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Key Messages
• There is significant criminal activity between accomplices based in Ghana and other jurisdictions, 

and yet Ghanaian law enforcement agencies rarely link crimes or source intelligence from foreign 

counterparts.

• STAAC deployed a Mentor with a context-sensitive and flexible approach to understanding day-to-day 

practices and identifying opportunities for capacity building.

• As new challenges were identified, the Mentor broadened the engagement strategy from a purely 

tactical focus to working with senior supervisors on strategic organisational challenges.

• Through hands-on support to investigators, the Mentor was able to develop systems and collaboration 

processes for working with other financial intelligence and law enforcement agencies, in Ghana and in 

the UK, which shortly thereafter yielded life-saving gains for victims of romance-type fraud.

• This experience shows the value of combining bottom-up problem identification with top-down trust 

building, taking a realistic approach to changing organisational culture, and generating momentum for 

change from within.

Acronyms
CID  Criminal Investigation Department, Ghana Police Service

CTS  Case Tracking System

EOCO  Economic and Organised Crime Office

FIC  Financial Intelligence Centre

LEAs  Law-enforcement agencies

NCA  National Crime Agency

STAAC  Strengthening Action Against Corruption Programme

This case study was written by Antony Campton (STAAC Investigation Mentor). To learn more about the 

work please email ambika.sachdeva@adamsmithinternational.com.
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1. Introduction

1 https://devtracker.fcdo.gov.uk/projects/GB-1-204659.

2 The presentation of evidence is packaged into a file referred to as a Case Docket, and this has to be prepared to an appropriate standard 
whereby the Prosecutor can easily assimilate the strength of evidence, and likelihood of success in pursuing the case against the suspect through 
the Judicial process.

The investigation of corrupt offences requires that law 

enforcement officers navigate a complex set of factors: 

the combination of various forms of financial intelligence, 

human intelligence and forensic evidence; referrals from 

other state institutions and requests for information and 

assistance; direct or indirect participation of counterparts 

in other countries; the possibility of freezing assets, with 

their subsequent management; or the beneficial aspects 

for the state or for victims of a speedy case resolution. In 

Ghana, the Economic and Organised Crime Office (EOCO) 

was established as a specialised agency to monitor and 

investigate economic and organised crime and prosecute 

these offences to recover the proceeds of crime. The Ghana 

Police Service’s Criminal Investigation Department (CID) 

has a broader remit, but it also investigates corruption and 

corruption-related allegations of crime. Both agencies have 

historically struggled to use intelligence and work with other 

institutions in order to prepare high-quality case dockets for 

the prosecution of corrupt offences.

Strengthening Action Against Corruption (STAAC) was a 

UK-funded programme (2016-2020) designed to increase 

the risks of engaging in corrupt behaviour by working 

simultaneously with anti-corruption institutions and 

accountability actors1. STAAC partnered with EOCO and 

CID to develop their capabilities so that the two institutions 

had an improved understanding of their role and of the 

anti-corruption chain, were better able to collaborate with 

colleagues within and between institutions and adopted more 

effective systems to carry out their mandates.

The partnership initially unfolded following a bottom-

up capacity-building strategy which aligned with senior 

leadership goals, instead of advocating wholesale change 

management. Gradually, training led to manuals, which 

turned into standard operating procedures, which were 

linked to new case tracking systems using a more precise 

operational categorisation of corrupt offences. Over 

time it became evident that there was no organisational 

intelligence structure to identify linked / series patterns of 

crime or criminals, nor was there any robust investigation 

to international requests or development of inter-agency 

cooperation for overseas-sourced intelligence led-

investigations. At that point STAAC recruited an international 

Mentor with a background on serious and organised crime to 

work directly with investigators on cases involving complex 

crimes.

The Mentor adapted the engagement strategy, widening it 

from that of a purely tactical focus to include working with 

senior supervisors to recognise strategic organisational 

challenges that were impeding efficient and effective 

investigations and their successful outcomes. The Mentor 

identified key officers and focused upon developing a 

credible professional relationship with them. This enabled the 

local Officers to understand the rationale for differing tactics 

and lines of inquiry and provided them with a confidence to 

implement and/or make change recommendations within the 

Organisation.

2. The challenge: Insufficient investigation of 
complex crimes
STAAC’s main area of support to EOCO and CID was 

knowledge transfer to investigators from both agencies with 

the aim of enhancing practical capability. These initiatives 

included the provision of investigation manuals, specific 

training sessions, and development of in-house trainers. 

They were designed to provide investigators with the 

necessary knowledge and references to enable them to 

improve their quality of evidence gathering, and ensure they 

were able to present their findings and assertions within a 

logical, chronological, and coherent format, to prosecutors.2 

The training was also designed to reinforce the need for 

asset recovery opportunities to be actively looked for and 

pursued wherever possible. Despite these coaching aids and 

additional tuition, it was apparent that investigators were 

not actively using their new knowledge in the workplace, 

when conducting their investigations. STAAC’s parallel 

engagement with prosecutors confirmed that evidence within 

case dockets was frequently sub-standard and insufficient to 

pursue a judicial outcome. As a result, in early 2019, STAAC 

decided to introduce a Mentorship element to support the 

investigation workstream.
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Much of the early mentoring task included understanding the 

types of cases investigators worked with, and the methods 

and procedures they used in pursuing them. 

A significant number of investigations being presented to the 

mentor for discussion concerned romance and investment-

type fraud, in which the suspects leverage victim confidence 

into receiving large financial returns as time goes on.3 The 

levels of funds lost by victims to these crimes often have a 

life-changing impact upon them. The cases identified were 

similar in methodology, in that there was a consistency in 

victim profile, the criminal suspects were operating from 

Ghana while the victims and/or suspicious cash transactions 

emanated from Europe – particularly the United Kingdom 

and the United States. There was no central co-ordination 

concerning the intelligence and evidential aspects of the 

referrals, which investigators received as single cases. There 

was no consideration towards collating the key intelligence 

data and analysing it to identify serial crime offenders or 

establish intelligence and evidential links between cases.

3 Romance fraud is a descriptor given to offences where suspects pose as individuals looking for personal relationships, using ‘lonely heart’ sites 
to target vulnerable individuals who are prone to manipulation. Investment fraud is often the next stage of romance fraud as the suspect leverages 
the strength of the relationship which the victim believes they have developed to have money sent for promised investment opportunities. 
Investment fraud is also practised without the romance link. In these cases, it preys on vulnerabilities of victims seeking money-making 
opportunities either through desperation or greed.

On probing the investigative approach towards these cases 

and the quality of the investigative methodology, the Mentor 

identified that there was a general non-appreciation as 

to the importance of their investigation to international 

counterparts, or the beneficial impact for victims, arising 

from the outcome of their efforts. The investigators were 

fixed in a routine of conducting investigations without 

attempting proactive evidence gathering, either in respect of 

the predicate offence nor consequential money laundering 

offences or opportunities to recover proceeds of crime to 

repatriate to victims. In response to these observations, 

the investigators consistently cited: insufficient information 

detail or clarity of action required, within UK requests for 

assistance; lack of reciprocation by UK LEA’s to Ghanaian 

requests for assistance; the fact that UK-based crime is not a 

priority for Ghana.

3. STAAC’s approach: Adaptive mentoring
The Mentoring delivery plan was quite simply to alternate 

attendance between both CID HQ and EOCO HQ and engage 

with investigation teams identified and selected by the 

Executive Director of EOCO and the Director General of CID. 

The teams were authorised to speak with the Mentor in order 

to seek assistance in overcoming investigative challenges 

and discuss potential alternative solutions. The aim was for 

the Mentor to establish professional relationships, generate 

good levels of credibility, and develop an assurance of trust 

with investigators. Once in place, it was expected that they 

would lead to an organic broadening of the Mentor’s remit, so 

that investigators could receive real-time advice concerning 

necessary standards of evidence, focusing on the proceeds 

of crime, and recovering stolen or illicitly gained assets.

As a result of observations regarding the organisational 

influences affecting the overall quality of investigations, the 

Mentor adapted his focus of assistance and support from 

that of a purely tactical approach, based upon the knowledge 

and capabilities of investigators, to also include working 

with senior supervisors to recognise strategic organisational 

challenges that were impeding efficient and effective 

investigations and their successful outcomes. The Mentor 

identified a number of key officers from both agencies who 

showed they were receptive to alternate thinking in their 

approach, and he concentrated upon developing a credible 

professional relationship with them. This enabled the local 

officers to understand the rationale for differing tactics 

and lines of inquiry and provided them with a confidence 

to recommend and implement changes within their 

organisations. 

The Mentor consistently stressed among the Investigators, 

the importance of using the Case Tracking System that 

STAAC had developed, so that senior managers would be 

able to recognise Units and individual’s performance levels 

and caseloads. Monitoring of the CTS would signpost the 

critical points where administrative blockages were occurring 

and provide evidence of what was happening and why 

there was the necessity to change. It would also provide 

greater accountability of the investigators and encourage 

an improved approach to their work and actively seek to 

succeed in their outcomes. The mentor spent time with the 

Investigators and respective heads of units to explain and 

demonstrate how closer collaboration with the Financial 

Intelligence Centre (FIC) could improve the efficiency of their 

investigations and provide intelligence that can be evidenced. 

This led to the Mentor developing a Request for Information 

Template, as well as an FIC Working Group whose members 

would share best practice and identify issues which impacted 

on the quality of intelligence products at the earliest 

opportunity so that they could be resolved quickly through 
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joint working. Another key element of the Mentor’s work 

was to raise the number of asset recovery investigations 

undertaken by the investigators, working with STAAC’s 

Investigation Adviser and Prosecution Adviser to develop 

a practitioner’s handbook with an easy-to-read, step-by-

step explanation of the asset recovery process. All these 

opportunities reinforced other areas of STAAC’s portfolio, 

whilst building the capabilities of mentored investigators.

In parallel, through interactions with Ghana-based 

representatives and liaison officers for UK law enforcement 

agencies, the Mentor identified that the National Crime 

Agency was reviewing how to improve the repatriation of 

monies to UK victims in cases where money transfers had 

been identified as a suspicious transaction between UK and 

Ghana, and therefore likely to form the proceeds of a crime. 

The Mentor responded to this opportunity by developing 

a proposal for collaboration between Ghana and the UK 

which was confirmed and accepted by UK National Fraud 

Bureau and City of London Police under a UK National crime 

initiative of ‘Operation Tonic’. The Ghana element, named ‘Op 

Paris’, was presented to the heads of CID and EOCO, who 

agreed that their organisations would engage and contribute 

resources and activity focus towards the objectives. This 

was an important milestone for STAAC, as the Mentor 

would get greater traction among the investigative teams 

and link advice and differing tactical options to real-time 

investigations. 

4. Impact: An emergent system of multi-agency, 
multi-national investigations
With STAAC’s support, scrutiny of asset freezing procedures 

led to increased number of money transfers intercepted 

and returned to victims. As result of Operation Paris, STAAC 

jointly supported the repatriation of GBP140,000 back to 

victims in the UK. A further GBP10,000 had been identified 

and was under investigation by the time STAAC closed in 

December 2020. Beyond this tangible impact on the lives of 

victims, several key systems and collaboration mechanisms 

were innovated through the adaptive mentoring intervention:

• A Request for Information Template for the FIC to 

enhance level of detail for the analyst to research upon, 

which provides prompts to investigators on all relevant 

details and known information to be included within the 

requests for information, sets out expectations of the FIC 

analysis product required from the FIC, and enables the 

FIC analysts to recognise what the investigator requires, 

and to then use their analytical skills in preparing it.

• A CID/EOCO/FIC Working Group, to enable early 

identification and resolution of product quality issues, 

investigation/FIC analyst concerns and sharing of best 

practices. More broadly, developed and embedded a 

collaborative understanding between the LEA’s and the 

FIC.

• Increased collaboration between investigative units and 

external authorities, regulators, and critical business 

providers for complex investigations, encouraging 

consideration of a multi-agency approach to complex 

and/or serious organised crime based on good working 

practices and professional relationship standards.

• Increased frequency of Requests for Information from 

UK LEAs, developing better intelligence and information 

sharing processes which could later be transferred into 

relations with other jurisdictions.

• Development of an Asset Recovery Process Guide 

for use by practitioners, intended to demystify the 

procedures and providing an on-the-job aid to support 

practitioners with confidence and knowledge to plan 

effective asset recovery investigations, thereby removing 

the profit from crime. 
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5. Lessons and implications
Bottom-up change requires top-down trust

It is essential to engage and include mid-level supervisors 

and heads of unit in strategies which are aimed at 

improving efficiency and effectiveness of services at 

point of delivery. The hierarchical structure with agencies 

like EOCO, for instance, can be extreme. The absence of 

devolved authority to action investigation plans or deploy 

investigative methodology has a serious impact on the 

efficiency of the EOCO operating processes which has a 

subsequent considerable impact on the effectiveness of 

the investigations. It is important to generate trust and 

confidence in the mid-level management and supervisory 

structure, so that these leaders are able and willing to 

accept responsibility for the conduct of investigations and 

recommend process and behavioural changes in cases where 

they think it is necessary for an expedient investigation. An 

appropriate reporting structure that provides performance 

assurance to the executive level should be applied alongside. 

If mid-level supervisors are not fully engaged, a ‘blockage’ 

can arise through negative feedback reported upwards and 

an avoidance of endorsing or enforcing change downstream, 

into the working practice and culture.

Work cultures are slow to change

A realistic and viable timescale must be factored into any 

strategy which is aimed at changing existing work practices 

and working culture, especially when operating within 

hierarchical environments such as EOCO. The absence of 

effective delegation for operational decision-making and 

activities creates a deliberate avoidance of leadership 

expectations and responsibilities by senior and mid-

level supervisory ranks. This is evidenced by particular 

instances where permission to conduct an investigative and 

prosecutorial action within a case was not given expediently 

and victim monies were released to the suspects. The STAAC 

experience demonstrates that targeted relationship building 

with key organisational influencers can be achieved and 

will generate the improvements to operational performance 

sought.

Transformations need to be led from within

It is essential for work-change initiatives to be visibly 

introduced by organisational personnel rather than by 

external consultants. This is an important aspect, as the 

organisation and its individuals respond more favourably to 

suggestions from within and have fewer concerns of ulterior 

motives driving change. It was noticeable that changes 

in process suggested by the mentor were often met with 

hesitation by investigators. This was based on the rigidity 

of the investigation process which had become the norm, 

and the unwillingness to take responsibility for conducting 

an enquiry in a different way. However, in cases where the 

head of unit was persuaded of the benefits and directed their 

team to adopt the change, investigators readily adopted new 

practices.

Build linkages, not parallel structures

The most successful aspect of STAAC’s adaptive mentoring 

approach was the ability of the Mentor to leverage limited 

resources time (roughly a year between 2019 and 2020) into 

impact by finding the synergies with pre-existing work with 

STAAC and partners – in particular, ongoing investments with 

the FIC, on asset recovery, and on case tracking systems. 

This effort helped to anchor those other interventions in 

the day-to-day practices of investigators, whilst sensitising 

them to the opportunities they afforded for carrying out 

their jobs more efficiently and effectively. The collaboration 

with UK LEAs through ‘Op Paris’ was another instance of 

an unplanned and unforeseen area of support delivering 

tangible gains in a short time frame. Instead of designing 

investigative technical assistance programmes that focus 

solely on disseminating best practices, international partners 

should take time to understand the local context, build on 

what is there, through ongoing presence respond to windows 

of opportunity as they arise.
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