory and few of the present ICPC staff were there or can comment.  Changes of staff have probably reduced the benefits to ICPC from some of these activities but not necessarily reduced the benefits to Nigeria.
9.
With BMZ Trust Fund support UNDP supported participation by five persons from Nigeria at the 11th International Anti-Corruption Conference and ‘Global Forum III’ in Seoul in May 2003, two going from the ICPC.  Their presence in Seoul led to the ICPC’s effective participation in the work of the Ad Hoc Committee for the Negotiation of the United Nations Convention Against Corruption in Vienna through 2003.  Those attending the meetings in Seoul found the experience enlightening and confidence-building.  Participants funded by UNDP from NGOs and the Government-funded ICPC formed links with each other that have continued to enhance working relationships.  

49 The ICPC and the courts benefited from this co-operation but capacity needs to be used if contributions to capacity-building are to be sustained.  The legal challenges to the ICPC and consequent uncertainties for management and staff made this difficult.  With its failure to publish reports and accounts as mentioned earlier the intention that co-operation with UNDP would help enhance the Commission’s own transparency and accountability has not been realised.  Controversies about the ICPC and its work, the inability of its management to spend funds allocated to them and their failure to publish accounts led UNDP to channel resources during a second phase of the project through an NGO rather than the ICPC.  

B  
In partnership with the Zero Corruption Coalition
50 Co-operation with UNDP has enabled the Zero Corruption Coalition to develop several activities, some of them encouragingly innovative.  For many of them further support is needed.  The activities supported by UNDP-PACT and BMZ are listed below:
1. Awareness of corruption and anti-corruption measures has been strengthened by the Coalition with UNDP support through several seminars and workshops, through displaying posters and distributing leaflets, and through daily corruption reports of national and international cases.  The Zero Corruption Coalition runs a an e-mail discussion forum – zerocorruption@yahoogroups.com – that is widely circulated and very interactive, but as yet there is no clear measure of the increased awareness these activities have brought or the impact of that awareness on levels of corruption.
2. Budget monitoring at local government level has been a pioneering venture by the Coalition.  The Federal Ministry of Finance has no say over the budgets and expenditure of the individual States, but seeks now to encourage transparency by announcing budget allocations to each State and local government.  In six pilot local government areas, one in each of the country’s six geo-political zones, the Coalition has helped monitor local government use of these funds.  This puts pressure on local governments to be transparent and reduces the risks of losses from corruption.  The monitoring of budgets in the pilot areas is considered a success (as explained in paragraph 51, below) that could be replicated with workshops and training for members of Community Based Organisations in other areas.  There are 774 local government areas in Nigeria.  Enabling and building the capacity of communities to monitor spending in their own areas could benefit many, especially the poor, and offer hopes of sustainability.
3. A hotline is provided by the Coalition for the Ministry of Finance at the Ministry’s request for callers to report corruption, with reports received by e-mail and post as well as telephone.  Having such an activity ‘contracted out’ to an NGO is said to win public confidence more readily than having the same activity managed directly by the Ministry or by a body funded directly by government such as the ICPC.  The Coalition collates the reports received and submits a report monthly to the Ministry.  The Ministry has not released reports of the numbers of calls registered or of trends and may not have been asked to do so.
4. Essay competitions for students in secondary schools on corruption issues have been arranged as part of an integrity programme.  Award ceremonies after essays have been adjudicated are expected to bring widespread publicity.  Experience in other countries suggests that such schools-based programmes increase students’ awareness of issues and encourage them to help protect society against corruption.  The students are the primary target but a secondary benefit is an awakened interest among parents and the wider family, and more generally through media coverage.
Support by the UNDP for workshops strengthened awareness and facilitated the efforts of the Coalition’s secretariat providing indirect support for other activities, including:
5. A draft Whistleblowers Protection Bill, prepared by the Coalition in partnership with other organisations at a workshop for that purpose.  Efforts are in hand to disseminate the draft Bill to create awareness of the issues.  The present draft suggests generous arrangements for re-location of whistleblowers who think themselves threatened.  That could prove expensive and difficult to implement.  Questioning the present draft does not reduce the need for an appropriate Bill to help protect whistleblowers; indeed it draws attention to the need for increasing public awareness of the proposed Bill and further debate on its drafting.  It may also draw attention to the importance of other measures that would allow people to report while retaining their anonymity.

51 All of these activities benefit various small groups of people and many could be multiplied nationwide.  Feedback on support for Budget Monitoring at local government level provides examples of the benefits which include better control of expenditures and greater ‘voice’ for the poor.  Here are some examples.  For one district it is reported
 that in consequence on monitoring “Many people are satisfied and happy with the way local government is spending the budget on projects.  Because of the projects … some people say they are no longer interested in any other form of administration but democracy.”  However the report goes on to tell of a “bone of contention” with “community people saying … almost all the contracts are awarded to the Chairman of the local government through some fronts.”  “Many do not mind who got the contracts … they are only interested in the projects.”  Others are more “interested in the local government assisting their children go to schools than the execution of projects”, placing their priority on education.  Elsewhere difficulties occurred, with monitors reporting
 “extreme opposition to our bid to monitor the budgets of Local Governments.”  They were able to get budget estimates but no details of disbursements, which are controlled by the state government so that, “What a local government gets is totally dependent on the whims of the state governor.”  But the report goes on to say that efforts are being made to “develop strategies to bring the undemocratic practice to an end.”  Thus in one area monitoring exposes corrupt practice and gives citizens voice, in another a failure to reach the intended goal leads to other pressures for reform.  That is also a worthy achievement.    



4
Lessons learned
52 Some lessons learned from experience in Nigeria with partnerships to work against corruption are given in this section.  Others are implicit in the recommendations in section 5.  

Controversy and confidence 
53 Anti-corruption efforts attract controversy.  The efforts threaten the corrupt.  Others may see them as an insult to society endangering its reputation.  Those with business interests may fear that efforts to reduce their suspect activities will lose them business to less scrupulous competitors.  When it is asserted – rightly or wrongly – that an agency or NGO acts against one corrupt person or organisation but ignores others anti-corruption measures may be seen as an unwelcome exercise of power.  Some of the measures advocated are resisted as threats to privacy.  For these and other reasons anti-corruption efforts become a focus for controversy and debate such as occurred in Nigeria over the role of the ICPC.

54 All partnerships in development are risky ventures and the likelihood of controversy brings added risks to anti-corruption partnerships.  However if these risks deter donors from supporting them, unchecked corruption is all the more likely to put in jeopardy other development efforts at high cost to the poor and to security.  Risks need to be taken as in any business ventures.  Some efforts may fail or meet only limited success but that experience is necessary if there are to be others that succeed.  

Co-ordination and co-operation
55 Officials of government departments and of NGOs spoke of the benefits from stakeholder meetings that brought them together.  These make it easier to share information, target resources well and avoid wasteful duplication.  They enable government departments, NGOs and donor agencies to be more accountable to each other and to ‘end users’ for their actions and transparent about their policies and proposed activities.  They give opportunities for representatives to identify ways in which their organisations may subsequently co-operate.   Controversies that delay work and reduce outputs may be reduced if information is shared more fully between organisations that have complementary goals.  The sharing of information is helped if people meet each other and if organisations issue timely reports and bulletins.  There may be calls on donor partners to support the participation of less-affluent NGOs at stakeholder meetings and their issue of reports. 

56 Nigerian officials spoke of a need for ‘more co-ordination’, however on questioning further some said they had found co-ordination frustrating.  The ICPC’s mandate appears to give it responsibility to co-ordinate the anti-corruption activities of other departments.  Some meetings have been held at the ICPC but it is said that the representatives of the other bodies are progressively more junior, or absent.   
57 Co-operation comes more easily and is seen as less threatening.  Two or three bodies may choose to work together in one activity for some mutual benefit for a limited time to give a better product to those they serve, and use other networks for other activities.  

Consider presentation and language
58 A focus on corruption may exaggerate its importance leading to a loss of ‘the people’s will’ to fight it.  Priorities change and there is a growing tendency in many countries to focus more on ethics, integrity and trust
.  Much is said in Nigeria about the need to prevent corruption, as well as the need to investigate, prosecute, convict and deter the corrupt.  Where corruption is frequent and regarded as ‘the norm’ even reducing corruption is not an end in itself but the means to generate better trust and better governance with the benefits these bring.  Future anti-corruption efforts could include targets for positive objectives using positive language, with performance indicators (see section 6 below) to check how far those objectives are reached, without shying away from mention of corruption, as exemplified already by UNDP with a ‘Programme for Accountability and Transparency’.  



5
Recommendations for follow-up 


General Considerations
Any major or medium to long term proposals on anti-corruption efforts in Nigeria will need to be reviewed in the light of outcomes from the National Political Reform Conference.  

Exploit donor diversity
59 Donor agencies have different mandates, some being required to support only economic development not human welfare more generally.  Action against corruption brings benefits to society by building trust between people and organisations and strengthening security as well as promoting economic development.  Transparency and accountability are valuable tools for reducing corruption and agencies with broad mandates have opportunities to work with partner organisations for social development with activities aimed to benefit poorer and otherwise neglected parts of the population.  UNDP’s focus on sustainable human development includes but is not limited to a quest for direct economic benefits.   

Target co-operation 
60 One of the perceived needs is better co-ordination or co-operation between the agencies working to reduce corruption.  There are many opportunities to bring agencies together to co-operate on donor supported projects, including co-operation between NGOs and government-funded bodies.  For example both the ICPC and the Zero Corruption Coalition want to hold awareness-raising competitions for children and students.  Co-operation between them in these efforts could benefit both bodies and send a valuable message to others.  There are also proposals for an ‘Anti-Corruption Summit’ in Nigeria.  Support for such summits needs to be considered with some caution: they may promote co-operation, but may also increase tensions if representatives of different organisations seek bigger shares of time, funds or media coverage.  Donor agencies in Nigeria will need to decide how to react to any requests for support at the time these are received.  

Seek continuity and change in choosing partners
61 Partners need to be chosen with care!  There are advantages in continuity, and while any donor should consider the strengths and needs of the newer organisations there are often advantages in co-operating further with previous partners.   Experience of delayed spending by the ICPC and concern about resources lost to them and to donors in consequence must lead to caution.  The conditions in and for the ICPC appear to have changed with an end to arguments about constitutionality and with many new staff (though there remains a need for better accountability to the public through annual or other reports and the publication of audited accounts).  It is important to have support at the highest level and as the present chairman is due to retire in September 2005 further co-operation with the ICPC might best wait until it is known that a new chairman would take ownership for any proposed activity.  Then it might need to be focused on building capacity of new staff members.  Depending on what other agencies have started by that time one important focus might be staff capacity in ICPC to advise, train and help managers in both the public and private sectors.  Another might be capacity to set up simple user-friendly methods of reporting and to win public co-operation to support efforts at investigation and the deterrence of corruption.

Consider partner priorities
62 While the recommendations below may guide discussions with potential partners about their needs they should not distract UNDP or other donors from listening to partners describe their priorities at the time support may be available.  Ownership by the partner for any supported activity is essential.  Both the ICPC and the Zero Corruption Coalition seek continuation of existing patterns of support.  

63 For example, both asked for support for the production and broadcasting of television programmes, wanting UNDP support because bilateral donors might be thought to seek protection for ‘their’ companies.  This is a worthy and understandable request.  However such programmes are expensive and it may be difficult for non-nationals to understand local cultures well enough to ensure value for money.  They are probably better funded by government or by a consortium of donors.  The ICPC has a well-produced weekly half-hour programme reporting its activities but says that more funds are needed.

Promote the transparency and accountability of partners – to win trust, set examples
64 Organisations committed to act against corruption need to be transparent and accountable themselves.  Neither partner chosen by UNDP-PACT had published annual reports or audited accounts by March 2005.  Donors could make this a condition of further support, or start by offering support for timely reports and published audited accounts alongside support for a main operation or project.  



65 There are reasons why the ICPC and the Zero Corruption Coalition had not produced reports, including uncertainties and changes in roles, staff or structures.  Elsewhere it has been found that those staff most committed to development goals and to their organisation’s mission are most likely to think the time and effort required for reporting a distraction from their ‘real work’.  We need “to combat corruption …by ensuring as much transparency as is consistent with the need to achieve effectiveness” 
, not more.  The purpose of reporting is to win public trust, strengthen awareness and win feedback and co-operation.  Staff support for increased transparency depends on their recognising that winning trust has a very high priority for many governments and organisations.

66 Part of an organisation’s accountability is best directed to the end users or beneficiaries of its efforts.  Annual reports may need to exist in different forms including some – short and direct – in the language of the people served.  By describing what has been done simple reports may give opportunities to such target groups to suggest ways of improving the outputs and impact.  The costs of good accounting and helpful transparency must be recognised (and for some NGOs may require a buying-in of expertise).  Many people face an information overload and reports should be modest in length and style.  Support from donors for reports and published accounts would help build capacity in their partner organisations.  Where reports or accounts have not been published for some years short reports on recent activities and preparing reports and accounts for the present or most recent financial year are likely to be of greater value than reports on earlier periods.

Specific Recommendations:

There are several opportunities for activities expected to bring rapid but sustainable benefits and contribute to medium and long term outcomes.  It is difficult to classify these or even to prioritise them in advance of any potential investment.  While much depends on the absorptive capacity of the development partner, this has to be matched by donor capacity to provide the funds, expertise and good management needed for a timely, co-operative and cost-effective project.  Judgements about these different requirements will influence choices.
Support a further national integrity survey – to strengthen awareness of issues
67 The 2001 survey was intended to provide a base-line so that changes could be reviewed and progress assessed.  A further survey would make possible that comparison, win media interest and increase awareness, and could include questions asking how frequent and how serious people find the actual experience of corruption for different types of transaction in Nigeria (much as in Transparency International’s Global Corruption Barometer).  It is not enough to assume corruption is all-pervasive, it is better to target activities perceived to be most vulnerable.  

Help monitor Local Government budgets – to protect the poor from corrupt exploitation
68 Mention has been made of the opportunities to extend the end-user monitoring of budget expenditures to more Local Government areas.  The Zero Corruption Coalition is seeking funds to extend its support for budget monitoring at Local Government level with workshops at which monitors from areas where the scheme is now working would advise members of Community Based Organisations in nearby areas how they might use similar measures to benefit their communities.  The impact of such projects is reported above (paragraph 51) and complements wide-ranging pressures from the media and the National Political Reform Conference (see paragraph 4) to ensure stronger financial discipline at State Government level.

Identify performance indicators
69 Performance indicators should be specified during project design and focused more on outputs and outcomes than on inputs.  Transparency about them at that stage may help generate co-operation on a project.  It should be made clear that because project implementation is a learning process the performance indicators may merit revision (without lowering standards) during the implementation phase.  (Please see also Annex 1 on Performance Indicators.)
Build the capacity of managers – to reduce and prevent corruption
70 Line managers in the civil service and the public service need to know how to meet their responsibilities for the integrity of operations under their control and for the work of their staff, and how to develop programmes to reduce and prevent corruption and to motivate their staff to help with these.  For this the UNDP could provide training materials including those of ‘CONTACT’, modified as necessary for different target groups.  The ICPC works through Anti-Corruption Units (ACUs) within Ministries, Departments and Agencies.  ACU members – who remain full time members of the home ministry – might be among the first participants in such programmes.  However anti-corruption efforts, especially the proper use of transparency and accountability, need to be mainstreamed as a responsibility for all public service managers.   The ICPC and other investigatory and monitoring bodies are well placed to help with these.  Intelligence, investigation and prosecution should make ICPC staff aware of the changing fashions of corrupt activity about which public service managers need to be warned.  For Ministries and Departments with more specialist concerns the expertise in the EFCC or the BMPIU may be especially relevant.  

Support additional hotlines – to increase the risks from acting corruptly 
71 Further reports should be sought on the operation by the Zero Corruption Coalition of a telephone hotline for the Ministry of Finance.  Support might be offered for the provision of hotlines for other Ministries subject to experience at ‘Finance’ showing the efforts worth while.  The Coalition is seeking funds for this and hopes then to get a mandate from government to establish such hotlines for all Ministries and Departments.  However the Coalition might make more progress aiming to work one step at a time – identifying at first one other ministry that would welcome their support in this way and giving that venture support.  The Coalition says it would need the Ministry’s authorisation before reporting the numbers of calls received or statistics about the concerns raised.  A donor could offer continued support including the slight extra cost of reporting at chosen intervals the total numbers of calls received and the numbers relating to bribes, nepotism or unfair treatment.  Sustainability would be more likely if present support was conditional on a percentage of the savings resulting from hotline messages being allocated to future running costs.  It has been found elsewhere that feedback encourages people to make more reports and to report their concerns in more detail.  Donor support may encourage a ministry to agree that such information could be released.  

72 The use of ‘hotline text messages’ for reporting corruption has been found effective in the Southern Philippines.  Such a scheme would appear to offer several advantages in Nigeria:

· The sender cannot be overheard;

· Text messages are among the cheapest means of communication;

· The ‘call centre’ receiving hotline calls can be open 24-hours a day but staffed only in normal working hours or even part-time, with automatic acknowledgement of reports received and a more personal ‘thank-you’ in the next working day.  There is a further saving in that staff manning the hotline need not write notes but could use an electronic or printed output to pass the message to others. 

Provide case-law bulletins on trials of corruption – to promote safe, fast justice
73 Continued publication of the Case Law Bulletins merits support.  As these are available on the internet their use is not limited to Nigeria but there could be a continued focus on cases likely to be relevant to Nigeria.  It has been impossible as yet to check how well the bulletins are distributed to judges in Nigeria and if publication is continued the initial destination for hard copies sent to Nigeria might be the UNDP Country Office to ensure their distribution.  The contractors could be asked to send out with the next publication of hard copies questionnaires asking for feedback direct to UNDP on their usefulness and asking for suggestions on how to increase that usefulness.  For e-mail recipients the questionnaire could be sent by e-mail from UNDP.  Subject to feedback from Nigeria and/or from website readers elsewhere consideration should be given to publication of selected studies in a ‘case book’ for lawyers in Nigeria and elsewhere. 

Support relevant National Assembly Committees – to help legislators be more aware, more motivated and better advised about corruption
74 The National Assembly debates proposals for new laws and organisations including those concerned with reducing corruption.  Its members need to be well informed and to see the need to support measures they judge right.  The Assembly might welcome support for a Public Accounts Committee or an equivalent that monitors Government expenditure, and other committees considering relevant legislation.  This might include:  

· Support for the administration of the committees with training, including where appropriate staff visits to similar organisations in other countries.

· Support for the committee members – that is elected members of the Assembly – with briefing seminars led by specialists and including possible visits abroad (unless they have already many offers of such visits).

· Support for a committee’s professional research capacity.  These committees need specialist advice on different topics at different times.  It is unnecessary to have a wide range of expertise on the permanent staff but funds could be made available to buy expert advice as needed from universities and research organisations.  Donor partners could provide funds for this purpose and could require reports on its use.  (This has an added benefit for Nigeria in steering universities and other research organisations to develop capacities in fields most relevant to development, funding academics by demand rather than supply.)  The committee’s administrative staff may require the help of a specialist manager for contracting research advisers, possibly sharing one manager between several committees. 

· Support to follow-up to a Committee’s findings.  In many countries the conclusions and recommendations of a Public Accounts Committee have been ignored.  Publication of the Committee’s findings may make that more difficult.  Given sufficient resources a Committee could inquire into progress with implementation and report to the Assembly and the public on that progress.

· Support for such parliamentarians both directly by funding their participation and indirectly by funding administrative and expert support for specialist committees in Nigeria brings added benefits because Nigeria is currently host for the African Parliamentarians Network Against Corruption, the APNAC.  This may also encourage Nigerian legislators to hold government departments more fully to account and to be more accountable themselves.

Support competitions for children and students – to increase wide-ranging awareness 
75 Essay competitions for children and students in schools increase awareness of issues among the competitors and much more widely.  The Zero Corruption Coalition would welcome such support and would build on the experience gained with these in Lagos State.  The ICPC wishes to hold similar competitions and wishes to have support.  Both organisations agree that co-operation between them in such a project would send the right message to students and others.  Initial co-operation with the Coalition could be extended later to the ICPC if a new chairman finds it of interest and if acceptable accounts have been published, perhaps with the two organisations operating in different States but sharing experience.  

76 Similar competitions for the design of posters have proved of value elsewhere and could be considered for Nigeria.  Posters are more photogenic than essays and have been found to win wider coverage with the press and more coverage on television.  Final award ceremonies for posters – and for essays – could give opportunities for a display of co-operation involving all partners (including for example local schools, the ICPC, the Coalition and a donor). 
Support the Convention on Business Integrity, the CBI – to extend integrity pacts
77 The CBI has an Integrity Pact to which a number of private sector corporations and the Federal Capital Territory (Abuja) subscribe.  Support could help widen the Pact to include more corporations and other government departments.


Co-operate with Transparency Nigeria – to promote oil sector integrity pacts
78 Transparency Nigeria (or Transparency In Nigeria, TIN) has also developed an Integrity Pact specifically for the oil sector in Nigeria, with support from TI Canada and TI Norway.  At the launch of this initiative in June 2004 President Olusegun Obasanjo expressed a personal interest in promoting the use of this tool.  A donor may consider collaborating with TIN to ensure its successful implementation.  In this poorer groups should be targeted.  Questions about other integrity pacts might help avoid unnecessary duplication.

Promote use of a Freedom of Information Act – to benefit citizens, especially the poor
79 A Freedom of Information Bill has been passed by the House of Representatives and is currently in second reading in the Senate.  It is widely expected to become law and has the support of President Obasanjo. This could be a powerful tool to strengthen transparency and accountability, but the co-operation of the media and civil society will be needed to make it fully effective.  Technical support will be needed to help citizens, especially the poor, to benefit from their right to know under a Freedom of Information Act.
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ANNEX 1

FINDING PERFORMANCE INDICATORS FOR ANTI-CORRUPTION EFFORTS IN NIGERIA

Performance indicators
 should be considered at the start of any intervention or project.  If necessary the intervention may be changed to achieve more fully the performance sought.  Checklists – questionnaires – for performance in any project or activity may be drawn up in the initial stages.  Performance indicators may be changed if the change can be justified.

Capacity-building

The objectives for UNDP-PACT were described as capacity building to combat corruption, using measures to strengthen accountability and transparency.

Capacity-building is better assessed by considering the results rather than the inputs of capacity.  It has been suggested that:  

‘Capacity building enables individuals and organisations to set goals and achieve results more effectively and efficiently, with decreasing dependence on external support’
.

If so, performance in capacity building might be based on judgements about outcomes as well as measures of output.  Questions that might be asked about organisations include:

· Who decides the goals?  Is there decreasing dependence on external advice?

· Has experience shown them to be achievable?

· Have they won strong support in the organisation – the staff?

· Have they strong support from other stakeholders?

· Does the staff think the goals good and the goal-setting mechanisms better than they were?

· Is the organisation more effective than (say) two years ago?  In particular:

· Does it have better-designed products or services?

· Are these more appreciated by customers or clients?

· Is there a clearer sense of priorities?  Is this shared by most staff?

· Is the organisation more efficient?

· Does it get more and better outputs for lower-cost inputs?

To assess dependence it may be necessary to ask what funds and expertise were received in successive periods in the main core business of the organisation.  ‘Dependence on external support’ does not exclude interdependence when co-operating with others for mutual benefit, nor does it exclude an organization from contracting work out while retaining responsibility for what is done provided the risk that contractors could restrict supplies and hold the organisation to ransom is minimised.

In the short term and where outcomes are dependent on several outputs it is difficult to link outcomes to specific activities.  It remains relevant to ask how well the delivered inputs in a project compare with the intentions – terms of reference – in quality and timeliness.  For training – one of the essential inputs for capacity-building – the immediate beneficiaries would be for example the participants in seminars and workshops and the managers for whom they work before and after the workshop.  Managers are probably best placed to assess short term outcomes and estimate the longer term impact.  An evaluation of training or briefing activities should be made not only by the participants at the end of the programme but by managers commenting on a participant’s performance a few weeks after the event.

Transparency






To be transparent we should let people ‘see through us’, let them know what we have done and what we intend to do.

For transparency, we are concerned with outputs.  We may ask what individuals and organisations have done to inform others about their services.  Are there annual reports?  Are there news sheets, etc?  How appropriate are these?  Are they timely, accurate and in a style and language that meets people’s needs?  Is there feedback on this?   Are there different versions (if necessary) for different stakeholders?  

Transparency needs limits.  Staff and organisations should not be transparent about personal information held about clients and staff (except to those about whom that information is held if they so wish, giving them a right to correct errors).  Nor should they be transparent about information that would jeopardise commercial competition or security.  Other limits are imposed by the need to be cost effective and to avoid excessive demands on staff time.  

For transparency is about outcomes.  Transparency should achieve its essential goals of building trust and confidence but also intermediate goals for example:

· What initiatives are taken to inform stakeholders and the public?
· Is the communication effective?  Do people get (understand) the message?  How do we know they get the message?
· What initiatives are taken to identify and respond to people’s concerns?
· Do people know where to ask for information?  Is there a well-publicised hotline number and postal address?  Is there a named person for enquirers to consult?  If information is available to personal callers how convenient are the office hours for the stakeholders?  
· When people ask for information is it given?  How quickly is it given?  If it cannot be given is the reason explained?

Transparency often requires a drastic change of work culture, especially in public service. What are the goals for the staff of an organisation?  Staff need to be motivated about transparency.  Often the best staff most resent demands for more transparency because they want to give more and better service rather than spend time and effort reporting what they have done.  Staff need to see that building the trust of clients is an important outcome of their work (and for governments sometimes the most important outcome).  One description is a change of the default setting from ‘tell nobody anything except when instructed to do so’ to ‘tell everybody everything they ask to know, except what you have been instructed to keep confidential’  And then have ready and give an agreed explanation of why confidentiality is thought necessary.

A checklist could cover such points.  At first the focus may be on routine communications such as annual reports, newsletters, press releases and notices on the walls of offices visited by the public to tell them about channels for report and complaint.

Accountability  


Accountability is not always well understood.  We may try translating the word into other languages that we know.  In several languages – including Korean, Romanian, Spanish and Thai – there is no one-word equivalent.  Sometimes it is translated as responsibility, but accountability means something more than that.

If you ask me to post a letter, I act responsibly if I post it.

I act accountably if I tell you so.

I act more accountably if I tell you when and where it was posted.

Accountability requires us to give account, to report our actions.  To be accountable we need ‘An Other’ to whom account is given.  This may be the boss, the clients, or the ‘people’ in their roles of citizens, voters or shareholders.  Bosses should also give account to their staff as well as holding them accountable to themselves.  As with transparency it is necessary to set limits for accountability comparing the benefits expected with the time and costs of giving account in different ways and different degrees of detail.

Questions in a checklist have been found to help judge personal performance in accountability.  The list of questions given on the next page is based on a questionnaire introduced by a training officer in the Philippine Civil Service Commission for use with a Training Module that had been developed there with support from UNDP’s ‘PARAGON’ organisation.

Capacity needs to be used, not ‘stored’, and capacity in transparency and accountability should lead to greater confidence by clients and motivation by staff.  For these outcomes, also, checklists may be developed.  



AN ACCOUNTABILITY SURVEY  (intended for personal use, not for giving account to others)
1 Is there a Mission statement for your organisation?


2 Do you know it?  (You may write it and other answers on a separate page)


3 Do your staff know it?


4 How do you know that they know?   ​​​​​​​​​​​​​​​_________________________________


5 Do you know the general functions of your division/department/unit?


6 Do you know clearly your own duties and responsibilities?


7 To whom are you accountable upwards (your boss or bosses)?  __________


8 How many times a week/month do you report on your work/performance

orally?  ______________________  in writing?  _______________________


9 Are your reports normally accepted, revised, challenged, or not read? ______


10 Are you asked to give too many reports?   
What can you do about this?  ______________________________________


11 Do you make recommendations in your reports or in some other way?


12 How and when do your staff report to you?  _____  Do you ‘report’ to them?


13 Do you report to your clients / public?        How?  ______________________


14 Is there an annual report for your Department? Does it go to clients/public?   


15 Do you know the limits of your authority to spend money?  _______________


16 Do you know the limits on your authority to take decisions?  ______________


17 Do your staff have these limits set down clearly in writing?  _______________


18 What official transport, phones, etc, may you use for your personal benefit?
______________________________________________________________


19 Do members of your staff know what benefits they are allowed?


20 What are the products of your work?  ____________Who uses them?  __________


21 What feedback do you get?  _______________________________________


22 Do you think the products of your work worth the cost (of salary, benefits, pension, office, transport, training, subsidiary staff, etc)?  (Do the users know that cost?)  



� Denis Osborne is an independent consultant in ethics, accountability, transparency and anti-corruption based in the UK.  He was contracted by UNDP BDP/DGG to document lessons in anti-corruption in Nigeria.  The interviews conducted for this case study transpired between 1 – 11 March 2005 in Abuja, Nigeria.





� ‘NGOs’ is used here to include Civil Society Organisations (CSOs), Community Based Organisations (CBOs) and all other Non-Governmental Organisations (local and international)





� Inaugural address of President Olusegun Obasanjo 1999 “Members of the public had to bribe their way through in ministries and parastatals to get attention and one government agency had to bribe another government agency to obtain the release of their statutory allocation of funds.”





� Nigeria Governance and Corruption Survey Study, June 2003 Overall Summary Report, page 1.  The Study has not yet been officially released by the Nigerian government.  For the short summary of the findings given here I have drawn directly on that report and on a report by Pam, Ibrahim James, ‘Doing ethical business in Nigeria’, 2004, private communication, publication pending	�  


� ‘Report on the Transparency International Global Corruption Barometer’, Berlin, Transparency international, December 2004, page 22; also (sometimes with difficulty) at page 23 in pdf available from the website � HYPERLINK "http://www.transparency.org/surveys/index/html/barometer" ��www.transparency.org/surveys/index/html/barometer� or 


� HYPERLINK "http://www.transparency.org/surveys/barometer/dnld/�barometer_report_8_12_2004.pdf" ��www.transparency.org/surveys/barometer/dnld/�barometer_report_8_12_2004.pdf�  





� Studies in South Africa and elsewhere have shown that perception can be at odds with experience.  See for example the Country Corruption Assessment Report, South Africa, United Nations Office on Drugs and Crime, Regional Office for Southern Africa, and Government of South Africa, Department of Public Administration, April 2003, pp ix + 148, page 3; also at page 9 of 157 on website �HYPERLINK http://www.capegateway.gov.za/Text/2004/4/sacorruptionassessmentreport2003.pdf ��http://www.capegateway.gov.za/Text/2004/4/sacorruptionassessmentreport2003.pdf�  





� Halted by a court ruling that the governor was immune to prosecution by the provision of section 308 of the Nigerian Constitution





� e-mail from Abba Anwar to Lilian Ekeanyanwu dated 04 June 2005, received 13 June





� e-mail from zccbudgetmonitors (Edet Ikpi) dated 20 June 2005, received 20 June





� For example, a ‘Korean Independent Commission Against Corruption’ is changing its name to ’The National Commission for Integrity’ as ‘part of an effort to bring a positive and constructive image to the Commission’  (e-mail message from KICAC, 2 Feb 2005)  





� Quoted from Guiding Principle number 9, for GRECO, the Groups d’Etats Contre la Corruption in the Council of Europe; Committee of Ministers Resolution (97) 24 of 6 November 1997


� In subsequent work I suggest that we need indicators of impact more often than of performance.  A performance indicator tells how well I am doing, an impact indicator tells of the effect I have had on others.  I can perform very well, but if I am not doing what is needed I won’t have the impact that is sought.  A good performance only yields a good (effective) impact if I am doing the right things.





� Nzapayeke, Andre, and Denis Osborne, 1999, Impact Evaluation of Support by the UN System to Capacity-Building in Uganda: 1980-1995, in ‘Capacity Building supported by the United Nations: some evaluations and lessons’, Report to the Secretary-General, Ed Roger Maconick and Peter Morgan, New York, United Nations, 135 – 156 





� This section and that on accountability draw on Osborne, Denis, Transparency and Accountability Reconsidered, Journal of Financial Crime, vol 11, no 3, 2004, 292 – 300
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