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Executive Summary
Strengthening Action Against Corruption in Ghana (STAAC) 

was a UK-funded five-year programme that ran between 

January 2016 and December 2020. It was designed to 

address concerns that increasing levels of corruption posed 

a risk to development progress in Ghana. STAAC had a 

budget of approximately £9.7 million, spread around four 

technical workstreams and core programme management. 

On the state side, STAAC followed a chain-linked approach 

that envisaged anti-corruption as a sequence of functions: 

detection, investigation, prosecution and adjudication. On 

the civil society side, STAAC established an Accountability 

Working Group (AWG) as a collaborative and strategic grant 

mechanism that assisted civil society partners in targeted 

advocacy efforts.

STAAC was forced to operate in a political-economy context 

rife with challenges as well as opportunities. Beginning shortly 

before a general election and ending just after the following 

one, STAAC did not focus on high-level political commitments 

or deceptively “quick wins”, but on deeper processes of 

transformation and mobilisation that could inject sustainable 

momentum into the anti-corruption space after 2020. The 

programme’s four-year implementation phase was severely 

disrupted, first, by a retender of the contract by DFID, and 

later by Covid-19 restrictions and cuts to UK aid. Throughout 

this period, the team was able to keep working with partners 

chiefly because of an adaptive programming approach, trusted 

relationships with local counterparts, and a close working 

relationship with senior responsible officers on DFID’s side. 

It was this combination that kept STAAC operational through 

significant, unforeseen disruptions.

STAAC’s approach to delivery embedded flexible and politically 

smart principles and practices into programming tools and 

team management. The STAAC approach began with two 

acronyms – PEA and PDIA – and over time became a holistic 

logic of delivery built atop four pillars: structured flexibility, 

reflected in a theory of change and logframe focused on 

functions and issues, not activities or partnerships; context 
sensitivity, with PEA embedded in programme management 

on an everyday basis; problem-driven partnerships, 

exchanging trust for trust, willing to support local priorities, 

whilst challenging local actors to do better; and systematic 
reflection, with dedicated PEA, strategy and M&E staff 

providing an internal challenge function.

With a diverse set of partners, issue areas and contextual 

challenges, STAAC adopted a “menu” of delivery approaches 

that were tailored to the needs, capabilities, and organisational 

cultures of partners. Adaptive capacity building for law 

enforcement partners tackled knowledge and training gaps as 

a steppingstone to something bigger – increased collaboration, 

efficient systems, and more effective performance. Through 

targeted policy advice, STAAC mobilised technical expertise 

in support of key legislative processes that were at risk of 

floundering due to basic knowledge gaps, influencing the 

Office of the Special Prosecutor Act 2017 and the Companies 

Act 2019. Brokering and facilitation enabled the programme 

to strengthen collaboration on financial intelligence amongst 

state agencies, and to ensure timely and impactful civil society 

inputs into key policy processes. The programme’s partners 

mobilised evidence for action to enhance transparency and 

oversight of the petroleum sector and of basic healthcare in 

Northern Ghana. Lastly, through strategic accompaniment, 

STAAC helped the Registrar General’s Department build and 

own a beneficial ownership transparency regime and ensured 

the Financial Intelligence Centre led Ghana’s fight against 

money laundering and illicit financial flows.

STAAC’s lessons should resonate beyond Ghana. For the global 

anti-corruption movement, the programme demonstrated the 

value of:

 │ Planning support not just around legal adoption, but into 
implementation; 

 │ Framing international agendas in ways that fit local context;

 │ Enhancing the strategic and operational links between 
detection agencies and law enforcement;

 │ Working with investigators in a trust-based manner;

 │ Avoiding the temptation of perceived champions and policy 
commitments;

 │ Putting evidence at the forefront of advocacy; and

 │ Building the capacity of civil society to grapple with technically 
complex corruption issues.

For the adaptive management community of practice, STAAC’s 

experience highlights the importance of:

 │ Scoping and resourcing the generation of data where none 
exists;

 │ Paying greater attention to assessing and framing impact and 
value for money;

 │ Investing in a delivery approach and team that can tackle 
complexity;

 │ Ensuring that learning and context-sensitivity are embedded 
across a programme; and

 │ Investing in meaningful, sustained relationships.
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Acronyms
ACEP Africa Center for Energy Policy

AWG Accountability Working Group

BOT Beneficial ownership transparency

CDD Center for Democratic Development

CID Criminal Investigation Department, 

Ghana Police Service

CSO Civil society organisation

DFID UK Department for International 

Development (later FCDO)

EFCC Economic and Financial Crime Courts

EOCO Economic and Organised Crime Office

FCDO UK Foreign, Commonwealth and 

Development Office

FIC Financial Intelligence Centre

M&E Monitoring and evaluation

NDC National Democratic Congress

NPP New Patriotic Party

OSP Office of the Special Prosecutor

PDIA Problem-driven iterative adaptation

PEA Political-economy analysis

PSACG Private Sector Anti-Corruption Group

RGD Registrar General’s Department

SPAAC Strengthening People’s Action Against 

Corruption Coalition

STAAC Strengthening Action Against 

Corruption Programme
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1. Introduction

1  The business case and reviews for STAAC can be found at: https://devtracker.fcdo.gov.uk/projects/GB-1-204659. 
2  Report available at: https://icai.independent.gov.uk/html-report/ghana/. 

3  Pablo Yanguas and Isabel Castle, “Building an adaptive anti-corruption programme: Lessons from STAAC-Ghana” (STAAC, 2019).

1.1. The STAAC programme
Strengthening Action Against Corruption in Ghana (STAAC) 

was a UK-funded five-year programme that ran between 

January 2016 and December 2020. It was designed to 

address concerns that increasing levels of corruption posed 

a risk to development progress in Ghana. The programme 

was developed as part of the action plan for implementing 

DFID Ghana’s Anti-Corruption Strategy 2013-15, which 

was refreshed in 2015 covering the period up to 2018. The 

objective of the programme was to increase the risks for those 

engaging in corrupt activities by strengthening anti-corruption 

and accountability institutions and supporting them to work 

together to tackle corruption more effectively.1

STAAC had a budget of approximately £9.7 million, spread 

around four technical workstreams and core programme 

management. On the state side, STAAC followed a chain-

linked approach that envisaged anti-corruption as a 

sequence of functions: detection, investigation, prosecution 

and adjudication. The core STAAC team included dedicated 

technical advisors for detection, investigation, and prosecution/

adjudication, together with specialist consultants tasked with 

specific interventions. The programme’s core partners were 

the Financial Intelligence Centre (FIC), Registrar General’s 

Department (RGD), Criminal Investigation Department (CID) 

of the Ghana Police Service, Economic and Organised Crime 

Office (EOCO), and the Economic and Financial Crime Courts 

(EFCC). On the civil society side, STAAC established an 

Accountability Working Group (AWG) as a collaborative and 

strategic grant mechanism that assisted civil society partners 

in targeted advocacy efforts. The AWG started with three 

partners – Center for Democratic Development (CDD), Africa 

Center for Energy Policy (ACEP) and Penplusbytes – but over 

time grew to include other CSOs, community organisations, 

and private sector groups. STAAC’s management comprised 

a team leader and programme manager coordinating all 

workstreams, supported by local administrative staff, and a 

learning team comprising a M&E advisor, a PEA advisor, and a 

learning and adaptation advisor.

STAAC’s approach to delivery embedded flexible and 

politically smart principles and practices into programming 

tools and team management. It was an adaptive programme 

before adaptive management was trendy. This approach was 

enabled by four key factors: 

1. The programme developed a flexible results framework built 

around functional areas of impact and process indicators. 

2. The team incorporated M&E and PEA staff who challenged the 

technical team to continuously think about risks, impact, and 

evidence. 

3. The workstreams did not operate as silos, but instead worked 

together as a single effort, which allowed for creative and 

synergistic responses to emerging opportunities. 

4. Technical advisors worked closely with partners, developing 

trust-based relationships where STAAC was not seen as just 

another donor programme, but as a proactive and strategic ally 

in key reform agendas.

Despite a complex change space and major disruptions to 

implementation, STAAC’s impact on Ghana’s anti-corruption 

space comprises a long and diverse list of wins, from ensuring 

new anti-corruption legislation aligned with international 

standards, to mobilising financial intelligence in support of 

law enforcement, or working with civil society actors to find 

their voice in key anti-corruption debates. In a review of UK 

Aid in Ghana released in February 2020, the Independent 

Commission on Aid Impact called STAAC “an agile, thoughtful 

response to Ghana’s anti-corruption challenge”.2 A list of 

sample key achievements is included at the end of the paper.

1.2. Aims of the paper
The challenges that STAAC had to overcome to adopt its 

adaptive approach to delivery are documented elsewhere3. 

This paper focuses on the process of implementation, and 

particularly on the strategies that the STAAC team used 

to achieve results despite considerable challenges from 

both local context and the DFID (now FCDO) authorising 

environment – as well as some of the mistakes and unrealised 

opportunities that the programme had to contend with. 

It is important to clarify that this paper does present a 

comprehensive view of the STAAC portfolio, nor a detailed 

chronological recounting of the programme. Moving beyond 

the “what” of STAAC, the emphasis here is on the “how” and 

the “why” – how the team and its partners responded to 

challenges and opportunities, and why certain strategies and 

https://devtracker.fcdo.gov.uk/projects/GB-1-204659
https://icai.independent.gov.uk/html-report/ghana/
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approaches were followed in each case. Specific interventions 

and moments are brought in not as in-depth cases, but as 

valuable illustrations or to substantiate claims made.

In documenting the process of implementation and sharing the 

how’s and why’s of STAAC’s work, the paper has three aims:

1. Documenting lessons for future support to anti-corruption 
in Ghana. As will be argued throughout the paper, anti-

corruption reforms and agendas cannot be contained in a four-

year programme – many issues were put on the table long ago, 

and many changes will take time to pay off. In order to pre-empt 

the all too familiar loss of institutional memory between donor-

funded programmes, this paper systematically documents 

the lessons that the STAAC team believes future programmes 

should take into account.

2. Sharing lessons with the global anti-corruption 
community. During the period of STAAC’s implementation 

the global anti-corruption agenda reached heretofore unseen 

levels of momentum. International objectives like beneficial 

ownership transparency, social accountability or integrity in 

public procurement were quickly taken up by governments 

all around the world. But a high-level commitment does not 

automatically translate into a national reality. STAAC’s role in 

the internalisation of various global agendas and best practices 

should serve as a cautionary tale against the assumption of 

unproblematic translation between the global and the national.

3. Illustrating the value of adaptive programming approaches. 

Despite mounting interest by development organisations of 

all stripes in flexibility, context-sensitivity and adaptation, the 

available evidence base for what that looks like in practice, and 

when it may be useful, is slim. As a programme that evolved 

in parallel to the rise of innovative aid agendas (in particular 

Thinking and Working Politically and Adaptive Management), 

STAAC can shed some light on what works – and what does not 

work – in adaptive programming, and why anti-corruption is a 

particularly good fit for it.

1.3. Overview of sections
The paper is structured around thematic sections that 

provide an analytical overview of the programme, instead of 

a purely historical one. This paper is not a formulaic review, 

nor an implementation report – the workstreams, partners, 

interventions and key moments of the programme provide the 

substance for reflection, but do not dictate how such reflection 

is organised. Instead, the paper focuses on insights and 

lessons that may be strategically and operationally relevant 

for readers.

Section 2 provides an overview of the context in which 

STAAC was implemented. This includes two dimensions: first, 

the anti-corruption space in Ghana as experienced by the 

programme; second, the disruptions emerging from a retender 

of the programme, Covid-19, and the prospect of early closure. 

These two contexts are crucial for understanding the choices 

the programme made.

Section 3 presents the STAAC approach. From a programming 

standpoint, STAAC’s drive to be a flexible, politically smart, 

and learning-oriented programme led to an iterative testing 

of various tools and approaches. From a technical standpoint, 

STAAC did not rely on a single blueprint or methodology 

for working with partners, and instead sought to adapt the 

engagement strategy and delivery partnership to the needs 

and context of each kind of counterpart.

Section 4 reflects on the STAAC portfolio of interventions by 

categorising into five high-level areas of technical assistance: 

adaptive capacity building, targeted policy advice, brokering 

and facilitation, mobilising evidence for action, and strategic 

accompaniment.

Section 5 summarises key lessons learned from 

implementation. These include lessons for future externally 

funded efforts to support anti-corruption in Ghana, and for 

the anti-corruption and adaptive management communities 

more broadly.

The concluding section presents a list of key achievements 

and offers a set of final reflections on the STAAC experience.



7

2. Context

4  Sarah Brierley and Elif Ozdemir, “Petty corruption in the provision of public services in Ghana” (STAAC , 2018).

5  CDD-Ghana and Westminster Foundation for Democracy, “The Cost of Politics in Ghana” (STAAC, 2018).

2.1. Ghana’s Anti-Corruption Space
Corruption, both petty and grand, is a feature of Ghanaian 

governance. Survey studies consistently find that around a 

third of citizens report having paid a bribe in the previous 

year. The most common reasons for paying a bribe are to 

speed up the delivery of a service, to avoid going to the same 

administrative office multiple times, and because citizens do 

not feel sure that they will get a service. While the vast majority 

of citizens disapproves of petty corruption, evidence shows 

that Ghanaians are more likely to find it understandable when 

the reason to take the bribe is morally justifiable, like paying 

for a child’s school fees or a family funeral.4 Grand corruption 

is partly fuelled by the rising cost of running for office – simply 

securing a party’s primary nomination can cost a candidate 

over $80,000. When money becomes so intrinsically linked 

with politics, corruption becomes a norm rather than an 

aberration.5

Of all areas of governance reform, anti-corruption is probably 

the one where politicians have the least incentive to deliver: 

the benefits of integrity are often indirect and take decades 

to come true; meanwhile, the costs of combatting corruption 

directly affect the livelihood of political leaders, partisan 

clients, and entire constituencies. Yet it is those very same 

leaders that technical assistance programmes have to work 

with in order to advance key reforms. This tends to create 

a pattern of peaks and troughs, fits and starts, two steps 

forward and one step backward. Ghana was no exception to 

this pattern.

STAAC was forced to operate in a political-economy context 

rife with challenges as well as opportunities. On the one hand, 

Ghana’s healthy democracy is notorious for its tight electoral 

contests between the two main parties, New Patriotic Party 

(NPP) and National Democratic Congress (NDC). Coupled 

with prevalent clientelism and patronage, Ghana’s hyper 

partisanship leads to the politicisation of public organisations. 

On the other hand, democratisation created a remarkably open 

and vibrant society with capable NGOs, a rising middle class, 

and significant media attention to political and governance 

issues. Scandals erupt periodically due to investigative 

journalism or citizen mobilisation, forcing governments to 

respond to public outcry.

The last two decades of anti-corruption efforts in Ghana 

have to be understood through the lens of a balance of 

power between two clientelist factions (NPP and NDC) who 

are more likely to sustain themselves through patronage and 

nepotism than through programmatic appeal and impersonal 

application of the law. All three political transitions in Ghana’s 

recent history (2000, 2008, 2016) ushered in regimes 

ostensibly committed to corruption and all too ready to 

prosecute former incumbents who – rather conveniently 

– tend to be members of the opposite faction. As the early 

commitment to anti-corruption wanes, it is up to other, non-

partisan actors to sustain reform and push for enforcement. 

This was the case under the NPP government of John Kufuor 

(2001-2008) when the combined actions of independent 

institutions, civil society organisations and the investigative 

media led to a raft of investigations and prosecutions. This 

kind of impetus from the demand-side only increased under 

the NDC administration of John Atta-Mills and John Mahama 

(2009-2016), with innovative movements like Occupy Ghana 

facilitating new forms of citizen action and taken notable cases 

to court. President Nana Akufo-Addo (2017-2020) arrived in 

office armed with a bevy of governance and anti-corruption 

promises, chief amongst them the establishment of an Office 

of the Special Prosecutor for corruption cases (OSP). While 

the impact of these anti-corruption efforts was limited, they 

are proof of the existence of a political space open enough 

for ad hoc coalitions to form around key scandals and salient 

issues.

The cast of characters involved in anti-corruption efforts 

is as diverse as it is contradictory. On the state side, public 

organisations involved in anti-corruption can be split into 

independent government institutions and security ones. 

Independent organisations like the Commission on Human 

Rights and Administrative Justice and the Ghana Audit 

Service tend to display – subject to leadership – a clear 

willingness to investigate corrupt practices and challenge 

the sitting government, in particular when buttressed by civil 

society efforts at investigating and denouncing particular 

cases. However, their political independence makes them 

clear thorns in the regime’s side, which means they tend to 

be starved for technical, human, and financial capacity. In 

contrast, non-independent law enforcement agencies tend to 

have the resources to actually carry out their mandates, but 

their lack of political autonomy limits both their willingness to 

intervene and to liaise with civil society. The judiciary is a key 

pillar of the sanctions regime, even when it is itself suspect 

of corrupt practices; but the role of the Attorney-General as a 

gatekeeper for prosecutions virtually ensures that politically-

charged cases will never reach the courts.

The split between public organisations paints a picture of 

lack of coordination which, interestingly, is mirrored both in 

civil society and among donors. Ghana has a small number 
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of civil society organisations (CSOs) working specifically on 

corruption, but the issue is often bundled by others into social 

accountability or service delivery issues. However, Ghanaian 

CSOs have a tendency to work independently and even see 

each other as competitors for external funding; when coalitions 

have emerged, they have been temporary and informal. 

Donors are partly to blame for the project mentality. The fact 

is donor themselves are uncoordinated, subject as they are 

to different goals, modalities, reporting requirements, and 

disbursement calendars. Even though during STAAC’s time 

frame a relatively small number of donors was responsible for 

funding the largest and most significant reforms in the anti-

corruption chain, there was no coherent international strategy 

for the sector.

STAAC’s implementation coincided with the NPP administration 

of Nana Akufo-Addo, who rose to power in 2016. Despite a 

core campaign commitment to wipe out endemic corruption, 

the Akufo-Addo government oversaw anti-corruption dynamics 

that were similar to its predecessors. Some new laws were 

passed, albeit with limited impact – chief among them was the 

Office of the Special Prosecutor, a vaunted new institution in 

the fight against corruption that failed to deliver and ended 

with the Special Prosecutor resigning in protest. Allegations of 

corruption tainted the highest echelons of the administration 

but resulted in no prosecutions. The initial momentum for 

reform was lost once some of the government’s signature 

promises were deemed delivered. Meanwhile, macro-indices 

of corruption have barely budged. Transparency International’s 

Corruption Perceptions Index gave Ghana a score of 41/100 

in 2019, which was actually two points lower than the score 

for 2016.

Given this context, STAAC did not focus on high-level political 

commitments or deceptively “quick wins”, but on deeper 

processes of transformation and mobilisation that could inject 

sustainable momentum into the anti-corruption space after 

2020, no matter who won the next election. After all, it would 

be STAAC’s partners, not the STAAC team, who would see 

these changes come to fruition.

2.2. STAAC’s Authorising 
Environment
STAAC was designed by a committed DFID advisor who 

supported the programme through its growing pains. The 

programme was granted a generous one-year-long inception 

phase in 2016, which allowed enough time for the team to 

grow organically. Starting with a skeleton crew, STAAC saw a 

high percentage of staff turnover that first year, partly because 

of an insufficient fit with the programme’s ethos. At this time 

the programme did not yet have a full complement of technical 

advisors, no M&E or PEA advisors, and for some time not even 

a team leader. Fortunately, the period of internal uncertainty 

coincided with a period of external uncertainty – with Ghana 

nearing elections in December 2016 it did not make sense for 

the programme to start in full until 2017. The programme’s 

first senior responsible officer was involved in the strategic 

growth of the programme, facilitating engagement with 

counterparts, protecting STAAC from disruptive demands 

coming from inside DFID, and embracing a programming logic 

that would become the STAAC approach (detailed in section 

3 below).

Like many DFID-funded programmes, staff rotation saw a new 

senior responsible officer take over STAAC in 2018. By that 

time, the programme had had a full year of implementation, 

partnerships were beginning to mature, and the team had 

hit its stride. Despite the predictable sense of trepidation at 

losing a champion on the DFID side, the new officer made 

a deliberate choice to own STAAC, becoming as involved 

as their predecessor in strategic discussions. It was at that 

time that the team learned that DFID Ghana knew very little 

about the programme and how it worked, which precipitated 

a process of more formal communication with the donor side. 

In exchange, DFID and the British High Commission began 

relying more on STAAC for ad hoc political analysis.

The programme’s first major disruption came in November 

2018, when DFID communicated to the team that the 

programme would have to be retendered for the remainder 

of the implementation phase, that is, 2019-2020. The 

decision originated with a lack of clarity about one aspect of 

STAAC’s funding. Though STAAC’s original budget had been 

£9.7 million, only £6 million had been awarded to ASI as the 

implementer. £1.25 million had been allocated to a Justice 

Advisor from the Crown Prosecution Service, and a further £2 

million as non-budget financial aid to Government of Ghana 

counterparts. These two components of the programme were 

not paid externally by DFID but for several reasons were 

absorbed by ASI within the £6m budget. In addition, STAAC 

saw an expansion of its original scope and thus portfolio. As 

a result, the implementation budget ran out before they could 

be reallocated, even as the team had developed strategies and 

a portfolio up to 2020.

Despite promises of a swift retender process, the 

announcement threw the programme into an eight-month 

uncertainty period, including a rushed completion phase in 

late 2018 and early 2019, followed by a “bridge phase” during 

which the existing team would essentially act as a caretaker 

until the new contract was awarded. The bridge phase was a 

source of much uncertainty, low morale, disruption of delivery, 

and no small amount of confusion. It cost the programme 

a team leader. It severely affected the morale of advisors 

who had finally earned their counterparts’ trust and were 

beginning to see tangible results. It disrupted all interventions, 

as the significantly reduced budget could cover a limited 

portion of staff time. And it raised numerous questions from 

partners who had not been consulted on the retender and in 

some cases expressed their refusal to work with a different 
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programme team. Eventually ASI won the contract for the 

second phase of STAAC. However, by the time the programme 

resumed operations in July 2019, it had lost over half a year 

of momentum. The team was forced to re-examine objectives 

and portfolio in light of a truncated implementation phase, 

prioritising some interventions and abandoning others that 

could not be salvaged.

The respite was short-lived, as in March 2020 the Covid-19 

epidemic reached Ghana, bringing with it, lockdowns and 

movement restrictions that impacted partners’ ability to 

continue work. The team kept in close contact with all partners, 

many of whom kept engaging by e-mail, videoconference, 

phone, or instant messaging. In the meantime, DFID began 

to prioritise programmes directly ameliorating the negative 

impacts of Covid-19, which were primarily in the health 

sector and secondarily in the economic sector. The global 

anti-corruption community warned that the pandemic created 

a context rife for corruption, which could hamper relief efforts 

as it had done years earlier during the Ebola epidemic in 

West Africa6. Nevertheless, STAAC – as all other governance 

programmes – was asked to make the case for how its 

proposed activities would help the Covid-19 response. In late 

June 2020 news broke that DFID was asking its implementing 

partners to make budget cuts of up to 30%7. This led to the 

programme once again having to delay or cancel intervention 

activities until the operating environment was clearer. Two 

weeks later, the Prime Minister announced that DFID would 

be merged with the Foreign and Commonwealth Office into a 

6  U4 Basic Guide “Corruption in the time of COVID-19: A double threat for low-income countries”, 27 March 2020; Transparency 
International, “Corruption and the coronavirus: How to prevent the abuse of power during a global health pandemic”, 18 March 2020, by Natalie Rhodes; 
Carnegie Endowment, “Coronavirus meets corruption: Recommendations for U.S. Leadership”, 20 March 2020, by Abigail Bellows; special issue of the 
journal Global Health Action, in collaboration with the WHO; U4 Brief “Ebola and corruption: Overcoming critical governance challenges in a crisis 
situation”, March 2015.
7  https://www.devex.com/news/exclusive-dfid-seeks-cuts-of-up-to-30-on-aid-projects-97600.

8  https://www.bbc.com/news/uk-politics-53062858.

new department8. Aside from the generalised uncertainty in 

DFID about strategies and reporting lines, the merger added 

a further layer of disruption to the Covid-19 response. The 

STAAC team worked during those months with DFID Ghana 

to outline a revised list of activities compatible with Covid-19 

and budget cuts.

An unforeseen sequence of events changed STAAC’s authorising 

environment one last time. In August 2020 the team was 

notified that there was funding available only until the end of 

the month – effectively, the programme was over. Management 

was forced to announce the end of STAAC to the team as well 

as our demand-side partners. Nevertheless, shortly thereafter 

DFID Ghana announced that, though STAAC’s budget had 

been cut, the office retained discretionary allocation power 

over resources for other programmes that remained funded 

but would not be delivered because of Covid-19. In a matter 

of days, STAAC went from active, to cancelled, to active again. 

Just in time for a final sprint towards completion.

Despite an official timeframe of January 2016 to December 

2020, STAAC actually had at most a three-year implementation 

phase, once the year-long inception phase and two six-month-

long pauses are accounted for. Throughout this period, the 

team was able to keep working with partners chiefly because 

of an adaptive programming approach (outlined below), but 

also because of the trust of senior responsible officers on 

DFID’s side. It was that combination that kept STAAC open 

through significant, unforeseen disruptions.

https://www.devex.com/news/exclusive-dfid-seeks-cuts-of-up-to-30-on-aid-projects-97600
https://www.bbc.com/news/uk-politics-53062858
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3. The STAAC Approach

9  See Pablo Yanguas, Why We Lie About Aid: Development and the Messy Politics of Change  (Zed Books, 2018)
10  Environmental predictability and project verifiability are explained in Dan Honig’s Navigation by Judgment: Why and When Top-Down 
Management of Foreign Aid Doesn’t Work  (Oxford University Press, 2018).

11  Ebun Osinbowale and Pablo Yanguas, “Building an Adaptive Results Framework” (STAAC, 2020).

STAAC was, comparatively speaking, a small programme. 

It nevertheless had an extremely ambitious impact: more 

effective implementation of anti-corruption measures from 

scrutiny to punitive action, increasing the risks for those 

engaging in corrupt activities. It is not uncommon for donor-

funded anti-corruption programmes to begin with high 

expectations, as if a couple million pounds a year channelled 

through a ten-person team were enough to overcome the 

political, social, economic, institutional, and organisational 

drivers of corruption in complex societies. Anti-corruption 

processes are unpredictable, non-linear, and vulnerable to 

co-optation and politicisation9. Context is hard to assess, and 

impact hard to verify.10 This is what makes anti-corruption a 

prime domain for adaptive management.

The STAAC approach began with two acronyms – PEA and 

PDIA – and over time became a holistic logic of delivery built 

atop four pillars: structured flexibility, context sensitivity, 

problem-driven partnerships, and systematic reflection.

3.1. Structured flexibility
For technical assistance to succeed in complex and 

unpredictable reform spaces, it must be able to pivot and 

course-correct when the need arises. In its initial design, 

STAAC had a slate of pre-selected partners that DFID Ghana 

had already approached, and who were expecting a more 

or less conventional package of support. STAAC’s inception 

political economy analysis disabused the team of the notion 

that any partnerships could be truly predictable: over the 

years the commitment and capacity of different actors to 

tackle corruption had waxed and waned, with mutability being 

the only constant.

The programme did not become truly flexible until it was able 

to develop a new theory of change and results framework 

that embodied this approach11. The chief unit of analysis for 

STAAC became the “issue”, essentially a problem that could 

be tackled. A revised theory of change posited that anti-

corruption practice in Ghana was held back by three main 

types of blockages: knowledge issues, collaboration issues, 

and systems issues. Instead of jumping to the development 

of new policies and legislation, STAAC decided to invest in 

the foundations for new systems by fostering collaborative 

relationships between more capable actors.

When this theory was translated into a results framework, 

the only logical approach was to have the workstream 

outputs – detection, investigation, prosecution/adjudication, 

accountability – focus on delivering issues. The output 

statements and indicators made no reference to any one 

actor, or to any one deliverable. STAAC would be free to find 

promising partnerships, scale them up or down, and respond 

to opportunities. Tangible outcome indicators ensured that the 

programme retained a focus on the overarching goals. Scope 

and performance indicators at the output level (number of 

issues, success rates, adherence to time frames) would keep 

flexibility from becoming a blank cheque.

The new approach seemed arcane at first, especially to DFID 

staff responsible for overseeing delivery. It was not easy to 

explain, and it invited concerns about subjectivity. But once it 

was in place, the results framework provided STAAC with the 

flexibility it needed, whilst keeping the programme focused on 

outcomes.

3.2. Context sensitivity
STAAC had the luxury of a long inception phase, a full year during 

which the early team was able to scope potential partners, 

identify entry points, debate guiding principles and delivery 

methods, and carry out a lengthy and operationally relevant 

political economy analysis. The inception-phase PEA report 

was similar to those carried out by many other programmes: a 

review of the history, institutional landscape, power relations, 

agendas, and upcoming windows of opportunity. The PEA was 

particularly important as STAAC’s inception phase unfolded 

during an election year – one of the key recommendations 

was to avoid potentially risky commitments before a new 

administration was in office and new heads of agency had 

been appointed.

Together with providing contextual foundations for the 

programme, the inception-phase PEA task was one of 

recommending an approach to PEA during implementation. 

The Thinking and Working Politically community of practice 

was still in its nascency in early 2016, but the team took to 

heart some of its key messages, like treating political economy 

analysis as a process instead of a product and embedding it 

into programming as a form of “everyday political analysis”.

STAAC had to provide DFID with PEA updates as part of regular 

reporting. This was done initially by a part-time PEA and 

research advisor, who was later joined by a full-time Ghanaian 

PEA advisor. With that level of resourcing, the team was able 

to supplement reporting-type PEA with periodic deep dives 

that updated the findings from the inception report: a PEA 

update in March 2017 reviewing the new administration and 
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emerging policy agenda; a midterm PEA in June 2018 that 

focused on the progress of the government’s agenda between 

elections; and an election PEA in June 2019 that sought to 

formulate a set of scenarios for the team to consider as it 

planned for the last 18 months of implementation leading up 

to the December 2020 elections. In between those deep dives, 

the PEA advisor also produced monthly media monitoring 

updates that were shared with DFID and other donors. During 

the programme’s second implementation phase, additional 

PEAs were commissioned from a local partner to further 

support this effort.

There was a limit to what the PEA advisors could achieve – the 

observers who were really in the thick of it were the technical 

advisors. Context played a big role during team workshops 

and planning sessions, but discussions usually focused on the 

issue of the day, instead of the big picture or more granular 

concerns. Because of that, the team sought different ways of 

capturing insights generated at the coal face.

The initial approach was the adoption of a programme diary 

template that advisors and team leadership would fill in on 

a monthly basis, providing an overview of the institutional 

environment, partnerships, risks and opportunities, results, 

and strategic recommendations. The diaries were STAAC’s 

first explicit attempt to integrate PEA, M&E and strategic 

management into a single process and were a useful source 

for reflection during team meetings. Different team members 

took differently to the template, with wide variation in level of 

detail, writing style, and prioritisation. Eventually the diaries 

were abandoned during the bridge phase, when it became 

harder to prioritise advisors’ time.

The real form of everyday PEA would emerge after the diaries 

were introduced. During the first year of implementation 

the programme had struggled to figure out how to make the 

best use of team meetings. With four workstreams, each with 

its own partners and issues, it was easy to default to team 

meetings as a round-robin series of monologues. After a while, 

team leadership settled on focusing meetings around PEA 

and strategy, leaving issues of workstream management to 

dedicated bilateral meetings. The PEA advisor would provide 

an analysis of the broader political context; and the learning 

and adaptation advisor provided a challenge function, 

questioning assumptions and raising potential risks. But after 

a certain point, attention to context became second nature for 

the entire team, from programme management all the way to 

part-time consultants. 

12  Renee Kantelberg and Rushaiya Ibrahim Tanko, “Supporting Collective Action in Tackling Corruption: Lessons Learned from STAAC 
Ghana Programme” (STAAC, 2019).

It was this context sensitivity that allowed STAAC to strategize 

around potential opportunities like the OSP, find unrealised 

linkages between potential allies, and begin to sketch out 

the kinds of collaboration and feedback envisioned in the 

programme’s design.

3.3. Problem-driven partnerships
STAAC did not just provide funding or support to partners – it 

approached counterparts as professional equals, exchanging 

trust for trust, willing to support local priorities whilst 

challenging local actors to do better. This made STAAC an 

unconventional donor, which was a double-edged weapon. 

On the one hand, STAAC was more demanding than a run-of-

the-mill technical assistance provider – probing, questioning, 

opinionated. On the other hand, the programme actually 

listened to partners – trusting them with strategies and plans, 

linking them up with like-minded stakeholders, and helping 

them find additional financial support where necessary.

Having reviewed the limited success of previous anti-

corruption initiatives in Ghana (and beyond), the STAAC 

team rejected outright the idea of simply importing external 

templates for institutional change. While international best 

practices were key for all partners – and indeed sought after 

by many of them – the programme focused on the broader 

enabling environment that would allow those practices to 

take root and make a lasting impact. This required focusing 

on problems as identified by key partners themselves or 

with the help of STAAC advisors. Such an approach called 

for an early emphasis on relationship-building to generate 

the interpersonal trust necessary to have challenging 

conversations about performance, constraints, and goals. 

STAAC nudged partners towards taking smaller steps than 

they would have otherwise, and incentivised course correction 

when roadblocks appeared. Overall, this inserted a crucial 

learning component into all STAAC partnerships.

Co-ownership was a feature across the entire STAAC portfolio. 

It was most evident in the accountability workstream, where 

the Accountability Working Group vested CSO partners with 

collective decision-making power over which interventions the 

programme would fund.12 But it was also present – in subtler 

ways perhaps – in the alignment of STAAC’s detection strategy 

with the Financial Intelligence Centre’s own internal strategy, 

or in the careful engagement with judges or law enforcement 

officers unlikely to listen to external imposition. The form of 

engagement varied from partner to partner (as detailed in the 

next section), but it was always guided by respect and a desire 

to empower Ghanaians to tackle Ghana’s challenges.
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Having a fully staffed office in Accra, with much of the team 

residing there for the duration of the programme, allowed 

STAAC to become an accessible and dependable ally, able and 

willing to respond to last-minute requests for assistance or to 

furnish partners with targeted assistance even when it was 

not expected. This strengthened existing partnerships, and 

led to the organic development of new ones not envisaged in 

the original strategy.

3.4. Systematic Reflection
The final pillar of STAAC’s approach – and the one binding all 

others together – was a reflexive approach to management. 

This did not just mean using M&E tools, or holding quarterly 

workshops, or discussing revisions to the logframe on an 

annual basis – all of which the team did do. Reflection became 

an ongoing, systematic feature of management and strategy, 

first as a distinct function but later on entering the DNA of the 

programme.

STAAC had the benefit of dedicated staff able to provide an 

internal challenge function. Whether it was a PEA advisor 

exposing political risks, an M&E advisor working directly with 

technical advisors on a daily basis, or a learning & adaptation 

advisor working closely with the leadership team, there was 

always someone in the room challenging the conventional 

wisdom and groupthink. The task was not always easy. 

Technical advisors and their counterparts were experts with 

decades of experience in their respective fields, whereas 

the PEA & M&E team skewed younger. Initially the challenge 

function was perceived by technical advisors as extraneous, 

gratuitous, or intrusive, even when they were facilitated by 

team leadership. But over time the entire team came together 

around the approach, and different professional backgrounds 

became opportunities for learning and enrichment. By the end 

of STAAC the technical team was so used to PEA and M&E that 

dedicated advisors provided less of a challenge or guidance 

function, and more of a learning and synthesis one.

One of the main reasons for the team’s evolution towards 

a reflection orientation was the commitment by STAAC’s 

leadership to running a learning programme. Though the 

precise composition varied, STAAC leadership comprised a 

programme manager and a team leader working side by side all 

along, both sharing in management as well as technical tasks. 

They were supported from afar by an ASI programme director 

who advised them on client management and reporting, but 

also challenged the team to perform better during reflection 

and strategy workshops. This alignment between corporate, 

management and technical leadership consolidated a shared 

vision for the programme, legitimising PEA, M&E, and 

adaptation as worthy contributors to overall success.

4. Advancing Sustainable Anti-Corruption 
Agendas
This section presents vignettes for some of the change 

processes supported by STAAC. With a diverse set of 

partners, issue areas and contextual challenges, it would 

have been unrealistic – indeed, self-defeating – for STAAC 

to adopt a single approach to technical assistance. Instead, 

what emerged over time as a “menu” of approaches that were 

tailored to the needs, capabilities and organisational cultures 

of partners. Though each intervention exhibited unique 

features, it is possible to group them into five broad types 

of tasks: adaptive capacity building, targeted policy advice, 

brokering and facilitation, mobilising evidence for action, and 

strategic accompaniment.

4.1. Adaptive capacity-building
STAAC was not designed to be primarily a capacity-building 

shop. First, the programme simply did not have the budget 

for seminars with hundreds of beneficiaries; other donor 

programmes operating in Ghana were better positioned to do 

so. Second, training for the sake of training was anathema to 

the STAAC approach. The focus was on issues and blockages 

that could be targeted strategically, and whilst some of those 

issues related to knowledge and capability gaps, tackling them 

was always seen as a steppingstone to something bigger – 

increased collaboration, efficient systems, or more effective 

performance.

The programme’s capacity building was deployed in a 

politically smart and adaptive manner. For instance, STAAC’s 

support to law enforcement agencies – EOCO and the Ghana 

Police Service Criminal Investigation Department (CID) – was 

hampered early on by distrust of donor programmes and 

low expectations of technical proficiency. Despite significant 

challenges in the investigation of corrupt offences, there was 

no good entry point for processes of organisational change. 

It was in that context that capacity-building was deployed, 

through train-the-trainer modules and the development of 

investigation manuals. STAAC’s impact grew through a bottom-

up process that eventually saw the manuals adopted as 

standard operating procedures for all law enforcement, linked 

to new case tracking systems that for the first time allowed the 

compilation of comprehensive statistics on corruption-related 

offences.
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As satisfaction and trust increased, training was leveraged 

into more direct forms of direct, hands-on mentoring, trading 

unfettered access for tangible, real-time assistance with 

complex investigations involving intelligence from multiple 

countries. This in turn allowed the programme to identify gaps 

in the processes and systems that investigators used, which 

led to the development of new templates for requests for 

information to detection agencies.13

4.2. Targeted policy advice
STAAC was equally adamant to avoid the temptation of 

focusing on legal or regulatory changes as the ultimate 

outcomes of the programme. Anti-corruption is an area with 

infamous implementation gaps across the world, and Ghana 

is not an exception. Though the lack of a clear legal definition 

of corruption was in some was a hindrance to the programme, 

the team never sought to rewrite or “fix” Ghana’s policy or 

legislative framework. Instead, what it did was respond rapidly 

to opportunities as they arose, mobilising technical expertise 

in support of key processes that were at risk of floundering 

due to basic knowledge gaps.

That was the case with STAAC’s support to the drafting of the 

Companies Act 2019, which enshrined beneficial ownership 

transparency (BOT) into law, paving the way for the creation of 

the public register.14 BOT had been amongst the commitments 

made by President John Mahama at the 2016 London Anti-

Corruption Summit. It had become a priority for the UK, 

which first approached Ghana through a centrally managed 

DFID programme called I-ACT.15 But progress was hampered 

by gaps in legislation, a dearth of technical capacity, and a 

limited understanding by external actors about the constraints 

faced by Ghanaian institutions. STAAC’s support began as 

intermediation between the UK and the Registrar General’s 

Department (RGD); when trust was established, mediation 

morphed into policy advice, particularly regarding the need to 

enshrine Ghana’s BOT commitments in law. When an amended 

Companies Act was passed in May 2019, it incorporated 

most of STAAC’s technical recommendations, including 

expanding the scope of politically exposed persons to include 

Ghanaian nationals and political party officials. This resulted 

in improving the typology of beneficial ownership information 

that is collected when a new company is registering or filing 

annual returns.

STAAC also deployed targeted technical assistance when the 

drafting process for the Office of the Special Prosecutor bill 

began in early 2017. STAAC adopted a two-track approach: 

working with state institutions to build understanding and 

13  Tony Crampton, “Adaptive Mentoring in Financial Crime Investigations” (STAAC, 2020).
14  Rushaiya Ibrahim Tanko, “Developing Ghana’s Beneficial Ownership Transparency Regime” (STAAC, 2020).
15  https://devtracker.fcdo.gov.uk/projects/GB-1-205181. 
16  Carolyne Lamptey and Renee Kantelberg, “Brokering state-society collaboration in the establishment of the Office of the Special 
Prosecutor” (STAAC, 2020).

17  Eric Stonecipher, “Transforming Ghana’s Financial Intelligence Centre” (STAAC, 2020).

support for the OSP and facilitating a consultative process 

whereby civil society was able to influence the draft bill.16 

The resulting OSP Act was the first time that criminal asset 

management had been clearly articulated in relation to 

proceeds of crime in Ghana. Through this process, STAAC was 

able to sensitise law enforcement agencies and civil society 

of the importance of ‘following the money’ as part of the 

investigative process. So much so that, by the end of 2019, 

EOCO had begun the process of establishing a dedicated 

asset management unit.

4.3. Brokering and facilitation
STAAC’s inception PEA highlighted lack of coordination as a key 

obstacle to anti-corruption in Ghana and recommended that 

the programme act as a broker between state actors, between 

civil society actors, and between state and civil society – the 

latter actually went beyond DFID’s original expectations but 

was seen by the team as the best way of leveraging Ghana’s 

vibrant democracy to ensure resilience in the anti-corruption 

space. The theory was that isolated stakeholders would be 

less likely to advance reform agendas than those able to 

collaborate around shared goals or at least trust one another. 

Collaboration was intrinsic to STAAC’s work on financial 

intelligence, where the value add of the Financial Intelligence 

Centre would be measured in its ability to interface with other 

detection agencies and particularly with law enforcement.17 

When STAAC supported the FIC’s transformation from 

paper-based processing of suspicious transactions to an 

automated platform, it worked to ensure that investigators 

in law enforcement agencies would be familiar with the 

platform’s capability to generate intelligence products that 

could strengthen the evidence base for corruption cases. In 

addition, STAAC developed interfaces between the FIC and six 

other government agencies, including the Ghana Police Service 

CID, RGD, Electoral Commission, Ghana Revenue Authority, 

Driver and Vehicle Licensing Authority, and Passport Office. 

The investment in merging the FIC’s database with other 

government databases was the first of its kind in the world.

STAAC was also able to facilitate previously unlikely exchanges 

between civil society and state actors, as during the OSP bill 

consultation process. The team took advantage of having 

technical advisors in the prosecution and accountability 

functions to bring together the Attorney General and key 

civil society groups around a public consultation process led 

by a reputable think tank, supported by evidence gathered 

from other countries, and aimed at formulating civil society 

recommendations to the parliamentary drafting committee. 

https://devtracker.fcdo.gov.uk/projects/GB-1-205181
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This was one of the first times that STAAC demonstrated 

how civil society and state can overcome mutual distrust to 

engage constructively around technical issues. STAAC’s role 

as a neutral technical broker lowered the engagement cost for 

all stakeholders and facilitated the gradual development of an 

appreciation for non-adversarial approaches to state-society 

relations. 

4.4. Mobilising evidence for action
Data and evidence are sorely lacking in Ghana’s anti-

corruption space. There is no aggregate repository of crime 

data, and though law-enforcement agencies have statistical 

departments, previous UK-funded programmes like STAAC 

have not been able to verify the validity or reliability of the 

data they may have. Public debate tends to follow scandals 

and exposes, and the media and CSOs have limited technical 

capacity to engage with certain issues. STAAC was able to work 

with partners to collect key evidence and deploy strategically 

to mobilise government action. Evidence not only provided a 

factual basis on which to discuss problems and performance; 

it also afforded civil society actors credibility to engage with 

government agencies in a constructive manner.

Since the commercial discovery of oil in 2007, Ghana had 

signed sixteen petroleum agreements with multi-national 

companies for the purpose of exploration and exploitation. 

Supported by STAAC, the Africa Center for Energy Policy 

(ACEP) think tank carried out a review of all contracts and 

unearthed a pattern of unmet obligations and unpaid taxes, 

leading to a loss of revenue to the state. ACEP developed an 

online contract monitor to make this information accessible 

to the general public. However, instead of using the evidence 

for an adversarial advocacy campaign, ACEP’s next step 

was to approach the relevant government institutions and 

private companies to establish a multi-stakeholder technical 

dialogue on how to improve oversight in the sector and 

remedy non-performance. Because of ACEP’s intervention, 

the Ghana Revenue Authority recovered $1.5m in unpaid 

taxes, government developed a petroleum contracts register, 

companies were forced to provide quarterly work plans, 

and work began on an official performance monitoring 

framework.18

STAAC also worked to a coalition of community-based 

organisations, led by the Community Development Alliance 

(CDA) in Northern Ghana to tackle the problem of informal 

payments in health clinics, which disproportionally impacted 

the health of the most vulnerable and poor Ghanaians, namely 

women.19 The resulting Strengthening People’s Action Against 

Corruption (SPAAC) coalition conducted primary research 

across 24 healthcare facilities in the Northern, Upper West 

18  Kwakwa Sampson and Renee Kantelberg, “Addressing Corruption in Ghana’s Petroleum Contracting” (STAAC, 2020).
19   Kwakwa Sampson and Renee Kantelberg, “Strengthening People’s Action Against Corruption in Health Care Delivery in Northern 
Ghana” (STAAC, 2020).
20  Rushaiya Ibrahim Tanko, “Developing Ghana’s Beneficial Ownership Transparency Regime” (STAAC, 2020).

and Upper East regions to provide evidence on the incidence 

of corrupt practices. The coalition followed a consensus-

building approach to engage government stakeholders and 

build a broad-based citizen constituency. SPAAC-organised 

Healthcare Excellence and Integrity Awards; gave health 

facilities an opportunity to reflect; and demonstrated to 

regional authorities how integrity could be tracked and 

reinforced. The Regional Director began using the assessment 

tool across facilities not initially assessed by SPAAC, and by 

the end of the STAAC programme support in 2020 there was 

discussion of an annual health integrity assessment exercise 

for all health facilities in the region going forward.

4.5. Strategic accompaniment
Some of STAAC’s core partnerships contained elements of 

all previous approaches, merging capacity-building, policy 

advice, and facilitation into what can be termed strategic 

accompaniment: ongoing, hands-on support to partners along 

strategically significant change processes. In such cases, the 

chief task was assisting a counterpart in the development of 

a plan or process, standing by their side during its execution, 

ready to provide targeted support as necessary, and providing 

strategic advice on how to overcome obstacles along the way.

The work STAAC did with the Registrar General’s Department 

on the development of a Ghanaian beneficial ownership 

regime was exemplar of this approach.20 STAAC’s strategic 

goal was for the RGD was to better understand its role within 

the anti-corruption chain, as well as to liaise with other anti-

corruption authorities to implement Ghana’s commitment 

and legal obligations. The multi-trach approach to technical 

assistance included: the aforementioned support to the 

amendment of the Companies Act; bringing together and 

sustaining a steering committee, involving key CSOs and 

using the media to raise awareness on BOT; strengthening the 

technical expertise of the Registrar-General’s office to collect 

and verify information as well as maintain the future register; 

engaging with a wide coalition of stakeholders on the more 

systemic challenges of improving anti-money-laundering and 

anti-corruption systems, linking BOT with efforts led by the 

Financial Intelligence Centre to ensure Ghana’s compliance 

with FATF recommendations; and bridging the divide between 

the UK and international expectations of good practice in 

BOT, and local contextual realities. To ensure sustainability, 

STAAC helped the RGD secure funding from the European 

Union by making the development of the BO register one of 

the  conditions  for budget support. With STAAC support, the 

RGD’s outlook on global beneficial ownership norms went 

from suspicion to enthusiasm, planting the seeds for a new 

transparency regime.
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STAAC also provided strategic accompaniment to the FIC in its 

transformation from a paper-based organisation to a cutting-

edge financial intelligence unit able to lead Ghana out of the 

FATF grey list.21 STAAC’s shared goal with the FIC was creating a 

financial intelligence unit that exceeded regional performance 

standards, which could only be achieved by following a holistic 

approach. It began with the development and adoption of a 

strategic plan that provided a vision, goals, and objectives; 

this was later merged into a shared STAAC/FIC 4-year work 

plan that fully aligned the two partners. This foundation 

enabled the subsequent execution of a support plan focusing 

on reengineering the FIC’s people, processes, and technology. 

STAAC  support  encompassed strategic planning, human 

resource development, process engineering, and change 

management. Underlying these distinct areas of support was 

an explicit effort to build a cadre of senior and middle managers 

able to execute the FIC’s strategic plan with full trust from the 

CEO, as well as capacity-building for analysts who would work 

with law enforcement and other public agencies in generating 

intelligence products. STAAC supported the acquisition of the 

goAML  software suite from UNODC, and the development 

of interfaces with other government agencies. When Ghana 

was “greylisted” by the ICRG due to non-compliance with 

international anti-money-laundering obligations set by FATF, 

STAAC adapted its portfolio of activities to support the FIC’s 

effort to lead Ghana’s response. The programme had assisted 

the irreversible transformation of the FIC from a barely 

performing organisation to the key Government of Ghana 

instrument for detecting financial crime.

21  Eric Stonecipher, “Transforming Ghana’s Financial Intelligence Centre” (STAAC, 2020).

22 Renee Kantelberg and Rushaiya Ibrahim Tanko, “Supporting Collective Action in Tackling Corruption: Lessons Learned from STAAC 
Ghana Programme” (STAAC, 2019).

Lastly, strategic accompaniment was the underlying approach 

of all civil society work, where the team sought to help partners 

move beyond business as usual and into a more strategic and 

impactful approach to accountability.22 STAAC’s accountability 

workstream brought together three civil society partners pre-

selected by DFID – Center for Democratic Development, 

PenPlusBytes, and ACEP – into a novel funding platform: an 

Accountability Working Group which would influence the 

allocation of STAAC’s civil society funding, with the three CSOs 

and STAAC sharing decision-making power. Part of the goal 

of the AWG was encouraging partners to work together and 

reach out to other potential partners in civil society, as they did 

during the OSP consultation process. It also encouraged them 

to think more strategically and to design interventions based on 

evidence of what works. Through the AWG mechanism, STAAC 

began working with the Ghana Anti-Corruption Coalition, 

a Private Sector Anti-Corruption Group led by UK-Ghana 

Chamber of Commerce, CDA’s northern Ghana coalition, and 

Ghana Integrity Initiative. The collaborative effort led to fifteen 

separate interventions involving collective action, evidence-

based advocacy, outreach to government institutions, and 

even mediation with other donors for continued funding 

beyond STAAC. It was a rare space for CSOs to come together 

without having to compete with one another for funding, with 

a donor that did not tell them what to do but instead worked 

side-by-side with them to enhance their methodologies and 

impact.

5. Lessons Learned
Over its five years, STAAC compiled numerous lessons about 

Ghanaian partners, anti-corruption issues, and delivery 

challenges. Here are some of the high-level lessons that 

should resonate beyond Ghana, particularly with the global 

anti-corruption movement and with the adaptive management 

community of practice.

5.1. Lessons on anti-corruption
Legislation is only the first step, and implementation 
needs follow-up support

The passage of the OSP Act was celebrated by the team as a 

potential turning point for the programme, with the creation of 

a dedicated anti-corruption office free from political baggage. 

Past experiences in Ghana and elsewhere had shown the 

ease with which promise could turn to disappointment. But it 

was not until the protracted process of drafting and passing 

legislative instruments to articulate the OSP kept it in limbo 

for the better part of a year that the team realised the degree 

of external pressure and support that would be required to get 

the Office fully functional. The programme was able to pivot 

away from the OSP quickly and effortlessly, but the case was 

a useful reminder that legal changes are just the first step in a 

lengthy process of regulation and implementation.

Frame international agendas in ways that fit local context

One of the key factors that allowed STAAC to make progress 

on BOT was the ability and understanding of DFID Ghana 

advisors to consider a revision in the UK’s official stance. The 

UK’s initial approach to beneficial ownership transparency 

was focused on technical issues around open data and need to 

link Ghana to a Global Register, which created confusion and 

suspicion by local counterparts. STAAC’s mediation allowed 

the UK to re-engage the Registrar General and her team with 

a new approach while keeping in mind the Ghanaian context. 

A similar pattern can be expected any time global norms are 
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disseminated to national context – internalisation of such 

norms requires working closely with local partners, instead of 

just telling them what to do.

Enhance the links between detection agencies and LEAs

Through STAAC support, the FIC has evolved into a central 

detection agency able to interface with other key detection 

institutions, and to respond to requests for information 

from law enforcement investigators in an increasingly timely 

manner. STAAC made a strategic choice to invest heavily in 

FIC systems and capacity-building in order to create strong 

foundations for the entire anti-corruption chain. It may often 

be necessary for a third-party actor like STAAC to broker new 

working relationships and make the case for the gains that all 

actors involve will derive from a more efficient and effective 

financial intelligence regime.

Work with investigators in an incremental, trust- and 
expertise-based approach

The operational experience of STAAC advisors with 

backgrounds in law enforcement and their ability to use the 

‘softer skills’ of communication were key to building trust with 

initially reluctant law enforcement counterparts. This allowed 

the programme to identify ‘champions’ among stakeholders 

and to persuade those who were reluctant at the initial stages 

to engage. It was crucial that STAAC did not tell the heads of 

investigative agencies what it was going to deliver, but instead 

jointly discussed and strategized with them what they needed 

and what, how and when the programme would deliver with 

them in partnership. The programme was eventually able 

to deliver a multi-pronged capacity-building package with 

sustainable impact, but only after a gradual process of trust-

building and delivering quick wins.

Beware of perceived champions and signature policy 
changes

When the OSP was announced in early 2017, all international 

actors in Ghana were overjoyed at the prospect of having a 

new central counterpart, untainted by decades of partisanship 

and underperformance. Based on political-economy analysis, 

STAAC opted not to put all its eggs in the OSP basket, instead 

investing the majority of its resources in targeted interventions 

across the entire chain. The lack of necessary follow-through 

after the OSP Act was passed in 2017 led to a self-reinforcing 

dynamic of institutional neglect, grievance, and confrontation, 

which caused general disillusionment with the OSP as an 

institution and eventually the resignation of the Special 

Prosecutor shortly before the 2020 elections. This should 

be a cautionary tale for any future enthusiasm around novel 

reforms or ostensible champions.

Evidence may be more impactful than advocacy

Evidence can be a key trigger for government action, not by 

naming and shaming but creating a shared problem space from 

which to launch collaborative technical efforts. State officials 

would rather be informed than targeted by confrontational 

advocacy, which makes them look unprofessional and 

inefficient to the public. ACEP’s engagement with extractive 

sector authorities and SPAAC’s engagement with health 

directors and clinics generated multi-stakeholder buy-in and 

responsiveness. When coupled with building public awareness 

on shortcomings in regulation and service provision, this 

approach can lead to more transformative impact than pure 

advocacy. 

CSOs need support to grapple with complex corruption 
issues

When dealing with very technical issues like BOT, asset 

recovery, anti-money-laundering norms, or the OSP, civil 

society suffered from both limited technical expertise and 

limited state-side willingness to engage and consult in a 

constructive manner. STAAC played a technical role of support 

so that partners could become familiar with issues that were 

somewhat new and complex to them, and understand where 

other counterparts may be coming from. When dealing with 

complex technical issue areas like financial intelligence or the 

proceeds of crime, CSOs benefit from having a partner that 

is able to mobilise targeted capacity-building. STAAC was in 

a privileged position to do so due to its government and civil 

society advisors sharing the same programme. This experience 

should caution donors against creating self-defeating silos in 

assistance.
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5.2. Lessons on adaptive 
management
Scope and resource the need to generate data where 
none exists

STAAC’s initial logframe – like many results frameworks in anti-

corruption – assumed that data would exist to prove impact in 

terms of prosecutions or asset recovery. However, when the 

programme started it encountered a data-scarce environment, 

where the legal definition of corruption hampered any effort 

to track offences and no single state agency compiled national 

statistics on anti-corruption. It took the programme two full 

years to develop, iterate and evolve case tracking systems 

that would allow law enforcement partners to manage their 

case load, providing a foundation on which to build future 

statistical capacity. The process of identifying evidence gaps 

and building data capabilities is a long and arduous one that 

cannot be solved with one-off surveys and studies and should 

be planned for.

Pay greater attention to assessing and framing impact 
and value for money

Throughout implementation, STAAC struggled to synthesise 

and articulate its achievements in a compelling and accessible 

manner. The programme was so close to its operating 

context that it took for granted lessons and priorities that 

funders and evaluators were not privy to. It was so used to 

complexity that it often failed to realise the need to simplify 

in its reporting. This made STAAC a very hard programme to 

evaluate. Underpinning the adaptive management approach 

lay a powerful counterfactual argument: if political risks had 

not been mitigated, if non-performing partnerships had not 

been avoided, if emerging opportunities had not been seized, 

the programme would have wasted donor funds. But this 

powerful value-for-money consideration was never articulated 

in such clear terms by the programme. The clear lesson here is 

to devote more thinking and resources to the question of how 

to synthesise and communicate impact in complex adaptive 

programmes.

Invest in a delivery approach and team that can tackle 
complexity

In STAAC, over a period of four years of iterating with tools, the 

logic of experimentation and learning was built into the DNA of 

the programme, bringing together programme management, 

strategy, learning, and M&E. By growing in a gradual and 

self-aware manner, STAAC was able to recruit team members 

who had never heard of PDIA but who nevertheless had a 

disposition to engage, experiment, and learn. The programme 

also incorporated full-time staff to manage the various 

layers of PEA, PDIA, M&E and learning. This core adaptive 

management team provided strategic and analytical guidance 

for technical staff, ensuring delivery in a difficult context, both 

in terms of the political economy of anti-corruption in Ghana 

and of the disruptions arising from the funder’s side. Such 

functions should not be seen as a capricious overhead – in 

adaptive programmes, they work as an impact multiplier, and 

as such should be sufficiently resourced. 

Ensure that learning and context-sensitivity are 
embedded across the programme

The journey from Business Case to tender to inception 

phase was one of revising assumptions and expectations to 

bring them more in line with the reality of anti-corruption in 

Ghana. But the design of a programme such as STAAC never 

really ends, and the team and key partners needed to reflect 

strategically and collectively on current and new interventions 

to ensure that they respond to actual problems within realistic 

parameters. In STAAC, M&E tools were directly linked with 

other aspects of the programme, like PDIA, PEA, strategy, or 

research, all of them embedded into strategic decision-making 

and intervention design. Programme staff and partner became 

active participants in learning and contextual analysis. This 

was due to the adoption of an explicit and systematic approach 

that ensured everyone had bought into the same expectations 

and approaches.

Invest in meaningful, sustained relationships

Given the entrenched institutional and organisational 

obstacles to anti-corruption, a donor programme can only 

pursue a lasting impact by establishing trusting, meaningful 

relationships with partners. This involves first openness 

and a certain humility, and over time a willingness to have 

difficult conversations and develop joint visions. To ensure 

that partners do not act in isolation, STAAC had to use the 

trust gained to encourage greater collaboration and synergies 

between stakeholders who may not see eye to eye. In time, 

those linkages may well prove to be the programme’s longest 

lasting impact. However, the sustainability of those efforts will 

depend on the ability of FCDO and other donors to support 

longer-term processes of change, ensuring that partners 

invested in externally supported reform efforts continue to 

enjoy strategic and technical support.
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6. Conclusion
6.1. Key achievements
A sample of STAAC’s main achievements is presented here, 

organised into thematic issue areas. These are documented in 

detail in the programme’s reporting to FCDO.

Beneficial ownership

 │ Inclusion in the Companies Act 2019 of technical 
recommendations on beneficial ownership.

 │ Development of a template for the collection of beneficial 
ownership data by RGD and Ghana EITI.

 │ Development of Ghana’s first BOT electronic register.

Financial intelligence and anti-money laundering

 │ Adoption of a comprehensive policy for a compliance/reporting 
regime for non-bank, at risk financial sectors.

 │ Significant increase in the filing of STRs and CTRs.

 │ Enhanced operational performance in the FIC.

 │ Development of data interfaces between six government 
agencies and the FIC.

 │ Inclusion in the Anti Money Laundering Amendment Act 2020 
of technical recommendations on the FIC’s resourcing and 
powers.

 │ Implementation of 18 of 23 FATF/ICRG recommendations.

Law enforcement capacity to tackle corruption

 │ Incorporation of STAAC’s Train-the-Trainer modules in the 
Detective Training Academy curriculum.

 │ Adoption of a case tracking system at EOCO.

 │ Adoption of Corruption Reporting Parameters by law 
enforcement to overcome inappropriate legal definition of 
corrupt offences.

 │ Adoption of Investigation Manuals as the basis for cross-LEA 
standard operating procedures.

 │ Development of investigator capacity and processes to use 
goAML in order to access intelligence and speed up criminal 
investigations.

 │ Foundations for a multi-agency approach to complex and 
serious organised crime.

 │ Collaboration between Ghana and UK law enforcement on 
Operation Paris.

 │ Significant increase in case assistance requests from UK law 
enforcement.

Asset recovery

 │ Inclusion in the OSP Act 2017 of technical recommendations 
on receivership, asset management and recovery.

 │ Contribution to the establishment of an Asset Recovery 
Management Unit at EOCO.

 │ Development of an Asset Recovery Process Guide.

 │ Significant increase in asset freezing and recovery by EOCO.

Accountability

 │ Collaboration between anti-corruption CSOs on OSP bill and 
party manifesto influencing.

 │ Recovery of unpaid petroleum contract taxes.

 │ Increased transparency and accountability of health clinics in 
Northern Ghana.

 │ Development of a new strategy for the Ghana Anti-Corruption 
Coalition which brings together EOCO and civil society.

 │ Adoption of business sector policy recommendations at ports, 
passport, driver license and revenue authorities.

 │ Establishment of an online platform for monitoring petroleum 
agreements.
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6.2. Reflections on STAAC’s 
experience
The story of STAAC is a hard one to tell. Not because of the 

challenges it faced, which were many and, in some cases, 

devastating. But because of the richness and complexity 

of experiences across four workstreams, 59 separate 

interventions, and 114 issues tackled. The programme was 

never predictable, but energetic and exploratory, like a tree 

branching out exponentially. This made the task of reviewers 

and evaluators a hellish one, as they had to contend not only 

with results, but also with the history behind interventions and 

partnerships, the rationale for it all.

By the time STAAC closed in December 2020, technical 

advisors had become such a fixture of ongoing reforms 

in the FIC, RGD, EOCO, or CID that the external evaluators 

tasked with preparing the completion review were met with 

disappointment and even surprise at the possibility of closure 

– the work was not done, and the STAAC team were part of the 

work. The same appetite for engagement and agile response 

that made straightforward reporting and communication 

all but impossible also endeared the programme to local 

partners. It was not the best donor-funded technical 

assistance programme, but it was different. It listened, but also 

challenged. It funded, but also helped partners find alternative 

resources. It engineered significant transformations, but never 

once took public credit for them (to the chagrin of a funder 

deprived of headlines and photo-ops). It became an ally of 

Ghanaians fighting against corruption, if only for a few short 

years. In a context so prone to disenchantment and cynicism, 

STAAC’s quaint enthusiasm and sheer relentlessness meant 

something.

The intent behind this learning paper is not to plant a big 

STAAC-branded flag in global debates. These lessons are not 

meant to serve as leverage for invitations to fancy conferences 

and workshops (the pandemic made them all virtual anyway). 

The goal is to demonstrate to donors, in particular, that anti-

corruption programmes can work, provided you actually let 

them work. There is a middle ground between impossibly 

ambitious policy agendas and conventional input-based 

technical assistance. But exploring that middle ground 

requires trust between funder, implementer, and local partner 

– all three need to come together around shared goals. Once 

trust exists, the rest is finding a delivery approach that fits the 

context, and letting a team run with it. That is the only way 

that complex development problems like anti-corruption can 

be tackled.

STAAC’s timeframe aligned with the height of politically smart 

and adaptive work in the UK Department for International 

Development. The programme was designed shortly after the 

Smart Rules for Better Delivery where adopted, around the 

time that the Doing Development Differently and Thinking and 

Working Politically communities of practice were starting to 

make noise in all the right places about the need for better 

approaches to development cooperation. Closure arrived 

shortly after DFID was merged into a new Foreign and 

Commonwealth Development Office, a decision that created 

no small amount of uncertainty about the sustainability of the 

UK’s permission space for smart and innovative programmes. 

Hopefully, papers such as this can help point some of the right 

people towards the evidence that can help them make the 

case for adaptation in the new world of UK aid.
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