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EXECUTIVE SUMMARY 
 

1. This report contains the findings of the Management and Functional Review 
process in Ministry of Finance (MoF), including the Accountant General’s 
Department (AGD).  These findings are the result of six weeks’ intense activity 
with key Ministry officials, researching papers, reports and other literature, and 
visiting stakeholders in Freetown, Bo, Makeni and Magburaka.    

2. Re-building state structures in post-conflict situations is demanding work. Often 
the country’s most capable people have left; creating a capacity issue that will take 
a generation to resolve. Picking up the pieces and creating effective government, 
however, cannot wait that long and immediate steps have to be taken to secure the 
peace, maintain stability and identify opportunities for growth and development. 
In this respect the MoF is performing a crucial role.  Through the skilful 
deployment of donor technical assistance, in the form of Project Implementation 
Unit (PIUs), MoF has created an integrated and coordinated structure capable of 
delivering their key objective of macroeconomic stability. The introduction of 
MTEF, PRSP, Debt Management Protocols, Aid Co-ordination, Decentralisation, 
Budgetary and Accountability mechanisms, Internal Audit and tighter 
Procurement procedures are all consistent with the needs of GoSL as well as DfID 
approach to Public Expenditure Management, set out in their 2001 guidelines, and 
whilst many of these procedures are still in their infancy there is little doubt of the 
medium and long term benefits they will have in matters of public finance. 

3. Our report also identifies that in terms of MTEF and PRSP, MoF is being drawn 
into sectoral policy issues over which we believe it should have no role. With little 
planning and policy development capacity in MDAs and the changing focus of the 
MTEF process, from inputs to outputs, it is not surprising that MoF finds itself 
involved in sectoral policy analysis issues. 

4. In our view a structural response, and not merely a systems one, needs to be 
adopted to fill this void. We have, therefore, recommended transforming and 
strengthening the existing planning and policy function and placing it nearer to the 
centre of government with overarching responsibility for strategic planning and 
policy analysis.  This body would effectively be the guardians of the Governments 
strategic objectives and would advise and build policy development and analysis 
capacity in all MDAs, to a common methodology.  Such a body would separate 
out, and change the foci of the policy (objective setting) and financial debate 
(fiscal policy and budgetary management). 

5. In this report we have made recommendations related to dual budgeting. Current 
practices continue to pose challenges, which are inconsistent with 
modern/integrated budgetary practices strongly recommended by international 
financial institutions and donors and on the number of Ministries involved in aid 
co-ordination1.   Our recommendations on strengthening and integrating 
government’s capacity in this area raise questions on the future role of MoDEP in 
handling the development budget. We deal with this issue in the separate MFR on 
MoDEP. 

                                                   
1 World Bank implementation paper dated July 2005, 
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6. It is not surprising that, only four years after the end of conflict, the mechanisms 
for the effective conduct of Government business are still emerging.  The lack of a 
robust, central strategic planning and policy development, analyses and co-
ordination capacity needs a structural response to strengthen and transform the 
manner in which government business is undertaken within the next five years. 

7. Whilst appreciating the work performed by the PIU’s in creating an integrated 
response to macroeconomic issues, and in performing core government functions, 
our report makes it clear that their existence has the effect of undermining the 
integrity of the Civil Service Pay and Grading system. We therefore, place the 
onus on all parties to find a solution to the PIU issue, whilst at the same time 
restoring the integrity of the local pay and grading system. 

8. Sections three to ten of our report looks in greater detail at the work of the various 
departments, which make up the structure of MoF. The authors do not claim to 
have any technical financial expertise, but have examined functions from the 
analytical perspective of whether they are a ‘core’ or ‘non –core’ activity of 
government.  Additionally, we have used an internationally recognised 
categorisation system for deciding whether particular functions relate to Policy; 
Regulatory, Co-ordination; Support or Service Delivery. Wherever appropriate we 
have suggested a different business model for support and service delivery 
functions. 

9.  MoF consists of two other work groups, in addition to the technical staff 
contributing to the macroeconomic strategy. These are the Administration 
Department and the Accountant General’s Department. Our report identifies that 
sweeping changes are needed in both areas if they are to match the requirements of 
a modern service delivery function. 

10.  In terms of the Administration Department the lack of proper management has 
been identified as the root cause of over-staffing, duplication of functions, 
inefficiencies and contributing to the widespread waste of public monies, which 
are badly needed in other areas of Government expenditure.  Whilst making 
recommendations for immediate staff savings, our more substantial 
recommendations refer to the need to appoint a Project Manager who will have 
overall responsibility for organising the move to the new building in December 
2006. 

11. This will be a significant responsibility, not only because of logistics involved in 
relations to floor lay-outs, staff, computers and furniture requirements etc, but 
because this will provide an ideal management opportunity to identify a new, 
building wide service specification for support services.  We have recommended 
that all such posts, security guards, messengers, cleaners etc be bought under 
contract from the private sector.  Creating the service specification, tendering the 
service and entering into contractual arrangements, will take time and we suggest 
that timescales may even now be tight. 

12. We have also recommended that a new post of Director of Administration be 
created. Effectively, we are merging the roles of the PDFS and DFS.  We believe 
that ultimately the director will need to be supported by a deputy with 
responsibility for contract management issues that will emerge for the occupancy 
of the new building. The director would continue to take responsibility for other 
business management issues such as financial planning; development of a Ministry 
of Finance communications strategy; the development of an IT strategy and 
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Human Resource Management including training. The deputy may take some of 
this burden of this large portfolio as required.  

13. The Accountant General’s Department is under-going major upheaval presently 
awaiting the appointment of a new Accountant General. and the introduction of 
the Integrated Financial Management Information System (IFMIS) at operational 
levels. However, our report suggests that it will take much more than a new 
Accountant General and IFMIS to effect change in this core Government activity.  
The new Accountant General will need to challenge the operating culture of the 
Department, simultaneously eliminating inefficiency and overstaffing, whilst 
transforming it into a key Government resource in accounting for all government 
expenditure.  The magnitude of this job should not be under-estimated. There is a 
significant pay-roll cleaning issue to be addressed, transforming the currently 
operational focus of the Personnel Section into a more strategic role and 
eliminating current administrative/procedural bottle necks. Our report concludes 
that the new Accountant General will require significant administrative and 
political support if this service is to be professionalised. 

14. As can be seen, MoF is made of three distinct elements; those contributing to the 
macro-economic stability, the Administration Department and the Accountant 
General’s Department.  Those working on the macro-economic stability have 
made great strides in the past four years. It takes time to pass legislation, design 
and introduce reforms and to get them accepted by all government bodies. It is not 
surprising therefore, that whilst many of the structures and systems are now in 
place, they are taking time to deliver their real business benefits.  The efforts of 
the technical financial departments are, however, undermined by the overstaffing 
and inefficiency of the other two work groups.  Whenever we encountered 
criticism of MoF, it quickly became clear that it related to one of these two groups.  
As our report suggests, there is a considerable amount of work to do to bring the 
performance of these two groups to the required standard. That, plus maintaining 
the reform programme is the future challenge for MoF. 
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Summary of Recommendations  
 
1. We recommend that Ministry of Finance and the Establishment Secretary’s Office work 
together, along with donors, to identify an early solution to the integration of the PIU 
positions into regularised Civil Service posts. Para  2.15  
 
2. We recommend  that MoF immediately launches an initiative with the business aim of 
fully integrating the budget preparation processes of GoSL Para 2.20  
 
3. We recommend that written procedures for the Economic Affairs Department, along with 
accompanying flow charts, are developed immediately Para 2.23  
 
4. We recommend that a merger (of EAD and Public Debt Management Units) in line with 
the ‘Government Budgeting and Accountability Act’ should go forward by creating an Aid 
Co-ordination and Debt  Management Division (ACDM) within MoF. Para 2.29  
 

5. DACO should not be involved in any financial accounting aspects relating to donor 
transactions and we recommend these functions are transferred to the new ACDM. Para 2.31 

 
6. We consider and recommend that GoSL establishes at the centre of government a body 
with a very clear ‘policy development focus’ (a ‘Strategic Policy and Planning Unit‘) para 
2.37  

 
7. We recommend the creation of a Director of Administration post to be implemented 
immediately. Para 2.43 
 

8. We recommend that MoF integrate their line management administrative and technical 
functions as soon as is practical. Para 2.45 

 
9. We recommend that MoF as primary occupant in consultation with the joint occupiers           
(ESO, AGD, MoTC) ensure immediate steps are taken to address the security and access 
arrangements with the shared premises para 2.49  

 
10. We recommend an immediate ban on the use of personal radios /televisions on official 
premises para 2.51  
 

11. We are recommending that an allocation be made through the Essential Equipment Fund 
(managed by Governance Reform Secretariat and funded by DfID) for improved facilities and 
equipment and software access.  The estimated total cost is about 110 million Leones. paras 
2.53, 2.54, 4.20, 5.18 and 6.15 

 
12. We recommend that protocols are developed that identify which research projects are to 
be conducted internally or externally. Para 3.5  
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We further recommend that an initiative should be launched to raise the research capacity of 
the wider public and the private sector. Para 3.5  
 
13. We recommend, therefore, that MoF review its fiscal policies in relation to providing 
employment and ‘job creation’ opportunities in Sierra Leone. Para 3.7 
 
14. We recommend a fundamental review of the PET survey is conducted to ensure that it is 
still fit for purpose para 3.14  
 
15. We recommend strengthening the capacity of state institutions to assess the costs and 
benefits of regulations and policies in the context of revised fiscal impact assessment 
procedures. Para 4.11  
 
16. We recommend, therefore, that Section 21 (of the Government Budgeting and 
Accounting Act) related to the activities of the Budget Oversight Committees is reviewed to 
focus on their “influencing and advisory” role rather than having a “co-ordinating role”. para 
4.14 

17. We recommend that the information needs and access to cost and service specification of 
projects being under-taken at local level, is improved to enhance the Budget Oversight 
Committee monitoring role para 4.16 
18. We recommend a total review of ‘off budget’ funds is undertaken to ensure transparency 
and accountability and to ensure that such monies are being spent in line with PRSP priorities. 
Para 4.19  

 
19. We recommend, therefore, that MoF reconsiders their position regarding the conduct of 
surveys and studies in the areas of revenue and tax policy with a view to outsourcing. Para 5.5  
 
20. We recommend that it ( Non- Tax Revenues) should form one of the priority action areas 
for the NRA. Para 5.11 

 
21. We recommend the re-structuring of the income taxation system is given a higher 
priority within the Ministry. Para 5.12  
 

22. We recommend that MoF maintain its pressure on the NRA to increase collection rates in 
all of the above (sic) taxation areas.   (5.14)  
 
23. We recommend that these (granting of tax concessions) be pursued in line with the 
original IMF proposal. Para 5.17 
 
24. We recommend, therefore, that the GoSL keeps under regular review the criteria for 
granting duty waivers. Para 5.17 
 
25. We recommend, therefore, that MoF review its legal framework in relation to debt 
management to ensure it reflects the current operating environment and the future 
requirements following decentralisation. Para 6.9 
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26. We recommend that standard operating procedures are developed for all staff involved in 
negotiating debt commitments on behalf of the GoSL to clarify the roles and level of 
authority and professionalism of negotiating teams.  para 6.11 
 
27. We recommend that the Ministry consider their ( code of conduct and discipline) scope 
and whether they can be extended to staff forming part of negotiating teams and staff whose 
primary responsibility is for procurement. Para 6.14 
 
28. We recommend, therefore, that the practice of external audit be introduced in the debt 
management activities of the GoSL para 6.13 
 
29. We recommend that guidelines ( conduct and discipline) are introduced immediately not 
only specifically for MoF but also within a national framework  for the conduct and discipline 
of the public service as a whole. Para 6.14   
 
30. We recommend, therefore that the GoSL allocates additional posts to the Internal Audit 
function during the 2006 financial year, with a view to funding the full structure during 2007, 
as outlined in the 2002 concept paper Para 7.5 
 
31. We recommend that LGFD support local councils in the development of their local 
taxation strategies. Para 8.6  

32. We recommend, that every effort is given to support the Local Government Service 
Commission with its responsibility to recruit appropriately qualified staff to key positions in 
the newly-created local councils. Para 8.8  
 
33. In our view MoF needs to appoint immediately a ‘Project Manager’ with responsibility 
for managing all aspects of the Accommodation move, and We recommend this course of 
action. Para 9.5 
 
34. Given the period required to develop the service specification, the length of the tendering 
and contracting phases, and the mobilisation phase, the December 2006 deadline is already 
under pressure. We recommend that work on contracting out support services commences 
immediately. Para 9.7  

35. We recommend that the issue of building security is immediately rationalised into one, 
‘contracted out’ service. Para 9.11  

36. We recommend that the practice of using lift operators is ceased immediately.Para 9.13 
37. We recommend, therefore, a review of the work pattern of the unit (Accounts Unit) once 
IFMIS has been rolled out in MoF, with a view to rationalising the staffing requirement.   
Para 9.14   

38. We recommend that a complete review of manpower and administrative procedures for 
logging use of vehicles, fuel purchase and consumption as well as recording of journeys, 
accidents and repairs and or maintenance should be undertaken immediately. Para 9.17 
39. The provision of messengerial services is a ‘non-core’ activity and we would expect them 
to be provided under contract by the private sector and We recommend this is considered at a 
later stage. Para 9.20 
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40. It would be our recommendation that: 

 the services of cleaners be purchased from the private sector; 
 cleaning should take place between 16.00 p.m. and 19.00p.m. /and or 7.00 a.m.-

8.00 a.m. each day; and  
 a new service specification is designed when relocating to the new premises.  

Para 9.22 
 

41. We recommend a full assessment of the workload and staffing requirement (of 
Messengers and Secretary) be undertaken. A practical recommendation would be to consider 
having one secretary for each office or having a pool of not more than three secretaries for all 
secretarial duties. Messengerial services should be similarly pooled.    Para 9.24 

 
42. We recommend that a Director of Administration be appointed who will be supported by 
a deputy: responsible for Contractual Services. Para 9.25 
 

43. We propose that not more than 4 administrative support staff will be required (to support 
the Director and Deputy) Para 9.27  

44. We recommend that the two positions ( DFS and PDFS) be merged into one and this 
should be titled Director of Administration to simplify the reporting and accountability lines 
of the Ministry as well as introducing a more business-like structure into the Administration 
Department of the Ministry. We also recommend that one of the technical heads should 
deputise for the Financial Secretary’s absences etc on the basis of competence and seniority.  
Para 9.29 

45. We recommend that the Financial Secretary launch an immediate investigation into the 
payroll of the AGD Para 10.4  

46. Following the Post Implementation Review of IFMIS the new Accountant General may 
need to request a further functions and staffing review to determine appropriate staffing 
requirements. Para 10.9  
47. We recommend that management seeks to improve on the power supply to safeguard 
efficiency and data protection of the IFMIS  Para 10.10  
 
48. If the international community is to have confidence in the pace of public expenditure 
management reform the production of certified accounts must be the priority for the incoming 
Accountant General (para 10.11)  
 
49. We recommend, therefore, that a root and branch review of the Human Personnel 
function is conducted with a view to introducing contemporary Human Resource 
Management and Development practices Para 10.13 
 
50. We recommend that at the earliest opportunity a full training needs analysis is conducted 
in AGD Para 10.15  

51. We recommend that MoF should immediately review the security arrangements 
operating within AGD with a view of introducing tighter controls on the movement of people 
and cheques. Para 10.18 
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52. We recommend that action should be taken immediately to decrease the complement of 
the ECU. Para 10.20  
 
53. Recommend that in early 2006 management should review present working practices 
with a view to introducing re-engineered work procedures for the Salaries/Payroll Database to 
meet the prevailing conditions. A key aspect is to ensure no changes are untaken without 
primary authority of the HRMO.  Para 23 
 
54. We recommend, therefore, that management looks into the Post-Implementation Review 
(PIR) process (of IFMIS) to identify potential staff savings in the Main Accounts area. Para 
10.26 
 
55. We recommend that senior management take steps to quantify the potential number of 
gratuities requiring computation and payment by December 2006, and seek to introduce a 
phased reduction to no more than four staff, commensurate with the workload figures in the 
Pensions and Gratuities Unit.  Para 10.29 
 
56. We recommend that senior management review the requirements for sub-treasurer posts 
to ensure efficient use of part of their time to reflect the nature and volume of the work to be 
performed. Para 10.34 
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UN MILLENIUM DEVELOPMENT GOALS 
The Goals Targets 

1. Eradicate extreme poverty and Hunger. 
 
 
 
 

2. Achieve universal primary education. 

3. Promote gender equality and empower 
women. 

4. Reduce child mortality. 

5. Improve maternal health. 

6. Combat HIV/ADS, malaria and other 
diseases. 

7. Ensure environmental sustainability. 

8. Develop a global partnership for 
development 

 
 
 
 
 
 
 
 
 
 
 
 
 

 Reduce by half the proportion of people 
living on less than a dollar a day: 

 Reduce by half the proportion of people 
who suffer from hunger: 

 
 Ensure that all boys and girls complete a 

full course of primary education: 

 
 Eliminate gender disparity in primary 

and secondary education preferably by 
2005, and at all levels by 2015. 

 
 Reduce by two thirds the mortality rate 

amongst children under five. 
 

 Reduce by three quarters the maternal 
mortality rate. 

 Halt and begin to reverse the spread of 
HIV/AIDS 

 Halt and begin to reverse the incidence 
of malaria and other major diseases. 

 Integrate the principles of sustainable 
development into country policies and 
programmes: reverse loss of 
environmental resources. 

 Reduce by half the proportion of people 
without sustainable access to safe 
drinking water 

 Achieve significant improvements in 
lives of at least 100 million slum 
dwellers, by 2020. 

 Develop further an open trading and 
financial system that is rule-based, 
predictable and non discriminatory. 

 Address the least developed countries’ 
needs 

 Address the special needs of landlocked 
and small island developing states 

 Deal comprehensively with developing 
countries debt problems through national 
and international measures to make debt 
sustainable in the long term; 

 In cooperation with developing 
countries, develop decent and productive 
work for youth 

 In cooperation with pharmaceutical 
companies provide access to affordable 
essential drugs in developing countries. 

 In cooperation with the private sector, 
make available the benefits of new 
technologies especially information and 
communication technologies 
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SECTION ONE: BACKGROUND AND INTRODUCTION 
 
Background and Introduction 
 
1.1 Post-independent Sierra Leone has had a tragic history, characterised by bad 

governance, ill-conceived economic and development policies, gross economic 
mismanagement and a violent civil war, all of which have contributed to making her 
the poorest country in the world2. According to the Sierra Leone Integrated Household 
Survey (SLIHS) about 70% of the population are poor and 25% live in extreme 
poverty. 

1.2 The human development and social indicators are about the worst in the world and 
they include a low life expectancy, a lagging primary school enrolment, high infant 
and maternal mortality rates, low adult literacy rate and wide-spread diseases such as 
malaria and HIV/AIDS. Poverty is thus a central problem in development and has 
been a major concern for the overall well-being of Sierra Leoneans. 

1.3  In 2001, following the attainment of peace and relative stability the Government 
formulated an Interim Poverty Reduction Strategy Paper (I-PRSP) and the National 
Recovery Strategy (NRS) that reflected Government’s priorities to address the 
challenges of transition from war to peace and laid the foundations for attaining the 
Millennium Development Goals (MDGs).  Although major achievements have been 
made in implementing the I-PRSP and NRS, poverty is still pervasive, but the 
Government is aware of the need to prepare a more comprehensive poverty reduction 
strategy that will provide a key opportunity to mobilize local and international 
stakeholders to achieve the MDGs. 

1.4 In 2004, Government enacted a Local Government Act and in 2005 completed the 
preparation of a PRSP with the overall objective of addressing the diverse elements of 
poverty including governance issues as identified in the first pillar.  Bad governance, 
characterised by an over-centralised system of administration, and weak and 
inefficient public and local government institutions with a poor record of service 
delivery, especially to the poor, has resulted in weak capacity for economic policy 
formulation and implementation. 

1.5 In effect the successful implementation of the PRSP largely depends on strengthening 
the public service and ensuring political and fiscal devolution. However, these are 
challenges that have been identified as far back as 2002 when GoSL with funding 
from DFID commissioned a Management and Functional Review of four ministries in 
order to restore efficiency and increase the capacity for the delivery of services to the 
population. The second phase of the programme was thus consequently launched in 
2005 to suit the emerging context and for replication in other ministries. Hence this 
review of MoF is part of this second phase and was conducted in August and 
September 2005 by a team of Sierra Leonean consultants supported by an 
international consultant. This review also goes in tandem with a parallel DfID funded 
project on improving records management throughout the civil service.  

                                                   
2 UN Human Development Index 2004 
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Scope and Terms of Reference of the Review 
1.6 Our Inception Report and Project Implementation Plan (IRPIP) dated April 2005 

stated that inclusion of the Accountant General’s Department in this review would 
depend on the implementation progress of the new Integrated Financial Management 
Information System (IFMIS).  Discussions with key Ministry of Finance and 
Accountant General’s staff convinced us that their inclusion in this exercise was 
essential given the key role they perform in the management of the Government’s 
financial affairs. We, therefore, returned to our original view and have included the 
Accountant General’s Office at this stage. 

1.7 The terms of reference for this review are, therefore, as follows: - 

“To conduct a Management and Functional Review (MFR) of MoF and the 
Accountant General’s Office in order to make recommendations on: - 

 Organisational structures to facilitate efficiency and effectiveness 
within the Ministry and across Government as a whole; 

 Support to the development of new procedures and practices which 
focus on a revised mandate and business plan for the Ministry 
ensuring alignment with the Poverty Reduction Strategy 
Programme (PRSP); 

 Re-defined staffing requirements, roles and job profiles, leading to 
improved manpower planning and budgeting, and career 
development; 

 Development needs of staff and organisational requirements for 
devolvement and delegation; 

 Improvements in communications and information exchanges; 
 Estimates of the essential equipment requirements of MoF; and 
 Assisting in the planning and support for Ministry (Task Force) 

change management of implementation plans. Work with local 
counterparts on developing monitoring and change mechanisms. 

Review Methodology 
1.8 Our review methodology was broadly in line with the methodology detailed in the 

IRPIP mentioned above, with two key additions. Firstly, a P.E.S.T. and S.W.O.T. 
analysis, supplemented the Job Analysis Questionnaire. The PEST analysis sought to 
collect information on the wider operating environment of the Ministry under the four 
headings of Political, Economic, Sociological, and Technological Environments.  The 
SWOT analysis sought to provide an internal assessment of the capacity of the 
Ministry to meet these broader challenges and seeks to gather information on the 
Ministry’s Strength, its Weaknesses, and the Opportunities facing the Ministry and 
Threats for the Ministry should it not seize these opportunities. The report highlights 
the issues identified by this analysis (see Appendix E) and leads to our 
recommendations. 

1.9 Additionally, our interview programme was strengthened by a brief stakeholder 
analysis including international financial institutions, donors and customers that 
provided invaluable information on the workings of MoF from a broader, external 
perspective. 
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APPROACHES TO PUBLIC MANAGEMENT 
 
 
 TRADITIONAL PUBLIC 

MANAGEMENT 
‘NEW PUBLIC 

MANAGEMENT’ 
Public Interest Defined by politicians/ 

expert 
Individual and public 
preferences (resulting from 
public deliberation) 
 

Performance Objectives Managing inputs Managing inputs and 
outputs 
 

Dominant model of 
accountability 

Upwards through 
departments to politicians 
and through them to 
Parliament 

Upwards through 
performance contracts; 
sometimes outwards to 
customers through market 
mechanism 
 

Preferred system for delivery Hierarchical department or 
self-regulating 

Private sector or tightly 
defined arms-length public 
agency 
 

Approach to public service 
ethos 

Public sector has monopoly 
on service ethos, and all 
public bodies have it 

Sceptical of public sector 
ethos (leads to inefficiency 
an empire building) – 
favours customer service 
 

Role for public participation Limited to voting in 
elections and pressure on 
elections and pressure on 
elected representatives  
 

Limited – apart from use of 
customer satisfaction 
surveys 

Goal of managers Respond to political 
direction 

Meet agreed performance 
targets 
 

 
Source: “Creating Public Value”:  Strategy Unit, Cabinet Office, London 
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Analytical Framework 
1.10 Since the mid 1970s there has been a vibrant debate on the role of Government in 

modern society. Essentially, the debate has two opposing views. The more traditional 
view of the State as the provider of services and the “New Public Management” 
(NPM) doctrine, whereby Governments are responsible for setting regulatory and 
policy frameworks, allowing service delivery to be performed at different levels of 
government, through Agencies, ‘decentralisation’ or indeed by the private sector. This 
latter view characterised by the adage “steering not rowing”. The chart on the opposite 
page provides additional information. 

1.11 Much of the new public management agenda is premised on the applicability of 
management techniques across both public and private sectors. To the extent that 
government created value it would do so by mimicking organisational and financial 
systems used by business. This approach has led to some important gains, not least the 
elevation of consumer interests and the clarification of objectives and responsibilities. 
Some aspects of the NPM doctrine are now uncontested, particularly the use of 
executive agencies and performance management mechanisms, including transparent 
data.  

1.12 It is within the context of this debate that we have set our analytical framework. We 
have analysed the information gathered at interview, and in submitted documentation, 
and assessed whether the functions performed by the various Departments of the 
Ministry should be considered ‘core’ or ‘non-core’ activities of government.  We have 
also reviewed each function against an internationally recognised functional review 
framework categorising them under one of five headings: - 

 Regulatory function; 
 Policy function; 
 Co-ordination function; 
 Support function; and  
 Service delivery function. 

These function definitions are explained more fully overleaf. 
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Classification and Definition of Functions 
 

Regulatory Functions: such as licensing, certification, permissions, 
accreditation, inspection compliance and financial audit. It is good 
practice to separate regulatory functions from those policy functions 
that determine the regulations and service delivery functions that 
provide services to customers. 
Policy Functions: such as strategic planning, legal drafting, 
development of performance contracts, minimum standards, norms 
policy analysis and evaluation, forecasting. These functions require 
specialist skills and are usually provided by the core ministry. 
Co-ordination Functions: such as co-ordinating relationships 
between different bodies, monitoring the performance of subsidiary 
bodies, and enabling subsidiary bodies to reach their performance 
targets. 
Support Functions: such as financial management, human resources 
management, information systems, infrastructure, staff training, 
efficiency review and management audit and secretarial services 
Service Delivery Functions: such as the provision of products or 
services to internal (other public bodies) or external (farmers, 
foresters, fishermen) customers. Service delivery is normally 
performed by sub-ordinate or supervised bodies. 

 
Source: Rebuilding State Structures: Methods and Approaches 
  United Nations Development Programme 
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1.13 Few would argue against the role of government encompassing the regulatory and 
policy functions. The debate, however, becomes more intense when examining the co-
ordination role of Governments/Ministries. Ministries often see their work in terms of 
vertical hierarchies, paying little attention to an integrated approach co-ordinating the 
cross cutting or horizontal issues. In common with other Government’s - but 
potentially more challenging and complex - given its recent history, the Government 
of Sierra Leone (GoSL) needs to have a multi-sectoral and cross ministry approach.  
Where possible our analysis has focussed on both good and not so good practices in 
MoF’s co-ordinating mechanisms.  

1.14 The support functions of Ministries come under particular scrutiny, with no consistent 
models being advanced. It is for each Government to develop its own response to the 
delivery of support functions, but through the analytical lens of ‘core and non-core’, 
different service delivery options may emerge for different types of support services. 
These too are addressed in our report. 

1.15 Essentially, direct service delivery is no longer seen as the prescribed role of 
Government. It is widely accepted that Governments can achieve their strategic 
objectives through the application of varying different institutional mechanisms, 
including Agencies, with properly constructed operational and accountability 
frameworks; contractualisation with the private or ‘not for profit’ sectors and in more 
advanced Administrations, a rigorous privatisation programme. 

1.16 Ultimately it will be for the GoSL to develop its own concept of government and in 
this instance, through MoF to justify the necessary functions, size and cost of 
Government. We believe, however, that with the weight of activities required to 
achieve the Strategic Objectives set out in the Poverty Reduction Strategy, it is 
incumbent on GoSL and MoF to ensure that all business systems are efficient and 
effective and delivered in a cost-effective manner. We address this issue in the report. 

Structure of the Report 
1.17 In Chapter two of this report we provide an overview of the Ministry, identifying the 

key departments and the overall organisational structure. Additionally, the Chapter 
identifies some of the strategic and overarching issues facing both the Ministry and 
the wider structure of Government. In Chapters 3 – 10 we discuss some of the issues 
raised at Departmental level, dedicating a Chapter to each Department and making 
recommendations accordingly. Finally, in closing chapter we seek to bring all the 
issues together and seek to identify an appropriate path to implementation for the 
Ministry. 

Responsibility 
1.18 Although this report has been commissioned by DFID under the British aid 

arrangements, the British Government bears no responsibility and is not in any way 
committed to the views and recommendations expressed herein.  
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MINISTRY OF FINANCE 2005 – 2007 BUSINESS OBJECTIVES 
 

1. Improve public resource management through more efficient – intra and inter-
sectoral allocation of expenditure. 

2. Promote and enforce transparency and sound management in respect of 
revenue and expenditure of budgetary agencies. 

3. Ensure that budget execution is in consonance with fiscal macro-economic 
policy. 

4. To ensure the effective management of government’s debt to achieve Long 
Term Debt sustainability. 

5. To mobilise resources through borrowing at minimal cost and at the lowest 
risk for use by the Government in its development activities sustainability. 

6. Achieve macro-economic stability through pursuit of prudent economic and 
financial policies. 

7. To ensure proper design and implementation of the PRSP. 
8. Regularise financial relations with external creditors and further reduce the 

debt burden. 
9. To achieve maximum revenue mobilisation. 

10. To expand tax base and strengthen tax administration. 
11. To encourage domestic investment. 

12. Strengthen the institutional capacity of the Ministry to actualise the 
institutional aspirations and subscribe to sound internal relations. 

13. Facilitation of logistics to enable activities for the effective role in carrying 
Government objectives in economic management.    
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SECTION TWO: OVERVIEW OF PRESENT ARRANGEMENTS 
 
Current Organisational Structure 
 
2.1 MoF’s Strategic Plan for the period 2005 – 2007 states their Mission as follows: - 

“To maintain Macro-Economic Stability and stimulate sustainable growth for 
poverty reduction through the formulation of sound economic policies in a 
participatory and inclusive manner”. 

2.2 The strategic plan identifies 13 objectives for delivering the strategic mission and 
these are reproduced on the facing page. Whilst understanding the process involved in 
developing these business objectives it is less clear about the mechanisms by which 
progress is to be reported and monitored, and where appropriate, reviewed. 

2.3 MoF is structured around seven technical departments, one administrative department 
and the Accountant General’s Department (AGD). The seven technical departments 
are: - 

 Public Debt Management Department; consisting of 4 technical 
assistance posts funded by the African Development Bank, and two 
civil servants, one from the Administrative grades; 

 Economic Policy Research Unit: consisting of 9 technical assistance 
posts funded by DfID and three civil servants from the Administrative 
grades. Additionally, the Unit has three statisticians, funded by DfID 
with responsibility for the Public Expenditure Tracking Survey 
(PETS); 

 Budget Bureau: consisting of 6 technical assistance posts funded by 
DfID, EU and ODI and a further four civil servants from the 
Administrative Grades. The bureau Head was hopeful of attracting 
additional technical assistance from the capacity building programme; 

 Revenue and Tax Policy: has four staff, two funded by the EU and 
two civil servants 

 Internal Audit: consisting of two technical assistance posts funded by 
DfID and 5 civil servants from the Administrative grades. The Chief 
Internal Auditor is also expecting one additional post from the EU. 

 Economic Affairs Department: consisting of five civil servants, 
although recently it has technical assistance funded by the Islamic 
Development Bank; 

 Local Government Finance Department: consisting of 13 staff (10 
technical experts with three support staff) all funded by the World 
Bank; and 

 Administration Department: consisting of 61 staff, once support 
staff have been allocated to their respective technical areas. These 61 
staff report directly to the Principal Deputy Financial Secretary, 
through the Deputy Financial Secretary. 

2.4 The Financial Secretary has line management responsibility for the activities of the 
Accountant General’s Department (AGD), which is the Government’s central 
authority for the validation, authorisation, monitoring, control and reporting of pubic 
expenditure.  

2.5 The AGD is organised into 8 Departments namely: - 
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 Expenditure 
 Salaries 
 Pensions and gratuities 
 Main accounts 
 Computer room 
 Personnel 
 Administration 
 Internal Audit 

2.6 Our research suggests that 303 staff are employed in this Office: 72 directly employed 
on technical Headquarter functions; 28 support staff employed in HQ as messengers, 
drivers, security guards and cleaners. A further 82 staff are employed by the AGD, but 
are located in the various Ministries. The AGD also provides staff to the newly-
created Local Councils.   

2.7 In addition to these staff, the AGD is effectively the main counterpart for the Public 
Finance Management Unit (PFMRU), a World Bank funded project charged with 
implementing the Integrated Financial Management Information System (IFMIS). The 
PFMU has 12 technical staff and 4 Administrative.  In addition to assisting the AGD, 
the project also provides technical assistance to the Budget Bureau and to the 
Procurement Authority established in 2004. 

 
Strategic Issues 

2.8 The MFR team identified a number of strategic issues which when fully addressed 
have the potential to radically change the manner of developing and conducting 
Government’s fiscal and financial management in Sierra Leone.  These include: - 

 Donor technical assistance staff (PIUs) performing core functions of 
the Ministry 

 Dual Budgeting and it implications 
 Arrangements for Aid Co-ordination 
 The role of MoF in setting and monitoring sectoral policies (PRSP 

implementation) and 
 The role of fiscal policies in assisting job creation, inward investment 

and creating a vibrant wealth creating private sector.  

Some will require action by MoF alone, whilst others will require an inter-
departmental response if an effective solution is to be identified and implemented. 

 
PIU staff performing core functions 
2.9 It would be easy to conclude that with six of the seven technical areas staffed by donor 

technical assistance staff that the Government of Sierra Leone does not have a 
Ministry of Finance. What it has is a series of inter-related donor projects that perform 
the core functions of a Ministry of Finance and it is to the credit of the Financial 
Secretary that progress continues to be made in all its key objectives. 

2.10 There is however a strong danger that the Ministry and, by default the Government, is 
now at the mercy of donor politics, a position emphasised in a recent (August 2005) 
donor project proposal which stated: - 
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“However, unlike other {named} donors {we} do not have a unit in MoF dedicated 
to our activities in Sierra Leone and as such its requirements in this regard are 
assigned to a middle grade staff member as an adjunct to his regular duties.” 

2.11 It is difficult not to conclude that the prime objective of this proposal is to get a 
foothold in MoF and modify a core function to enhance the disbursement processes of 
the donor, at the potential expense of others.  There is little doubt that the Department 
subject of this proposal is in need of strengthening, but this single strand approach will 
not be appropriate for what is an increasingly complex area of aid co-ordination.  

2.12 We do, however, understand how MoF came to be in this position, as it is widely 
accepted that due to the poor remuneration and a weak incentives system it is difficult 
to attract highly qualified and competent people particularly in critical professions in 
the Civil Service. Similarly, as the Report of the Presidential Commission on Re-
structuring the Senior Civil Service published in March 2004 noted: - 

“Initially, the idea was for PIU contract staff to have civil service counterparts 
attached to them with a view to ensuring transfer of knowledge/skills and capacity 
building within the service. Unfortunately, the glaring disparities in salaries 
between the two categories of staff did not only provoke resentment on the part of 
civil servants but also served as disincentive for them to understudy the PIU staff.” 

2.13 The wider donor community is aware of the problem and serious thought is being 
given to future exit strategies for the PIUs and how the issue can be regularised.  The 
current position is, however, that the civil service pay and grading system has lost its 
integrity with core functions by attracting ‘dollarised’ salaries, a position that is 
becoming increasing untenable. 

2.14 The solution is likely to be multi-faceted, but must lead to the return to appropriate 
civil service pay and grading structures in MoF. Due to their particular linkages, some 
graded positions may need to be remunerated in line with private sector analogues, but 
that should not affect their under-pinning civil service grade, based on the type of 
work undertaken. Similarly, if skills transfer is to take place, as expected in the 
original proposals, additional recruitment and training costs will be incurred. 

2.15 Whatever the solution, it requires a strategic response to ensure consistency with other 
initiatives such as the Senior Executive Service and the wider pay and grading reform. 
We therefore recommend that Ministry of Finance and the Establishment Secretary’s 
Office work together, along with donors, to identify an early solution to the 
integration of the PIU positions into regularised Civil Service posts. 
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Dual Budgeting 

2.16 The issue of ‘dual’ budgeting, where recurrent and investment expenditures are the 
domain of different Ministries, is at the forefront of the donors agenda. A report 
prepared under the World Bank’s Public Expenditure and Financial Accountability3 
(PEFA) program, and supported by, amongst others DfID, EU, and SECO, strongly 
argues for the integration of recurrent and investment budgeting. The report 
recognises: - 

 The historical nature of the issue and the role donors have played in 
maintaining the status quo; 

 The impact of accepting of the Keynesian model of linking government 
spending and the size of the budget deficit and borrowing requirements 
to both the fiscal and monetary determinants and the business cycle; 

 The need for all government spending to reap a return whether 
measured in financial, social or economic terms; and  

 The inadequacy of Medium Term Expenditure Frameworks and 
Poverty Reduction Strategies (PRSP) to halt the practice. 

2.17 The report also stresses: - 

“Today, more than ever, the integration of current and development budgets in 
developing countries has become a necessity as: - 

 Government borrowing is no longer limited to capital expenditure; 
 Only an integrated analysis of recurrent and development expenditures 

can identify those poverty-reducing expenditures that have immediate 
impact (e.g. social transfers and targeted subsidies, and some others 
social expenditures) or an indirect impact through accelerating 
economic growth;  

 Parts of external concessional credits, and the bulk of donor grants, 
are used for recurrent expenditures, supplementing the government 
budget; and 

 Even after several decades of experience, the recurrent costs of capital 
projects continue to be ignored, in part for lack of co-ordination 
between two separate budgets. 

2.18 We are aware that Sierra Leone has made some progress in integrating its budget 
processes, if only through the use of presentational mechanisms.  Essentially though, 
budget preparation is still divided between MoF, who are responsible for recurrent 
expenditure and the Ministry of Development and Economic Planning (MoDEP) who 
are responsible for the investment or development estimates.  

2.19 The PEFA report, at a minimum, provides the GoSL with a platform to launch a 
feasibility study to examine its current institutional arrangements for budget 
preparation with a view to implementing streamlined mechanisms in time to assist the 
construction of the 2007 budget.  This study would be required to examine and 
address the institutional, business and personnel level barriers to effective integration 
and, if found feasible, provide a detailed implementation plan. 

                                                   
3 Integration of Recurrent and capital “Development” Budgets : Issues, Problems, Country 
Experiences, and the Way Forward – July 2005 
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2.20 We recommend, therefore, that MoF immediately launches an initiative with the 
business aim of fully integrating the budget preparation processes of GoSL.      

Aid Co-ordination 
2.21 As mentioned above, Government borrowing is no longer confined to 

capital/development and in Sierra Leone donor contributions to recurrent expenditures 
are around 25%, in addition to the 100% of the development budget funding. The 
issue of aid co-ordination is, therefore, of major importance for the GoSL.  Within 
MoF is the inappropriately named Economic Affairs Department (EAD) who are 
responsible for all the administrative procedures associated with multi-lateral loans.  
Staff responsibilities include pre- and post-signature activities, as well as liaison duties 
with other Ministry of Finance Departments such as Public Debt Management and 
Accountant General’s Department. Liaison duties also extend to Cabinet and 
Parliament. 

2.22 A significant part of their work is ensuring that monies are deposited and transferred 
appropriately through one of the three financial mechanisms used by donors: 
‘replenishment’, ‘direct payment’ or ‘let-off credit’. Similarly staff are involved in the 
monitoring and reviewing of projects, although much of this was paper based and 
generally referred to financial transactions rather than field trips and monitoring of 
progress and achievements. Project tracking was conducted through a small ‘Excel’ 
based database. 

2.23 It became apparent during our interview that EAD had no written procedures, and that 
most staff ‘learnt by doing’. In our opinion this puts the work of the Department at 
risk and We recommend that written procedures, along with accompanying flow 
charts, are developed immediately.     

2.24 However, aid co-ordination extends beyond the internal workings of EAD.  Three 
other government bodies also have a role in monitoring aid flows. These are: - 

 Development Assistance Co-ordination Office (DACO), operating in 
the Office of the Vice President and with primary responsibility for 
monitoring bi-lateral agreements (specifically grants) and tracking 
NGOs funding. 

 Ministry of Development and Economic Planning (MoDEP); who 
have responsibility for constructing the “Development Budget” on 
behalf of GoSL and also monitors donor and development projects. 
This involves MoDEP staff in considerable dialogue with donor 
organisations on investment issues; 

 Ministry of Foreign Affairs; who conduct bi-lateral discussions with a 
number of donor countries and enters into agreements for the provision 
of sectoral technical assistance. 

2.25 It is widely accepted that this fragmented approach to monitoring donor flows is 
inefficient and ineffective with apparently no one institution directly in control of aid 
co-ordination. The current system is unable to track, monitor and coordinate all 
external inflows into the country. Different donors work with different agencies, 
ministries and third sector organisations (NGOs), in some cases without the 
knowledge of government. GoSL is thus also faced with the challenge of dealing with 
assistance that goes through NGOs. Many NGOs account only to their funding 
partners ignoring GoSL; taking advantage of the poor coordination mechanism. This 
often leads to waste, misuse and duplication of scarce resources. 
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2.26  It is also difficult to determine whether all external inflows are in line with 
government policies and priorities, especially when aid coordination/negotiation 
process is not strongly linked with the MTEF process. Similarly, the relationship 
between staff of the Budget Bureau and the different aid coordination agencies is 
weak and almost non existent. All of these pose serious challenges for a 
comprehensive planning and budgeting process. 

2.27 However, the workings of the Development Partnership Committee (DEPAC) is 
considered one of the better characteristics of the system. DEPAC is a monthly 
meeting between donors and Ministries, with DACO acting as its secretariat, and 
where current progress and future needs are discussed, and in some cases decided.   

2.28 In addition, the aspects of this financial co-ordination contain an important flaw in 
accounting practice. The flexible pattern of donor flows, through separate banking 
arrangements, can cause serious problems in reconciling government accounting 
records with its banking transactions, as part of the accounting and reporting process. 
In this respect the issue of aid coordination becomes more complex and requires a 
more strategic response. 

2.29 The issue is, therefore, how to rationalise the various government players within the 
aid co-ordination activity, improve efficiency and keep the better characteristics of the 
present system Our analysis suggests that EAD has considerable contact with the debt 
management function and rationalisation of databases and processes should lead to 
greater efficiency. The recent ‘Government Budgeting and Accountability Act’4 gives 
authority to the incorporation of EAD and the Public Debt Management units  and we 
consider and recommend that for the reasons given early the implementation of such 
a merger should go forward by creating an Aid Co-ordination and Debt  Management 
Division (ACDM) within MoF. .   

2.30 Further steps to reduce potential overlapping functions and inefficiency will depend 
on the rate of progress towards amalgamating the institutional framework for budget 
preparation as described in the ‘Dual Budgeting’ paragraphs 2.16 – 2.20.  
Amalgamation of these processes will inevitably lead to reduction in a role for 
MoDEP.   

2.31 Similarly, the aid co-ordination role of DACO has been reviewed, specifically their 
role in respect of the financial aspects of bi-lateral grants.  It is our view that DACO 
should not be involved in any financial accounting aspects relating to donor 
transactions and we recommend these functions are transferred to the new ACDM.   

2.32 We are fully aware of the institutional implications associated with these 
recommendations. Effectively, DACO’s aid co-ordination role is subsumed as the 
ACDM will also be responsible for tracking, monitoring and coordinating all donor 
inflows including NGOs.  These changes highlight the need take to account the 
findings in the current functional review of MoDEP.  

The role of MoF in setting and monitoring sectoral policies 
 
2.33 In our view MoF should have no role in setting and monitoring sectoral policies. MoF, 

through its access to money, is an enabling and a non-executing body.  Money is one 
of the tools by which Ministries ‘achieve sectoral objectives’.  It is for Ministries to 

                                                   
4 The Government Budgeting and Accountability Act, 2005 
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identify, through their strategic planning and policy analysis processes, the objectives, 
the financial and other resources required and what benefits will accrue. 

2.34 Demand for resources will outstrip the supply and hard choices have to be made in 
determining priority actions. This demands that Ministries analyse the potential 
impact of their actions and ensure that any financial resources are targeted to 
maximum benefit. Similarly, as in-year or unbudgeted initiatives are identified or 
announced Ministries have to have the ability to cost those initiatives and to identify, 
from their own resources how it is to be financed.  Only as a last resort should they be 
approaching MoF for additional resources from the consolidated fund. 
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2.35 However, MDAs in Sierra Leone have limited capacity in strategic planning and 

policy analysis, despite the introduction of the Medium Term Expenditure Framework 
(MTEF) and associated training. This limited capacity places an additional burden on 
the Budget Bureau of Ministry of Finance. 

 
2.36 Sectoral strategic planning and policy analysis needs to be strengthened across 

Government, but that will not be achieved by piecemeal training at individual MDA 
level.  A more fundamental structural approach needs to be introduced into the 
business mechanisms both at the centre of Government and within MDAs. 
Government needs to be able to pull either policy or financial levers, or both, to 
achieve its strategic objectives, but presently there is no clear focus, or mechanism by 
which policy levers can be used to best effect. 

 
2.37 We are aware that other African Countries have developed Planning Commissions, the 

precise role and function of these commissions varies but in essence they provide a 
semi-autonomous input to government on policy and development matters where there 
are ‘matured’ foundations for that policy. We have already remarked on the emergent 
nature of post conflict development and are therefore, reluctant to recommend that 
Sierra Leone introduce such a commission. We consider and recommend that GoSL 
establishes at the centre of government a functional body with a very clear ‘policy 
development focus’ with the capacity to: - 

 
 Assist the GoSL in developing its strategic objectives, including an 

appropriate methodology 
 Monitor progress on achieving those objectives 
 Transmit those strategic objectives to all MDAs 
 Co-ordinate and work with all MDAs in the development of sectoral 

policies, that are complimentary to and support the Governments 
strategic priority 

 Create Policy Impact Assessment capacity in MDAs 
 Co-ordinate policy initiatives; and 
 Provide direct or indirect training on such topics as Strategic Planning, 

Policy Development and Analysis, and Financial skills for Policy 
makers. 

 Responsible for preparing, implementing and monitoring the PRSP 
2.38 The establishment of such a ‘think-tank’ enhances the ability of successive 

governments to clearly define policy and objectives and the financial mechanisms 
required to achieve those objectives. The MTEF provides MDAs with a three-year 
planning framework and it gives an indication of likely budget ceilings for subsequent 
years.  With the issue of budget unpredictability being a key risk factor, Ministries 
need to be assessing, within their priority-setting procedures, which programmes and 
activities may have to be curtailed or stopped should the financial resources not 
become available. 

 
2.39 For this concept to work at individual MDA level, they too must adopt a structural 

response. This will inevitably lead to the creation of a strategic planning and policy 
co-ordination department in each MDA, with responsibility for all the business 
planning issues, including manpower budgeting and resource allocation.  They would 
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co-ordinate policy initiatives across their Ministry and would become an important 
resource in providing impartial policy analysis to their senior officials, the centre of 
Government and MoF. 

 
2.40 It is our belief that the institutional framework to support the above initiative is 

emerging. PRSP is now a major issue for GoSL with the awareness that there are no 
policy and operational structures to support the implementation. The role of DACO as 
a PRSP Secretariat looks vulnerable unless it can be transformed into the sort of 
organisation capable of performing the functions detailed in paragraph 2.35 above. 

 
Other Overarching Issues 
2.41 In the previous paragraphs we have addressed some of the key strategic issue facing 

MoF and indeed the GoSL as a whole. In this next section we address further 
overarching issues that are more related to the management and conduct of business. 
These are: - 

 Amalgamation of the Administrative and Technical staff  
 Informality in the working environment  and 
 Requests for better access to equipment such as computers, vehicles 

and phones 

We address each of these in the following paragraphs. 
 
Amalgamation of Administrative and Technical Staff 
2.42  A recurring theme identified in the Management and Functional Review process is 

split between the administrative and technical functions of the Ministry. In MoF this 
manifests itself with technical staff reporting to the Financial Secretary on technical 
matters, but consulting with the Principal Deputy Financial Secretary (PDFS) on 
administration related matters. Administrative staff working in technical areas are 
accountable to firstly the staff supervisor, who in turn is responsible to the Deputy 
Financial Secretary and through to the PDFS. 

2.43 Whilst accepting that many public administrations were organised in this manner, this 
is no longer considered an efficient way to conduct business and integration of the 
technical and administrative functions has been implemented. In terms of MoF the 
implementation issues are complex. The creation of Director of Administration post 
would, however not be difficult and We recommend that be implemented 
immediately. The responsibilities of this role are defined more clearly in Chapter 
Nine. 

 

 2.44  The line management responsibilities towards administrative staff appear more 
difficult. Conceptually, there is no difficulty in the Directors of EPRU or any of the 
other Departments undertaking the line management role for all staff within their area 
of responsibility.  However, as described above, all of the technical sections are 
Project Implementation Units (PIUs), funded by donors. The issue is therefore, 
whether line management responsibilities can be given to PIU staff, conducting core 
functions of the Ministry? 

2.45 In our opinion this may be an immediate barrier to change but We recommend that 
MoF integrate their line management administrative and technical functions as soon 
as is practical.  
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Informality in the working environment 
2.46 MoF is housed in a multi-occupancy building shared with the Establishment 

Secretary’s Office, the Ministry of Transport and Communications and the 
Accountant Generals Department.  Although there is a reception on the ground floor 
and contracted security guards on each floor one cannot but notice the stairwells, lift 
areas and corridors are full of people conducting some sort of private or personal 
business. This activity spills over into the office areas, affecting staffs’ ability to 
concentrate and to perform their duties effectively. It also has serious implications for 
the integrity of government documents and security 

2.47 Whilst it is a cultural norm for staff to welcome the fact that friends and relatives can 
drop-in to see them during the course of the working day it is not good business 
practice. Radios and televisions are played during some of these visits, whilst in other 
areas street vendors ply their trade. Some of the office areas resemble a local 
community centre rather than a place of work. 

 
2.48 Whilst there are cultural reasons for the development and acceptance of these 

practices, the vast majority relate to totally inadequate reception and security of 
access to the premises.  The heightened threat of terrorism etc. across the world makes 
restricting access an imperative. MoF is expected to vacate their present premises by 
December 2006, and we flag up the need then to ensure the new premises have 
adequate controls. 

2.49 In the interim, We recommend that MoF as primary occupant in consultation with 
the joint occupiers ( ESO, AGD, MoTC) ensure immediate steps are taken to address 
the security and access arrangements within the shared premises to: 

 
 review the contracting arrangements with the local security firm, to ensure 

tighter security and restrictions on access and a greater degree of privacy for 
staff trying to conduct official business. 

 make formal arrangements for official visitors to be initially received at the 
main ground floor desk  

 make specific arrangements and accommodation for pre-booked appointments 
 make arrangements for passes to be issued to specific floors or departments / 

including signing in a visitors’ book 
 consider the introduction of regularised security checks of the building  
 

2.50 We also recommend that staff are reminded that the office building is a place of work, 
and that it is inappropriate for friends and relatives to visit in an ad-hoc manner. 
Where a single visit is appropriate specific authority should be sort in advance from a 
senior officer. 

2.51 Whilst recognising the use of radio and television in communicating with the public 
due to low literacy rates and poor distribution of newspapers, etc. in the provinces. 
However the use of radios and televisions in government premises should only be on 
a need to know basis and not for personal use or entertainment. We recommend an 
immediate ban on the use of personal radios /televisions on official premises. Unless 
they are specified as essential to perform scheduled duties.  
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Equipment Requests 

2.52 Another recurring theme of our interview was the request for better access to 
computers, telephones, vehicles and accommodation. As mentioned earlier, the 
Ministry is scheduled to move to new accommodation in December 2006, and whilst 
we accept that the current accommodation arrangements are far from ideal, there are 
no immediate solutions. 

 
2.53 In terms of other equipment we have identified two areas where immediate efficiency 

benefits may accrue. The Public Debt Management has free access to the 
Commonwealth Secretariat Debt Management and Recording System (CSDRMS). 
Currently, this software is only located on one machine and consequently can only be 
accessed by one user. The unit would benefit from up to six additional computers 
linked through a Local Area Network, which would allow full access to the software. 
Such access will improve the efficiency of the Unit and we are recommending that 
an allocation be made through the Essential Equipment Fund (managed by 
Governance Reform Secretariat and funded by DfID) for these facilities to be 
purchased. The estimated cost is about 26 million Leones. 

2.54 Similarly, the Revenue and Tax Policy Department have made a strong case for 
additional computers and software packages. The unit is in need of three specialist 
software packages: SPSS, PCGIVE and EVIEWS. To ensure that these packages run 
effectively, the Departmental Head believes his unit will require an upgrade for the 
three computers currently in use.  The Head also made a strong case for the 
requirement for laptop computer. He is involved in regular off-site meetings with the 
various tax collection departments and access to data is always a problem. He believes 
that such access would improve the efficiency of these meetings.  The cost of these 
items is expected to be around 19 million Leones.    

 
Conclusion   
 
2.55 The effects of the ten-year conflict still manifest themselves in a number of ways in 

Sierra Leone.  Introducing effective mechanisms of Government takes time to design, 
implement and to settle, and it is not surprising that only four years on, these 
mechanisms are still under review.  During this transitional period, a lot of progress 
has been made in establishing many of the key mechanisms for sound public financial 
management.  However, internal capacity issues slow their implementation and the 
allocation of functions across Government is still in need of a strategic response. 

2.56 In this part of the report we have sought to identify a way forward that will allow the 
Ministry of Finance to concentrate its resources on financial matters and for policy 
responsibilities to be handled in their appropriate Ministry and Sectoral settings. 
Furthermore, our proposals seek to strengthen the PRSP policy development and 
implementation role by focussing the management planning and policy development 
nearer to the heart of government. 

2.57 In the following sections, we address Department-specific issues raised during our 
information gathering phase, beginning with issues relating to EPRU.   
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SECTION THREE : ECONOMIC POLICY AND RESEARCH UNIT (EPRU) 
 
Present Position 
 

3.1  The establishment of EPRU in the mid 1990s was a turning point in the focus and 
direction of MoF. Before that time the Ministry was one of basic administration merely 
processing and recording voucher transactions. Since that time it has developed a strong 
strategic and policy development capacity and it now plays a key role in all IMF 
negotiations. It provides stakeholders, such as the membership of the Economic Policy 
Committee with key data on inflation and exchange rates and on issues relating to GDP. 
EPRU is also responsible for issuing the regular Economic Bulletin.  

3.2  The role of the EPRU is to “formulate, co-ordinate and analyse economic policy”. They 
seek to achieve this by:-  

 Improving the capacity for preparing medium-term macro-economic 
projections to enhance the quality of dialogue with the donor community; 

 Contributing to the formulation, co-ordination and implementation of 
economic, fiscal and sectoral policies for sustainable growth and poverty 
reduction; 

 Conducting Poverty and Social Impact Analysis (PSIA) of economic and 
structural policies on the poor and vulnerable; 

 Monitoring efficiency and effectiveness in service delivery through the Public 
Expenditure Tracking Survey; 

 Assisting in the preparation of policy and programme documents such as the 
Government Budget Speech, Letters of Development Policies (LDP); 

 Improving the collection, processing and timely dissemination of quality 
statistics; and 

 Monitoring and reporting on indictors/benchmarks of performance on 
budgetary support programmes with donors 

 

3.3 Organisationally, the work is divided around three major activities relating to macro-
economic issues; research issues and programme evaluation. It is clear from our 
interviews that much of the work of the Unit, particularly that relating to macro-
economic issues, can be considered a ‘core’ function of the Ministry. However, we 
remain to be unconvinced that all aspects of their work are ‘core’ functions. This is 
discussed later in this chapter. 

Research  
3.4  EPRU staff are funded by DfID and are, therefore, one of the Project Implementation 

Units (PIUs) referred to in Chapter 2.  Staffing consists primarily of senior and other 
economists and they are engaged in a variety of research and other task. Three examples 
of the kind of research tasks undertaken were:- 

 

 Identifying the causes of inflation in Sierra Leone, examining both the 
internal and external factors; 

 Understanding the poverty profile in Sierra Leone; this involved 
identifying a number of household measures and other characteristics; and 

 Investment issues in Sierra Leone. 
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3.5 Whilst accepting that the research function is a very important one, for understanding 
all the key factors that drive the economy and hopefully lead to economic growth and 
a reduction of poverty, we are less sure that it should be a ‘core’ function of MoF.  
There may be factors that require that such research is currently conducted internally. 
Such factors as a lack of capacity in Universities or other financial and research 
institutions or even an under-developed private sector capable of conducting such 
research to the required quality. However, We recommend that protocols are 
developed that identify which research projects are to be conducted internally or 
externally. We further recommend that an initiative should be launched to raise the 
research capacity of the wider public and the private sector. 

 
3.6 One area that appears to be in need of attention is the identification of employment- 

related policies that will lead to job creation, inward investment and increasing 
opportunities for the people of Sierra Leone. Whilst we are assured that some 
initiatives are in hand e.g. the investment code, we are also advised that not enough is 
being done to stimulate employment opportunities. Whilst this is considered 
exceedingly important for the economy as a whole, the lack of such opportunities will 
inevitably undermine post war achievements. 

 
3.7 Recommendations for ‘across the board’ downsizing are hardly likely to be 

implemented if staff are to be consigned to poverty through losing their employment 
status. Whilst a package of training and retraining measures can be beneficial in 
enhancing their employment prospects, the availability of alternative employment will 
be by far the over-riding factor.  We recommend, therefore, that MoF review its 
fiscal policies in relation to providing employment and ‘job creation’ opportunities in 
Sierra Leone. 

 
Policy Analysis 
3.8 Our proposals contained in the previous section seek to shift the policy analysis and 

co-ordination function from MoF to a more appropriate body. This body will have 
over-arching responsibilities for developing and monitoring the GoSL strategic 
priorities, as well as developing strategic planning and policy development 
methodologies and analysis capacity within line ministries.  Whilst the 
implementation of our recommendation may be met with political and institutional 
resistance, we believe that conceptually identification and delivery of policy 
objectives should be separate from the financial mechanism required for their 
achievement.  Ministries are aware of the overall resource envelope available and it is 
for them, through a rigorous prioritisation process, to determine the maximum that can 
be achieved from their resource allocation. In this respect we share the view with MoF 
that general policy matters are not their concern.  
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Public Expenditure Tracking survey (PETS) 
3.9 Formulation and implementation of the Interim Poverty Reduction Strategy Paper 

(IPRSP) in 2001-02, emphasised that public expenditure reform was crucial. The aim 
was to improve budget formulation and execution. Moreover, the adoption by the 
GoSL of the Medium Term Expenditure Framework (MTEF) is expected to enhance 
the effectiveness and efficacy of public expenditure and improve service delivery 
nationwide. PETS was introduced in July 2001 to assess the efficiency and quality of 
service delivery from expenditures on critical poverty activities defined in the IPRSP. 
A methodology was developed by international consultants and EPRU staff, with 
further international assistance the methodology has been reviewed to include 
emphasis on issues of leakages, delays and compliances. 

3.10 PETS is overseen by a national task team headed by the director of EPRU. This team 
comprises staff from other institutions such as MDAs, Statistics Sierra Leone, 
University of Sierra Leone, MoDEP and DECSEC.  The PETS Department in EPRU 
consists of three statisticians funded by DfID.  Each year it recruits around 350 
university students to conduct the exercise as well as 55 team supervisors and 6 
district co-ordinators. The fieldwork is two weeks and involves completion of 1500 
questionnaires.  As suggested above, topics included in the survey are always related 
to critical poverty programmes such as tracking the delivery and receipt of drugs or 
seed rice through the various stages through to the end user.  Inevitably variations are 
reported indicating, at best poor record keeping or, at worst, serious leakages and 
fraud in the system.  The issue of poor record keeping needs to be addressed urgently 
to guarantee the consistency and reliability of data collection and reporting. 

3.11 Since its inception, PETS reports have been published along with their findings and 
recommendations. Recently the MDAs included in the report have been able to add 
their comments to the review findings. This makes the process very popular with the 
public and during the conduct of this review articles have appeared in the press 
quoting from the 2002/2003 PETS report.  Not surprisingly, these articles refer to the 
“unexplained or transfer discrepancies” and calls for “…an investigation to bring to 
book those found culpable in the discrepancies revealed in the report”. 

3.12 The key challenge facing PETS is, therefore, what to do with the reports? If the 
system of reporting is flawed as described above, the question arises on the reliability 
of the base on which to launch further enquiries.  If, however, the PETS findings are 
significant, the lack of action on the part of government on the recommendations and 
findings are similarly undermining the process. Either way the PETS process appears 
stalled. Similarly, with the 2002/2003 findings only just being published, gathering 
further evidence to support sanctions on individuals or groups of individuals would 
not be practical. 

3.13 The textbook answer to this dilemma is to ensure that proper management systems of 
control and accountability are installed in these key poverty related activities.  These 
would have to be supported by a rigorous in-year, unannounced, auditing system to 
allow for immediate identification of discrepancies and for serious penalties for those 
subsequently found guilty of fraud and/or mismanagement.  Building local capacity 
is, however, a medium term solution, whilst introducing rigorous in-year monitoring 
either through an enhanced internal audit function or through the use of the Auditor 
Generals staff would be more immediate. 
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3.14 However, We recommend a fundamental review of the PET survey is conducted to 
ensure that it is still fit for purpose. The review should make explicit whether the 
published findings would stand sufficient scrutiny to withstand cross examination 
either in cases of disciplinary hearings or even criminal proceedings.  The review 
should also identify potential avenues of sanctions and redress by examining the role 
of the Anti-Corruption Commission; the Parliamentary Accounts Committee, and the 
Establishment Secretary’s Office in cases of proven fraud.  Similarly, the State should 
have sufficient powers to impound assets considered to have been gained through 
illegal activity. 

3.15 The ideal solution is to introduce a system of in-year monitoring. This would be a core 
function of the state and needs to be given a high priority in the next round of budget.  
Despite its popularity with the public we doubt that survey work is a core function of 
the state and we believe that in the medium term a different service delivery will be 
appropriate.  We are in no doubt, however, that some of the PETS characteristics will 
be required until behavioural change is achieved either through proper record keeping 
or through the fear of sanctions. Stealing from the poor is abhorrent in any society. 
Having no effective sanctions to deal with proven offenders is equally abhorrent.  

Conclusion 
 

3.16 EPRU continues to perform core duties of MoF in relation to macro-economic issues.  
Over the years the Department has increased its standing and now has considerable 
respect amongst the International Financial Institutions. However, we would like 
EPRU to have sharper focus in relation to the development of financial policies aimed 
at job creation, inward investment and other employment opportunities.  We are aware 
that some activities are undertaken in this area, but as stated we believe that these 
require a sharper focus. 

3.17 We are also concerned that some of the work performed by EPRU is ‘non-core’ 
activity and at a time when resource allocations are thin, EPRU needs to be sure that 
the GoSL should fund the work it is doing, in the absence of donor monies. 
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ACTIVITIES OF THE BUDGET BUREAU 
 

 
1. Improve the Medium Term Expenditure Framework (MTEF) process and coordinate the MTEF 

activities through the MTEF secretariat; 
2. Formulate comprehensive and realistic budget within the MTEF and 

macroeconomic framework; 
3. Liase with external donors to ensure that grants and aid resources are reflected in 

the budget; 
4. Ensure consistency in the implementation and monitoring of the Government 

budget approved by parliament and within agreed macroeconomic objectives; 
5. Rationalise extra-budgetary requests from line ministries and advise the Financial 

Secretary; 
6. Liase with the Revenues Division and the National Revenue Authority (NRA) and 

other Revenues Department to improve revenue mobilisation and collect revenue 
data on a monthly basis; 

7. Provide sound advice on resolution of problems in revenue collection; 
8. Allocate budgetary provisions amongst departments on a quarterly basis, 

depending on projected resource flows; 
9. Collect and analyse accounting data on a monthly basis and at detailed levels as 

well as prepare comprehensive fiscal tables on a monthly basis: 
10. Prepare quarterly budget monitoring reports; 
11. Review the classification of revenue and expenditure items and compile functional 

and economic classifications of revenue and expenditure items according to the 
framework; 

12. Enhance transparency by collaborating with EPRU, to track public expenditures 
(PETS) and carry out service delivery assessment at community levels; 

13. Enhance accountability in public financial management by facilitating the Country 
Financial Accountability Assessment Task Force operations; 

14. Collaborate with the EPRU, the Bank of Sierra Leone and the NRA to monitor 
Quantitative and Structural Performance benchmarks under the PRGF 
arrangements with the IMF as well as agreement with other donors; 

15. Advise the Minister of Finance through the Financial Secretary on the overall 
fiscal operations and other budgetary matters; and 

16. Advise the Decentralisation task force on the decentralisation process. 
 



Review of Ministry of Finance     Ver 7.02 PAI/GRS 39

SECTION FOUR: THE BUDGET BUREAU 
 
Present Position 
4.1 The budget bureau was formed in 1997 and was the second major innovation in the 

continued transformation of MoF. Its primary responsibility is:- 

“to ensure effective and efficient budgetary management through the formulation, 
implementation and monitoring of the National Budget”. 

4.2 The Bureau’s key activities are detailed on the facing page and these are discharged 
through the employment of ten staff, of which six are part of the technical assistance 
funded program and four civil servants.  A staffing proposal for additional posts has 
been prepared although, at the time of our review, the outcome is still not known.   

 
Medium Term Expenditure Framework (MTEF) 
 
4.3 One of the most significant reforms in the budgetary process in recent years has been 

the introduction and implementation of MTEF.  Since 2001, the MTEF has replaced 
the traditional annual budget with a three-year budget that sets outs government’s 
medium term strategic plans, which translates into funding requests and ultimately 
outlays.  Presently the Government’s strategic plans centre around achieving the 
policy objectives of the Poverty Reduction Strategy Papers (PRSP) and the recent 
budget circular stated that budget requests should be anchored around the three main 
pillars of :- 

 Promoting good governance, security and peace; 
 Promoting pro-poor sustainable growth for food security and job 

creation; and 
 Promoting human development. 

4.4 Despite intensive work by the Budget Bureau though technical committees, training 
and workshops, Ministries capacity remains reportedly poor in the key concepts of 
strategic planning and, policy development and analysis.  To a degree the PIU 
philosophy has exacerbated the technical and managerial competence gap between 
PIU staff and the majority of the Civil Service, but more importantly it adds an 
additional burden on MoF, who find they are conducting the policy thinking for other 
Ministries. 

 
4.5 In Chapter 2 we clearly stated that MoF should have no role in developing, or 

contributing to sector policies, but we fully appreciate why and how they have become 
involved to the degree they are.  It is hoped that our proposals of separating Finance 
and Policy functions will be accepted leaving the bureau more time to deal with its 
primary responsibilities and provide resources to increase competence in Ministries. 

 
Fiscal Impact Assessments  
4.6 The Security Sector Reform (SSR) matrix for the period 2005 –2007 contains a policy 

objective of:- 

“Strengthening the capacity of state institutions to assess the costs and 
benefits of regulations and policies”. 
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SECTION 21 : The Government Budgeting and Accountability Act, 2005 
 
21 (1) the Budget Bureau shall establish in every district a budget oversight committee 
with the following functions: 
 

(a) to assist in the formulation and monitoring of all poverty-related 
activities within the district; 

(b) to serve as focal point at the community level for all discussions and 
consideration of the medium term expenditure framework budget and the 
public expenditure tracking surveys; 

(c) to monitor the expenditure of all central government allocations to all 
local councils in the district and co-ordinate them for maximum 
effectiveness; 

(d) to report to the Budget Bureau every four months on the progress of the 
execution of budget programmes in the district, and 

(e) generally, to serve as an intermediary between the Government and the 
people concerning all budgetary allocations for their district.  
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4.7 The resulting SSR recommendation is to:- 

“ Establish an independent Monitoring and Oversight focal committee to assess 
the costs and benefits of regulations and to ensure transparency and 
accountability in the public sector.” 

4.8 We have serious doubts about supporting this approach unless it places primary 
responsibility on the sponsoring Ministry to conduct an initial robust analysis on all 
the policy and funding options. The practice of fiscal impact assessment is widely 
operated in Europe, with both new and in-year initiatives being subject to the 
procedure (see form at Appendix I). Effectively, MDAs wishing to introduce 
legislation or a new policy initiative have to demonstrate:  

 What the initiative is; 
 Why it is important/required at that given point of time; 
 How it fits in with the Government’s strategic priorities; 
 The expected policy outcomes (policy impact); 
 The full costs of the initiative, including start-up, recurrent and 

programme costs; 
 How much has already been budgeted for the initiative; 
 How much is still required and from what sources the monies are to be 

derived (re-allocation from other programmes, cutting out redundant 
functions, Consolidated Fund, donors etc); 

 The monitoring, control and auditing mechanisms. 
4.9 All fiscal impact assessment forms are sent to MoF for review and discussion on the 

funding options.  A key premise of the fiscal impact assessment procedure is, 
however, that MDAs should demonstrate that they are using their present resource 
effectively and efficiently before requesting additional financial resources. 

4.10 We are aware that MoF is often approached to fund in-year initiatives and that 
ultimately if no solutions are found the matter is referred to Cabinet, who have the 
power to authorise an approach to donors.  

4.11 We suspect that the capacity constraints that affect MDAs’ ability to perform strategic 
planning and policy analysis functions will also affect their ability to handle fiscal 
impact assessments.   This does not, however, invalidate importance of the procedure; 
it merely adds another training requirement.  We recommend strengthening the 
capacity of state institutions to assess the costs and benefits of regulations and policies 
in the context of revised fiscal impact assessment procedures. 

Budget Oversight Committees 
 
4.12 The Budget process is set out in the Government Budgeting and Accountability Act 

2005. The annual budget circular reminds MDAs of the need to engage civil society in 
the budget process and of the role of the MDA Budget Committees.  Additionally, the 
circular quotes Section 21 of the above Act (see facing page) and the stipulation that 
District Budget Oversight Committees are engaged in the budget process. 
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4.13 Clearly from the perspective of transparency, accountability and monitoring of district 
level activity, these Budget Oversight Committees have an important role to play and 
their creation can be seen as another strand in the battle to ensure fiscal discipline. We 
are concerned, however, about the role of these committees in relation to section 21, 
sub-section(c) that provides them with the power to co-ordinate all central government 
allocations to local councils in the district to ensure maximum effectiveness. 

4.14 As written, these ten to sixteen people (Section 21 (2)), have been given power to 
perform management responsibilities that should be the domain of the local councils 
and we are not sure this is the intention.  It is our opinion that the Budget Oversight 
Committees should have an “influencing and advisory” role, but to give them a “co-
ordinating role” could lead to serious conflicts with the local councils.  We 
recommend, therefore, that Section 21 be reviewed in future legislation in the light of 
the above comments. 

4.15 Our contacts with Budget Oversight Committees have been limited, but we have taken 
the opportunity to discuss their role with other provincial officers.  Overall we have 
gained a mixed picture.  The committees themselves were pleased with the August 
training event that painted a clearer picture of their role and responsibilities.  The 
definition of their role in the 2005 Act is seen as good thing, but the description of the 
Act as “their weapon” did give us concern that it may be used inappropriately given 
the flaws mentioned earlier.  

4.16 It was accepted though that without sufficient detailed information on the cost and 
service specification of the projects being under-taken at local level, their monitoring 
role may be curtailed. There may well be a case for identifying the information 
requirements of Budget Oversight Committee and We recommend that this issue is 
immediately addressed both at the centre and at local council level 

4.17 At local council level, there was some confusion as to whether Budget Oversight 
Committees still existed, with one of the selected councils suggesting that at best they 
were silent and at worst they had died out. This is also a matter of concern and we 
believe there is scope for ensuring that local councils are fully aware of the role of the 
Budget Oversight Committees and the requirements on the councils to provide them 
with appropriate information.  

Other Budgetary Issues  
4.18 During the course of our information gathering we were informed of the seemingly 

special status of some funds or levies in the public expenditure field. Specifically we 
were informed of the Road User Fund, the Maritime Levy and the Standards Bureau 
Levy, although it is possible that others also exist. Our understanding is that some of 
these monies reach the Consolidated Fund, only to be immediately re-allocated to 
specific functions. The sponsoring Departments keep other funds. We are concerned 
about this practice as it would appear that these monies are not available to service 
PRSP objectives. Questions were also raised about the accountability framework for 
such funds and the need to investigate these in the light of the IMF recommendations 
on strengthening fiscal discipline and fostering governance. 

4.19 We recommend a total review of ‘off budget’ funds is undertaken to ensure 
transparency and accountability and to ensure that such monies are being spent in line 
with PRSP priorities. 
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Equipment Requests 
4.20 The Budget Bureau has made a request for assistance to buy 8 computers (2 capable 

of connecting to IFMIS) and one large volume photocopier. The total cost of these 
purchases will be approximately 65 Million Leones and We recommend that they are 
considered along with Ministry of Finance requests to improve the effective working 
of the division. 

Conclusion 
4.21 The Budget Bureau plays a major role, with others, in maintaining macroeconomic 

stability in Sierra Leone.  It has been responsible for introducing key structural 
reforms into the budgeting processes and despite lack of capacity at MDA level, it 
continues to push for improvement. Capacity constraints at local level are 
compounded by information gaps from the Accountant General’s Department, 
although the introduction of the IFMIS should, ultimately, resolve this issue.  

4.22 Our proposals to strengthen the strategic planning and policy development 
mechanisms of Government will, if accepted, take time to work through and the 
Bureau will no doubt have a major contribution to make particularly in developing 
financial skills for policy makers. 
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REVENUE AND TAX POLICY DIVISION 

Budget Estimates for 2006 –2008 
 

Key tasks 
 
1. Prepare statistics of monthly revenue collection 
 
2 Analyse revenue performance. 
 
3 Undertake survey on revenue productivity 
 
4 Undertake study on tax evasion 
 
5 Undertake study on tax compliance 
 
6 Review policy for the award of duty free concession 
 
7 Prepare and maintain a database on duty free awards 
 
8 Expand the tax base (by bringing in the informal sector into the tax net) 
 
9 Undertake (regional) tax education campaigns 
 
10 Preparatory meeting for the introduction of Value Added Tax (VAT) 
 
11 Ensure the implementation of ECOWAS Trade Liberalisation Scheme (ETLS) and 

Common External Tariff (CET) 
 

12 Develop a mini library 
 

13 Conduct research on effects of tax policy 
 

14 Build human capacity 
 

15 Ensure an effective and efficient administration  
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SECTION FIVE: REVENUE AND TAX POLICY DEPARTMENT 
 
Present Position 
 
5.1 The Head of Revenue and Tax Policy is supported by three staff, including two 

economists. The EU funds two of these four posts, whilst the other two are civil 
servants. The Department’s key role is to develop revenue and tax policy for the 
GoSL. This is done through wide consultation both internally and with other 
government agencies such the National Revenue Authority and the various tax policy 
committees. Activities include : 

 Reviewing existing tax laws; 
 Setting and monitoring collection targets 
 Monitoring revenue and collection rates; 
 Assessing implications of budget related statements and of the actual 

budgets statement; 
 Overseeing tax policies; 
 Consulting on policy and rate changes and 
 Agreeing duty waivers. 

5.2 In seeking to set or modify tax rates, full financial appraisals are conducted to ensure 
their legality, potential compliance rates and the effect of the proposal, particularly 
assessing the overall positive or negative impact on government revenues. This highly 
technical work demands highly competent staff with access to relevant financial 
modelling and analytical tools. In both respects, the Departmental Head believes the 
capacity of the Department could be improved. 

5.3 The Department has recently compiled a fully costed, three-year business plan, which 
identifies the fifteen areas of activity, detailed on the facing page. The agenda looks an 
ambitious one, particularly in the areas of expanding the tax base and the introduction 
of VAT. The efforts to undertake regional tax education campaigns must be applauded 
as must the efforts on the management related tasks such increasing efficiency and 
building human capacity.   

5.4 Through our analytical lens of identifying ‘core’ and ‘non-core’ functions of 
Government, we are less sure about the proposals of the Ministry to themselves 
undertake studies on tax evasion, tax compliance and survey work in relation to 
Revenue productivity. The key management task is to measure the size of a problem 
to ensure that acceptable government revenue ratios are generated and design an 
appropriate policy response if they are inadequate In this respect we are not denying 
the importance of these activities, but conceptually we believe that such taxation 
studies should be conducted, as far as possible, either by the private sector or by 
another organ of Government providing a degree of independence.  

 
5.5 We recommend, therefore, that MoF reconsider their position regarding the conduct 

of surveys and studies in the areas of revenue and tax policy with a view to 
outsourcing. 

 
Mining and Minerals Sector 
 
5.6 The Minerals and Mining sector is a potential source of additional revenue for the 

Government of Sierra Leone.  The current taxation and licence fee rates are set out in 
a number of documents including:- 
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 The Minerals and Mining Decree 1994, specifically sections 96-101; 
 The revised fees for small-scale and artisanal mining and marketing as set 

out in Schedule 1 under the Mines and Mineral Act; and set out in the 
policy measures relating to small scale and artisanal mining and marketing 
of precious minerals; and  

 The Income Tax Act 2000. 
5.7 Clearly in a six week review of the whole Ministry, it was not possible for us to 

conduct an in-depth review of this one tax and policy area. We were aware, however, 
that DfID have been funding a project on the Diamond Sector and our own MFR 
process in the Ministry of Mineral Resources has raised a number of tax issues. 

5.8 Key findings from these sources include:- 

 The need to simplify the list of fees and charges detailed in Schedule 1 
of the Act. There is tendency for applicants to apply for licences with 
the lowest cost irrespective of their proposed application;   

 There is tendency to confuse revenue from export duty with revenues 
generated by royalties’ corporation taxes and license fees. The GoSL 
needs to be clear on the differentiation particularly as it is reported that 
only one diamond mining company paid royalties during 2004 and no 
artisanal miners paid the 5% tax as specified in the Act. The revenue 
loss from non payment of royalties is considered significant; 

 The need to encourage well designed mining plans which would 
facilitate profitability and maintain a reasonable balance in the payment 
of royalties and corporation taxes; 

 The need to develop an effective production reporting system for 
artisanal miners, semi-industrial miners in order to effectively tax the 
ex-mine value of mineral extraction 

 At local level, contributions to the Land Rehabilitation Fund, the cost 
of restoring the land to environmental standards once mining activities 
cease, are considered far too low and should be substantially raised.  

5.9 It would appear from our brief overview of the taxation issues in the diamond sector 
that the GoSL still suffers significant revenue losses in this legitimate area. 

Non-Tax Revenues 
 
5.10 Throughout this short review we have been informed regularly about the weak 

revenue base of the country, the unpredictability of the budget and the continued 
donor support of the recurrent budget.  Clearly this brings into focus the current tax 
policies, as well as the capacity of the NRA to collect legitimate revenues. Whilst the 
latter organisation is outside our remit, we were pleased to hear of the efforts being 
made by the tax policy division to press the NRA to enhance collection rates. 

5.11 One tax collection area that is still under performing is the Non-Tax Revenues, 
defined as licenses, permits, parking etc.  We understand that responsibility for the 
collection of these taxes transferred from individual Ministries to the NRA in January 
2005. Since that date workshops have been conducted to revise the charging regimes 
and that currently proposals are before Cabinet for agreement.  This area of taxation is 
potentially an important source of income for GoSL and We recommend that it 
should form one of the priority action areas for the NRA. 



Review of Ministry of Finance     Ver 7.02 PAI/GRS 47

Income Tax Revenues 
5.12 It is reported that income tax collection rates are low due to the practice of paying low 

taxable salaries and high untaxable allowances.  This practice is widespread both in 
the public and private sectors and is clearly contributing to the low revenue base of 
the government. Whilst we were assured that efforts to implement ‘a clean wage 
policy’ were being pursued, this will require a significant effort on the part of 
government to convince citizens of the benefits of paying taxes.  The weak revenue 
base has often been quoted to us as a major problem for the Sierra Leonean economy 
and measures, which ‘allow’ the taxation mechanism to be distorted in this manner, 
must be tackled urgently. We recommend the re-structuring of the income taxation 
system is given a higher priority within the Ministry.  

5.13 We have also been made aware of the extensive efforts this Department is making in 
the other fields of taxation. Recently they prepared a forty-question, questionnaire for 
completion by the NRA on the revenue reporting, projections and targeting-setting for 
income tax and nine other taxation areas including,:- 

 Company tax; 
 Payroll tax; 
 Entertainment tax;  
 Restaurant tax, and 
 Foreign travel ticket. 

5.14 Clearly, MoF has policies for each of these taxation areas, but with tax collection 
being the responsibility of the NRA, the Ministry can only monitor the collection 
rates, and the effectiveness of their policies.  The questionnaire is seen as a positive 
step in monitoring both NRA performance and identifying, for the NRA, how tax 
revenue projections can be estimated. This initiative can only be supported and We 
recommend that MoF maintain its pressure on the NRA to increase collection rates in 
all of the above taxation areas.   

 
Tax Concessions    
5.15 As sure as night follows day the introduction of taxes is followed by requests for 

concessions.  The policy on tax concessions is, therefore, a responsibility of this 
Department.   Two such concessions were brought to our attention during this review: 
one from the mining industry for import concessions on replacing essential mining 
equipment plundered during the war, and the duty waivers granted to donor 
/charitable organisations.  

5.16 In their July 2004 report, the IMF made comment on the ad-hoc arrangements for the 
granting of tax concessions in the mineral industry. It was argued that a 
Comprehensive Minerals Policy needed to be put in place and that requests for tax 
concessions should be administered in a fair and consistent manner in line with the 
overall policy. From our work in the Ministry of Mines and Mineral Resources we are 
aware that such a policy has now been developed and is being implemented. At the 
time of interviews no progress appeared to be made in the granting of tax concessions 
and We recommend that these be pursued in line with the original IMF proposal. 

5.17 The duty waiver system grants import duty concessions to Non Governmental 
Organisations (NGOs) who are bringing in essential supplies to assist the people of 
Sierra Leone. There is an application and approval system administered by MoDEP 
and involving both MoF and the National Revenue Authority. We were informed, 



Review of Ministry of Finance     Ver 7.02 PAI/GRS 48

however, that the current value of tax concessions granted exceeds $1 million each 
month and is therefore a loss to the Government,.  Whilst we are sure that NGO’s are 
adept at making cases for such concessions, and that they have sound intellectual 
reasons for requiring them, the loss of these monies to the GoSL is not inconsiderable 
given the spending requirements of the PRSP. We recommend, therefore, that the 
GoSL keeps under regular review the criteria for granting duty waivers. 

 
Equipment Requests  
5.18 The Head of Revenue and Tax Policy Department made a strong case for the purchase 

and use of a laptop computer. Much of his work involves off-site visits and such 
meetings would be more efficient if he had ready access to the technical financial data 
held at the office.  He also requested access to three specialist software packages: 
SPSS, PCGIVE and EVIEWS that he also believes will enhance the efficiency of the 
Department. To ensure that these packages run effectively, the Departmental Head 
believes his unit will require an upgrade for the three computers currently in use. The 
hardware cost of these items is in the region of 6.5 million Leones. At the time of 
writing we were still awaiting a quote for the software applications. 

 
Conclusion 
 
5.19 Several contributors to this review have highlighted the weak revenue base to us.  

Budget predictability both in terms of local revenues and in the timing of donor loans 
and grants is a cherished aim for many.  It is clear from our discussions that the 
citizens of Sierra Leone have a ‘non payment of taxes’ culture and that some of this is 
institutionalised in the Countries policies and procedures.  Whilst we have highlighted 
a number of issues that are in need of attention in the tax and revenue area, we are 
confident that these will be addressed with due diligence. The authorities will have to 
await the reactions and responses of the citizens of Sierra Leone with regard to 
payment compliance and confidence in those responsible for guarding and spending 
the newly-raised taxes as the systems are revised and introduced..   
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SECTION SIX: PUBLIC DEBT MANAGEMENT 

Present Position 
6.1 Debt, and in particular debt cancellation has never been higher on the worlds political 

agenda.  A groundswell of public opinion and political lobbying has resulted in several 
countries receiving total debt cancellation, allowing debt-serving payments to be 
recycled into their own economies. However, it is widely accepted that a certain level of 
debt is considered appropriate for all economies.  There are many internal and external 
factors that determine the level of appropriateness and each factor needs to be 
measured, monitored and assessed to identify the risk to the country’s economy. 
Weighing the impact of these factors makes public debt management a highly 
specialised and complex function. 

6.2 Since 1994 the Debt Management responsibilities have been split between MoF and the 
Bank of Sierra Leone (BSL). MoF is responsible for “debt strategies, policies and 
implementation consistent with the macroeconomic and fiscal framework with a view to 
achieving debt sustainability.” The BSL:- 

 maintains the debt database; 
 prepares foreign exchange cash flow budget including debt servicing 

obligations; 
 undertake externalising debt service payments;  
 monitors private sector debt; 
 participates in debt negotiations under the Paris Club arrangements; and 
 through their Domestic Debt Division, conducts weekly auctions of 

treasury bills and bearer bonds. 
6.3 The Mission Statement of the Public Debt Management Department is:- 

“To ensure an efficient management of Government’s debt in order to achieve 
sustainability. To raise funds through borrowing at minimum cost and at low risk 
for use by Government in its development activities.” 

6.4 The main functions of the Department are:- 
 Advise government on borrowing needs, requirements and determine 

the concessionality of each loan; 
 Advise on re-negotiation and re-organisation of loans to obtain better 

terms including debts treated under the Paris Club; 
 Prepare annual budget estimates for debt servicing and monitoring 

disbursements of loan resources; 
 Monitoring parastatal debts on lent loans as well as cross indebtedness 

between parastatals and Government; 
 Prepare quarterly projections/estimates of interest payment on Treasury 

Bills, Treasury Bearer Bonds and Ways and Means with a database 
consistent with IMF; 

 Monitor Highly Indebted Poor Countries (HIPC) resources; 
 Working with colleagues in Economic Affairs Department (EAD) to 

record and monitor timely disbursement of loan resources; 
 Liase with the Accountant General’s Department and the Budget 

Bureau to reconcile debt service and pipeline payments. 
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Analytical Framework 
6.5 In addition to our focus on identifying ‘core’ and ‘non-core’ activities, we have also 

used the IMF Guidelines for Public Debt Management as a benchmark against which 
we can make sensible conclusions. It is clear, however, that the functions retained by 
MoF are core functions and as such should be performed by civil servants. 

6.6 During our discussions with the Departmental Head, the following issues were raised 
for discussion: 

 The legal framework; 
 Issues relating to Negotiating Teams; 
 IMF Guidelines; and  
 The need for access to improved new technology. 

 
Legal Framework 
 

6.7 Debt management activities in Sierra Leone derive their legitimacy from two pieces of 
legislation : the 1991 Constitution and the Loans Amendment Act 1992, the latter 
vesting responsibility for contracting loans to MoF.  Concerns were raised regarding 
the age of the Law and its lack of comprehensiveness, particularly in relation to 
domestic debt and role of local government following decentralisation.   

6.8 In terms of domestic debt it was felt that the law should contain some references to the 
volume of borrowing allowed and indeed the IMF Guidelines also suggest that this is 
an important feature. In relation to decentralisation, it is essential that GoSL ensures 
that it is fully aware of all its guaranteed debt liabilities and this involves having 
adequate coordination and /or procedures in place regarding borrowings by lower 
levels of government. 

6.9 Good governance demands an appropriate legal framework in order to provide 
confidence and credibility to the International Financial Institutions. We recommend, 
therefore, that MoF review its legal framework in relation to debt management to 
ensure it reflects the current operating environment and the future requirements 
following decentralisation. 

Negotiating Teams 
6.10 In exploring the scope of the unit in terms of sectoral policy development, it was clear 

that unit only became involved once debt was to be incurred and in devising and 
advising on the appropriate loan strategy. The Unit, in effect, are technical advisors to 
loan negotiating teams.  There appeared to be no standard approach as to who should 
be involved in loan negotiations. Instances were sighted when negotiators clearly had 
little understanding of the programme under discussion and the debt implications of 
the loans in terms of eligibility, concessionality, repayment and rescheduling.  

6.11 We conclude that there are no standard operating protocols and procedures for debt 
negotiating teams and believe this to be a serious omission. We recommend that 
standard operating procedures are developed for all staff involved in negotiating debt 
commitments on behalf of the GoSL. Such procedures would clarify the roles and 
level of authority of negotiators, and would seek to increase their professionalism 
through articulating the knowledge base required to be a member of the negotiating 
team.  
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External Audit 
6.12 The IMF guidelines refer to the need for debt management activities to be conducted 

with transparency and within an appropriate accountability framework. We had access 
to the “Quarterly Bulletin of the Public Debt Unit within MoF” which clearly sets out 
the current roles and responsibilities regarding debt management and no doubt, acts as 
important information resource to the wider financial community. Quarterly updates 
are to be provided and these are to be welcomed. 

6.13 Accountability can, however, be strengthened further by the introduction of the 
external audit of debt management operations. So far such an audit has not happened 
in Sierra Leone, and whilst that may have been appropriate in the past, we feel that the 
time is now right to introduce the practice. With many of the other financial 
mechanisms, MTEF, Internal Audit and Procurement procedures, beginning to be 
introduced we believe that MoF needs to continue to lead by example in these areas. 
We recommend, therefore, that the practice of external audit be introduced in the 
debt management activities of the GoSL.  

Code of Conduct/Conflict of Interest 
6.14 The further strand of the IMF accountability and governance framework is the 

introduction of  ‘code of conduct and conflict of interest guidelines’ regarding the 
management of the personal financial affairs of staff. Furthermore, in developing 
these guidelines We recommend that the Ministry consider their scope and whether 
they can be extended to staff forming part of negotiating teams. This would 
necessarily involve staff from other Ministries.  No such guidelines exist in Sierra 
Leone We believe that an opportunity also exists to develop such guidelines for staff 
whose primary responsibility is for procurement.  We recommend that guidelines are 
introduced immediately not only specifically for MoF but also within a national 
framework  for the conduct and discipline of the public service as a whole   

 
Commonwealth Secretariat Debt Management and Recording System (CSDMRS) – 
Equipment Requirements  
6.15 The inadequacy of computer hardware has already been addressed in section two 

(para. 2.53) where We recommend an allocation from the Essential Equipment Fund 
for the installation of a three computer Local Area Network to provide access to this 
software for all staff.   

 
Conclusion 
 
6.16 The efficient and effective discharge of debt management responsibilities is an 

important core function of MoF. The unit plays a key role in contributing to 
macroeconomic stability and we have no doubt that it has a further role to play in 
contributing to the future growth and development of Sierra Leone. Whilst risk 
management is a key strand of their activities, it is widely accepted that the greater 
risk comes from under-developed institutional capacity to design and implement 
essential reforms. Our recommendations emphasise the importance of strengthening 
aid and donor co-ordination and Debt Management in one focal point.  
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SECTION SEVEN:  INTERNAL AUDIT 
 
7.1 In recent years there has been a dramatic surge of interest in public expenditure issues 

amongst governments, development agencies and the wider public. Governments are 
increasingly realising the importance of public expenditure management as a tool for 
achieving their objectives, particularly in the area of poverty reduction. Any informed 
analysis of the Public Expenditure Management intervention matrix, replicated on the 
facing page, will see characteristics familiar to the Sierra Leone context. However, 
during our research we were regularly informed that Pubic Expenditure Management 
goes beyond this model and issues such as Internal Audit and sound procurement 
practices also have a vital role to play. 

7.2 The internal audit function within MoF is still evolving. The post of Chief Internal 
Auditor is funded and staffed by DfID technical assistance, with a second post funded 
by the EU.  Recently the audit function has inherited five staff from the Accountant 
General’s Department, but their competence varies. Similarly, internal audit staff in 
Ministries varied in quality, with those in Education, Health, Defence and the Police 
being amongst the forerunners. 

7.3 The history of the internal audit function began in mid 2002 when a World Bank 
assessment team recommended that : 

“ In order that the level of monitoring of procedures, systems, accountability and 
production of assets and records of the nation be upgraded, an Internal Audit 
Department should be set up with immediate effect in MoF.”   
The outcome from that recommendation was a concept paper, written by the DfID, 
technical assistance personnel, articulating the Mission of the Department as:- 

“To ensure that proper internal checks and controls, financial and otherwise, exist 
in Public Financial Accounting and Reporting and that all assets and records are 
protected and accounted for.” 

7.4 The concept paper also contained details of the staffing requirements of the 
Department, including one Director, two senior auditors, four auditors and four audit 
clerks. The roles and responsibilities of these staff were set out in job descriptions and 
the accountability relationship between Internal Audit staff in Ministries and those at 
the centre was also described. To date this structure has not been accepted or funded. 
Failure to do so in the next budget cycle will mean that it will be some five years after 
the paper was written before it is implemented, and whilst accepting that the GoSL 
has many other priorities, such a failure does open up the question as to whether they 
are serious about the internal audit function. 

 
7.5 The internal audit function has an important role to play in public expenditure 

management and we believe that more focus on the provision of audit capacity and 
skills would have increased the credibility of the PETS findings discussed in Chapter 
Three. We recommend, therefore that the GoSL allocates additional posts to the 
Internal Audit function during the 2006 financial year, with a view to funding the full 
structure during 2007, as outlined in the 2002 concept paper. We are assured that 
sufficient capacity exists within Sierra Leone, and with appropriate training and 
retention policies, the audit function could realise its full potential. 

 



Review of Ministry of Finance     Ver 7.02 PAI/GRS 55

 

 
 
 
 
 
 
 
 
 
 
 

                      Spending Priorities??? The Burden of High Administration Costs  
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

 
 

PRSP 
Budget 

Expenditure  

Functions, size 
 and cost of  
Government 

Budget of GoSL 



Review of Ministry of Finance     Ver 7.02 PAI/GRS 56

 

SECTION EIGHT: LOCAL GOVERNMENT FINANCE DEPARTMENT  (LGFD) 
 
Present Position 
 
8.1 The LGFD is part of the Institutional Reform Capacity Building Project (IRCBP) 

established to promote functional local government systems that ensure inclusiveness, 
transparency and accountability at all levels of Government. However, it is 
performing a core function of Government and as such reports directly to MoF. 
Together with the Decentralisation Secretariat they lead the implementation of the 
decentralisation programme. 

8.2 The LGFD is charged with the responsibility of designing a fiscal decentralisation 
strategy that includes revenue assignment and an inter-governmental transfer system. 
Additionally, it provides technical and logistical support to strengthen the capacity of 
local councils. It makes recommendations to the Local Government Finance 
Committee (LGFC) on the amount and allocation of transfers and grants to local 
governments based on a number of factors including their:- 

 revenue generating capacity; 
 level of competence to practice participatory planning, budgeting and 

financial management; and 
 capacity for project implementation. 

8.3 The Department’s 13 staff are all financed by the World Bank and include a Director 
who is supported by :- 

 2 Senior Local Government Finance Officers; 
 5 Economists; 
 2 Research Assistants; and 
 3 support staff. 

Progress to date 
 
8.4 Decentralisation is still in its infancy in Sierra Leone with the enabling Local 

Government Act being passed in 2004, and supporting Statutory Instruments setting 
out the list of functions to be devolved between 2005 and 2008. Initial efforts are 
being focussed on the larger Ministries including Health, Education and Agriculture.  
Although initial reports suggest the timetable may have suffered some slippage, recent 
press coverage has suggested that in the Health sector 85% of proposed 
decentralisation has been implemented and this was confirmed to some degree in our 
visits to Bo and Makeni. It would appear that some progress has also been made in the 
decentralisation of some Ministry of Agriculture function, but not from the Ministry 
of Education. 

8.5 Our fieldwork revealed a challenging picture at local council level with the current 
decentralization efforts in Bo being characterised by:-    

 
 high-inherited liabilities including 30 million Leone owing to former 

councillors. In addition, staff not being paid for three months; 
 overstaffing at all levels; current plans are to reduce the workforce 

from 210 to 161. However, the council cannot afford to pay the 
benefits of the employees whose contracts are to be terminated. 
Similarly, spending monies on salaries and services is not an option; 
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 devolved functions not being matched by fiscal decentralisation.  
 receipt of a reduced development grant, curtailing local activities and 

having implications for councillors who made ‘promises’ regarding 
increased service provision; and  

 limited access to other sources of funding with the only substantial 
income coming from market rents. 

A similar understanding was gained from our visit to Makeni, and whilst the figures 
were different, in principle the challenges were the same.  

 
Local Taxation 
 
8.6 It is in this latter area that we see the greatest challenge for local councils. Local 

taxation has not been an issue for Sierra Leone for over thirty years and there will 
need to be an immense public education programme highlighting the benefits of 
paying local taxes. Politicians and administrators alike will need to be careful how this 
is handled and will have to demonstrate how taxes will be used and the public value 
they will create. Local councils will need, therefore, to develop a local taxation 
strategy that has at its core proposals for improving the lives of its citizens and the 
benefits to be derived from the revenues generated.  This will not be easy and We 
recommend that LGFD support local councils in the development of their local 
taxation strategies. 

 
Role of Local Government Service Commission (LGSC) 
 
8.7 One important characteristic of the decentralisation process is the assigning of 

Accountant General staff to each local council as an interim measure to perform the 
key roles of Council Treasurers. Effectively, this brought an element of central 
government thinking to local level as well as essential expertise in public expenditure 
management and basic administration.  Staff were initially assigned for one year but 
that has been extended to cover the period through to May 2006. At that date, it is 
expected that the LGSC will have run recruitment campaigns and appointed 
successful candidates. 

 
8.8 With the formal launch of the LGSC at the end of September 2005, only eight months 

remained to set the recruitment criteria, agree the terms of conditions of employment, 
perform all the recruitment-related tasks, as well as other LGSC business. At the time 
of writing recruitment has not yet commenced. The agenda for implementation 
appears to us to be challenging, but one that has to be met if a smooth transfer of 
responsibilities is to be achieved.  Uncertainty, coupled with a reduction of expertise 
and knowledge as assigned staff return to the centre would be a recipe for disaster, and 
given the current characteristics of the decentralisation process as detailed above, this 
would put a further strain on an already “hurried” process.  We recommend, 
therefore, that every effort is given to support the Local Government Service 
Commission with its responsibility to recruit appropriately qualified staff to key 
positions in the newly-created local councils. 
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Conclusion. 
 
8.9 Decentralisation is a complex and difficult task and many of the characteristics 

highlighted above are familiar.  This, however, does not make them easier to handle 
and we suspect that the knowledge, skills and experience of LGFD will be tested 
further until decentralisation becomes more established.  Councils are likely to need 
support at every level of their operation, not only in the management of strategic 
issues as highlighted above, but also in the development of effective communications 
and consultation strategies for citizens whose literacy rates are considered poor.   
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SECTION NINE: ADMINISTRATION DEPARTMENT 

Present Position 

9.1 The Administrative Department is headed by the Principal Deputy Financial Secretary 
(PDFS) and its role is to provide integral support services to MoF business such as 
general administration, budgeting and accounting, human resource management, 
procurement, transport and other support functions.  As mentioned in Chapter Two, 
the department consists of 61 personnel, once we assign support staff to their 
respective technical divisions, and these report directly to the Deputy Financial 
Secretary.   

9.2 Our assessment indicates that the level and quality of administrative services provided 
is relatively poor.  This is attributed to many factors but lack of proper management 
appears to be the root cause. The lack of qualified personnel who are well grounded in 
administrative work is a contributing factor. Furthermore, there is an issue of 
overstaffing, which has given rise to overlapping, and /or duplication of functions.  In 
the light of these factors, we believe a major transformation is required to bring 
service levels to the appropriate standard.   In this chapter, therefore, we address how 
the Department can be rationalised in order to right-size the staffing levels with the 
functions required to deliver an effective service. 

9.3 The requisite changes cannot be achieved within the operating constraints of the 
current accommodation, but the move to new premises scheduled for December 2006 
provides management with an opportunity to review the support staff service 
specification and introduce a new management and service delivery culture.             

Support Service Specification for the New Building 
9.4 The inadequate office space was mentioned regularly in the interviews with Ministry 

staff. Most staff are crammed into small offices often with three to four staff sharing a 
small table and a single computer. However, staff are confident that transfer to the 
new building will, to a large extent, address this problem. We are concerned how the 
transfer will be managed as no time-bound plans exist,  

9.5 Clearly, an accommodation move on the scale envisaged is a major undertaking and 
we are concerned to note that currently no floor plans exist to determine the precise 
location of staff.  If such matters as cabling for IFMIS and other computers, furniture 
requirements and the general office layout are to be addressed effectively, it is not too 
early to start the planning process. In our view MoF needs to appoint immediately a 
‘Project Manager’ with responsibility for managing all aspects of the Accommodation 
move, the officer should be of the rank of Senior Assistant Secretary.  (see appendix 
G) 

9.6 We recommend this course of action. It is highly likely that the role and activities 
will need to be supported by appropriate planning software such as Microsoft Project, 
but this is not an essential requirement and its absence should not prevent action.   

9.7 We envisage that planning for the accommodation move will be just one aspect of the 
Project Manager’s work, with the development of a building-wide support service 
specification being the major task. This specification will need to address such issues 
as:- 

 The physical size and location of the building reception. This will 
also include the scope of work to be undertaken in relation to the 
receiving of visitors to both MoF and the Accountant General’s 
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Department. The facility will need to take into account staff security 
and the provision of a business environment eliminating the level of 
informal businesses that currently is a key feature of the present 
building; 

 Revised arrangements for post receipt and despatch; 
 Determining the level of messengerial services required to provide an 

appropriate building wide service;  
 Identifying the security requirements of the new building; and 
 Identifying the number, allocation and duties of building cleaners 

required. 

9.8 In terms of our overall framework of analysis all of these services, whilst important, 
are considered as ‘non-core activities’ and should not be provided by civil servants.  
They should be subject to contractualisation and put out to tender to the private sector. 
Given the period required to develop the service specification, the length of the 
tendering and contracting phases, and the mobilisation phase, the December 2006 
deadline is already under pressure. We recommend that work on this commences 
immediately. 

Immediate Issues 
 
9.9 Whilst the move to new premises will provide management with an ideal opportunity 

to re-design the delivery and quality of support services in the future, we believe that 
in some areas of the Administration Department immediate action should be taken to 
improve efficiency and cost effectiveness of current service delivery.  These activities 
are set out and discussed in the following paragraphs. 

 
Provision of Security Guards 
 
9.10 Security for the accommodation occupied by MoF (excluding the AGD) is provided 

by different groups of security guards:  
 Private sector security guards who operate throughout the building 

including the provision of reception duties on the ground floor. They 
provide a service both day and night; 

 Four security personnel directly employed by MoF whose work 
“complements the work of the private sector guards” and provide daytime 
services only. 

 One night watchman, who is directly employed by MoF; and 
 Two Ministry of Works personnel who “help secure the back entrance at 

night”, which is additional to the above night watchman services. 

9.11 These arrangements mean two security groups are operating during the day and three 
at night.  Not only is this highly inefficient it also provides scope for each group to 
play the “blame game” should any serious breach of security occur. We can find no 
good reason for this present position, except poor management and recommend that 
the issue of building security is immediately rationalised into one, ‘contracted out’ 
service.  Whilst this will have serious implications for the in-house staff, if monies 
are being spent on recruiting additional internal auditors and other technical staff 
required by MoF or even on PRSP implementation issues, it cannot be spent on 
inefficient employment practices. 
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9.12 Contracting out services to the private sector is not the end of the matter. All service 
contracts need to be monitored to ensure that service standards are met and that 
providers are supplying the appropriate level of service.  It is clear that the current 
service contract for the provision of security guards is not being monitored. This is 
illustrated by operatives on reception duties bringing their own pillows to work, and 
the guards on each floor, sit “passively” at the entrances to each floor. Failure to 
monitor the service quality is a failure of management and We recommend that steps 
are taken to improve the matter. This should be done in consultation with other 
occupiers of the building to ensure that security and reception arrangements provide 
for their respective requirements. 

Lift Operators 
9.13 It is our view that the employment of the two lift operators is a non-core activity, and 

in this case, should be dispensed with immediately. We can find no justification for 
their employment, either directly or through a service contract as they add no value to 
the function and We recommend that the practice of using lift operators is ceased 
immediately. 

Accounts Unit   
9.14 This unit has five staff, one accountant and four clerical staff, one of who is in charge 

of IT within the unit.  The unit undertakes the payment of personnel emoluments for 
all ministry staff including salaries and transport, medical and rental allowances.  
Currently all account inputs are done manually, but this system will change when 
IFMIS becomes fully operational.  IFMIS implementation will have implications for 
the number of staff required to service the unit although Public Financial Management 
Reform Unit has not published the expected staff savings as part of the IFMIS 
business case. It is our view that once the ledgers become computerised and changes 
in work patterns become established, overall, only three staff will be required in this 
Unit, although this may need to be tested as part of any Project Implementation 
Review (PIR). We recommend, therefore, a review of the work pattern of the unit 
once IFMIS has been rolled out in MoF, with a view to rationalising the staffing 
requirement.      

Transport Section 
9.15 The Ministry maintains a pool of nine drivers who are responsible for providing 

support to senior managers by driving them to and from official functions. Our 
interviews reveal a serious mismatch between the number of drivers and available 
vehicles. Out of a total of 10 drivers, only 4 presently have vehicles, and one driver is 
driving another Government Minister whilst remaining on MoF payroll.  The 
remaining staff act as a pooled resource to the Ministry. Efforts to quantify the level 
of work conducted by the pooled resource were unsuccessful as no records are kept. 
We were informed, however, that the pool could be called upon between one and ten 
times per day. The drivers also admitted to the non-existence of a logging system that 
would help to determine the use of official vehicles including the fuel consumption 
rate, or the number of times they were required to work during the course of the day. 

9.16 In line with current operating “procedures” senior officials and official vehicles are 
entitled to a fuel allocation of 2 gallons per day. Fuel vouchers are authorised by the 
accountant, under the supervision of PDFS, and after redemption, reconciled by the 
accountant. Despite probing we are still less than clear how this system worked and 
we were left with a real sense of unease about what was being concealed. We believe 
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that there is some abuse of this system, perhaps centred around the claiming of fuel 
for official cars that are “off the road”, but in truth we cannot be sure. 

9.17 That we can be sure of, however, is that the whole transport system of MoF is in need 
of a radical overhaul.  We have little doubt that the unit is overstaffed, perhaps by as 
much as three or even four staff. Such a review should address the fuel allocation 
issues identified above. We recommend that a complete review of manpower and 
administrative procedures for logging use of vehicles, fuel purchase and consumption 
as well as recording of journeys, accidents and repairs and or maintenance should be 
undertaken immediately. 

Messengers 
 
9.18 Currently, messengers are employed directly by MoF. They are allocated on a 

departmental basis and generally only service the requirements of that department.  
There is, therefore, no collection and delivery rota, with the messenger being 
“buzzed” when a document needs to be moved.  Whilst during this review we have 
little opportunity to review the efficiency of messengerial services, we are aware that 
the service delivery model, described here is inefficient in that messengers will be 
“sitting around” for much of their day. 

9.19 We see little value, however, in changing the status quo at this stage, particularly as 
the opportunity to change working practices will arrive in the form of the new 
building.  One task of the new Project Manager will be, therefore, to create building 
wide service specification for the delivery of efficient and effective messengerial 
services.  We believe that such a service will need to have the following 
characteristics, that are not exhaustive:- 

 A central repository where incoming post is sorted for delivery to each floor; 

 Regular and specifically timed e.g. hourly, collection and delivery of post to 
and from each floor; 

 A facility to handle urgent post (post requiring action within the hour); and 

 A facility to deal with inter-governmental and inter-office post. 
9.20 We are aware that this model of service delivery would be unique and it may be that 

the newly appointed Project Manager would benefit from training and possible 
external benchmarking to study how such support services are delivered in another 
environment.  Essentially though the provision of messengerial services is a ‘non-
core’ activity and we would expect them to be provided under contract by the private 
sector and We recommend this is considered at a later stage.  

Cleaning Services 
9.21 MoF directly employs four cleaners to clean the three floors it occupies.  Cleaning is 

done during the course of the working day and whilst we have had little opportunity 
to assess the efficiency of these cleaning services, from our observations we noted 
that the cleaners :- 

 Spent many hours each day reading the newspaper in the main lift areas; and 
 Washed the stairwells whilst the building was still in use, making their efforts 

quite futile. 
9.22 During our visits to the Ministry building over the six week review period, we 

observed that the employment of four cleaners seems excessive. We believe that the 
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complement of four staff could be reduced by one with no loss of efficiency.  This 
service is, however, considered a ‘non-core’ function and should be bought under 
contract from the private sector. It would be our recommendation that: 

 the services of cleaners be purchased from the private sector; 
 cleaning should take place between 16.00 p.m. and 19.00p.m. /and or 7.00 a.m.-

8.00 a.m. each day; and  
 a new service specification is designed when relocating to the new premises. 

Level of Administrative Support to Senior Managers 
 
9.23 The question of the level of support staff allocated to service the senior positions of 

Financial Secretary, Principal Deputy Financial Secretary and the Deputy Financial 
Secretary has to be raised in the interest of efficiency.  Our findings (see Appendix K) 
demonstrate that apart from the allocation of drivers to each of the post identified 
above:- 

 the FS office is staffed with three secretaries and two messengers,  

 the office of PDFS is staffed with four secretaries;  and  

 the office of the DFS has six secretaries and two messengers.   
9.24 The rationale behind such staffing is not easy to understand, although we have had no 

opportunity to identify the volumes of work associated with these posts.  A practical 
recommendation would be to consider having one secretary for each office or having 
a pool of not more than three secretaries for all secretarial duties. Messengerial 
services should be similarly pooled.   We recommend a full assessment of the 
workload and staffing requirement be undertaken            

Structural Issues 
9.25 The future challenges to be met by the Administration Department in developing and 

managing the support functions required for it to go through a radical restructuring. 
We recommend that a Director of Administration be appointed who will be 
supported by a deputy: responsible for Contractual Services. The responsibilities of a 
Deputy post have been articulated through out this section and will include:- 

 
 all aspects of planning the accommodation move; 
 developing service specifications for the various support services required on a 

building-wide basis; 
 tendering, with others, for those services; 
 other procurement issues and 
 monitoring service delivery as result of those contractual arrangements. 

 division administrative support staff management  
9.26 The role envisaged for Director is necessarily much more challenging, The 

responsibilities of this role would bring together all aspects required to manage a 
modern ministry and would include the:- 

 strategic and business planning processes, including monitoring 
progress on objectives; 

 manpower planning and budgeting; 
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 human resource management and development processes including the 
development of Ministry-wide training strategy and succession 
planning; 

 development of IT strategy which would be broader than IFMIS and 
take into account the needs of other IT users; 

 overall responsibility for procurement processes and procedures 
managed by the deputy; and 

 development of a comprehensive communications strategy; which 
would take into account both the internal information needs of staff as 
well as informing the civil service and the wider audience on the 
policies and actions of the Ministry. 

 
9.27 The introduction of this structure will provide the Ministry with the necessary focus 

and organisational energy with which to face the demands of the future. It will also 
put MoF at the forefront in terms of organisational development and will act as a 
model to other Ministries on how to conduct Government business. Clearly, both the 
director and deputy will need to be supported. The division requires more professional 
staff in terms of HRD, IT and Communication competencies. Initially we propose 
that not more than 4 administrative support staff will be required. 

9.28 We also believe that the introduction of the revised Administration structure will have 
implications for the current structures. Earlier in our report we have made 
recommendations on the amalgamation of the technical and administrative structures 
of the Ministry. A further restructuring of duties as described above will also impact 
on the Ministry’s structure. 

9.29 The role of PDFS and DFS, as currently performed, are no longer tenable and We 
recommend that the two positions be merged into one and this should be titled 
Director of Administration our view this would simplify the reporting and 
accountability lines of the Ministry as well as introducing a more business-like 
structure into the Administration Department of the Ministry. We also recommend 
that one of the technical heads should deputise for the Financial Secretary’s absences 
etc on the basis of competence and seniority.   

Conclusion 
9.30 The management of government business is never easy.  There are always competing 

priorities and it is a matter of judgement how and when to deploy resources. But 
choices have to be made.  It is clearly totally inappropriate to maintain inefficient and 
costly support services when core business requirements are not being met. Similarly, 
if the PRSP is to be implemented it is incumbent on Ministries to spend their monies 
wisely as every Leone spent on administration is not available for the wider goal of 
poverty alleviation.  The Administration Department is in need of radical overhaul 
and we have given senior managers some of the instruments available to effect such 
change. It now remains for them to take forward implementation. 
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SECTION TEN: ACCOUNTANT GENERAL’S DEPARTMENT (AGD) 
 
Present Position 
 
10.1 The Accountant General’s Department (AGD), as stated in Chapter 2, is the 

Government’s central authority for the validation, authorization, monitoring, control 
and reporting of all public expenditure.  It can be considered as a semi-autonomous 
body, administered separately from the other Departments of MoF, but with the 
Financial Secretary maintaining line management responsibility for the activities. The 
AGD maintains regional/ sub-treasuries in the provincial headquarter towns 
responsible for coordinating the payment of salaries to schools and MDA’s local 
offices. 

10.2 To achieve its business objectives, the AGD is organized across 8 sections, namely:- 
 Expenditure; 
 Salaries and Wages; 
 Main Accounts; 
 IT Section; 
 Administration 
 Personnel; 
 Internal Audit; 
 Pensions and Gratuities 

The specific functions of these sections will be described in the following paragraphs.   
10.3 Staffing of the AGD causes us serious concern. From salary records we are aware that 

304 staff sign for salaries each month. Our analysis of the deployment lists suggest 
that: 

 76 staff are employed at the Headquarters building performing 
technical functions;  

 a further 28 support staff are employed in the capacity of messengers, 
drivers, security guards and cleaners; 

 another 88 staff are employed by the AGD but are deployed in the 
various MDAs; and 

 37 AGD staff are assigned to newly created Local Councils.    
10.4 Despite repeated attempts to reconcile these numbers with the Personnel Manager, we 

have been unable to account for the additional 75 signatures on the payroll.  We are 
aware from Management and Functional Reviews in other Ministries that payroll 
reconciliation has proved difficult and it would appear that AGD is no different.  We 
are, however seriously concerned by this discrepancy and We recommend that the 
Financial Secretary launch an immediate investigation into the payroll of the AGD. 

Overarching Issues 
10.5 There were a number of issues that made this a particularly difficult time to be 

working in the AGD, none more that the personal position of the acting Accountant 
General. Weeks of uncertainty came to a head when the post-holder was reportedly 
sent on extended leave.  The circumstances behind this situation are not for us to 
comment on, other than to say that the prevailing environment had an overwhelming 
influence on our interviews with the post-holder. We were unable to elicit a full 
picture of the strategy and workings of the AGD at this time. 
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IFMIS 
10.6 However, operationally, the AGD is undergoing a major transformation with the 

introduction of the Integrated Financial Management Information System (IFMIS).  
Implementation is being overseen by a World Bank funded project, the Public 
Financial Management Reform Unit (PFMRU), with the AGD effectively its main 
counterpart.  Expenditure and Main Accounts Sections went live from 01/06/05, but 
are still running the FMAS until all the snags are resolved, and Salaries and Wages 
was expect to go live at the end of September 2005, at the time of writing we have 
been unable to confirm if this has happened.  

10.7 Our ability to conduct a full functional review was, therefore, seriously hampered. 
Some sections were very busy running two systems whilst others expected their jobs 
to change once the new system was fully operational.  We had hoped to provide a full 
assessment of the new AGD staffing requirement once IFMIS was fully operational. 
However, because of the position described above this was not possible. We have, 
however, indicated where manpower savings can be achieved and where possible 
provided an order of magnitude.  

10.8 Full implementation of IFMIS will no doubt be a major agent of change to the 
strategic functions and staffing structure of the Department.  Several advantages have 
already been realized from the new system. Main Accounts Section reports that the 
control measures of IFMIS are far more sophisticated, provides easier access to MDA 
project accounts and the reports generated are of a higher standard.  Furthermore, 
IFMIS will be able to generate bank reconciliation reports that at the moment are 
produced manually.  The full business benefits of the system are, however, some 
months away, but if technical tasks have been made simpler, as reported in other 
sections, then significant manpower savings are inevitable.   

10.9 This is going to be a major management task for the newly-appointed Accountant 
General who will be responsible for overseeing the modernization of this core 
government function. It may be that future staffing projections are contained in the 
original IFMIS business case, but we have not access to these projections. Similarly, 
the Post Implementation Review (PIR) process may provide some indicative numbers. 
If all else fails, the new Accountant General may need to request a further functions 
and staffing review to determine appropriate staffing requirements.  

 Electricity supply 

10.10 The inconsistency of the electricity supply is an important efficiency factor for staff 
operating the IFMIS system.  In our short time in the AGD we witnessed change over 
of power supplies, which, totally unannounced, cut of the power to computers.  This 
involved staff having to re-boot equipment and re-start important tasks. If such a 
change over occurs at a time of a major salary or print run, then the whole operation 
has to be re-started.  This is not only wasteful in terms of staff and material resources, 
but the frustration felt by staff is similarly counter-productive. Whilst an inconsistent 
power supply may be a symptom of the much larger ills that befall Sierra Leone, We 
recommend that management seeks to improve on the power supply.  

 
The Absence of Approved Accounts  
10.11 We received several reports regarding the failure of GoSL to produce government-

approved account for each of the last five years. Clearly, the factors behind this 
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position extend beyond the AGD and is a reflection of the public expenditure 
management problems faced by the Ministry and the whole Government. However, 
whilst many of the other public expenditure management matters are being addressed, 
in this area progress appears slow.  IFMIS implementation is expected to resolve this 
issue and EU technical assistance is already in place, within the main accounts 
section, to assist. However, if the international community is to have confidence in the 
pace of public expenditure management reform the production of certified accounts 
must be the priority for the incoming Accountant General. 

Personnel Function 
10.12 It is our belief that the personnel function of the AGD is in need of radical overhaul. 

Presently, the post holder is responsible for all staff matters including postings, 
promotions, leave applications as well as management of support services such as 
messengers, cleaning services etc. Whilst not deny the importance of such operational 
tasks, the role of the Human Resource Manager in an organization with at least 230 
staff should be a more strategic one addressing such issues as:- 

 Manpower planning and resource allocation; 
 Succession planning; 
 Staff Career Development and Training;  
 Conduct and Discipline; and 
 Performance Management and Appraisal. 

10.13   We found no such capacity during our information gathering and the AGD’s inability 
to reconcile the staffing numbers seriously undermined our confidence in the current 
function. We recommend, therefore, that a root and branch review of the Human 
Personnel function is conducted with a view to introducing contemporary Human 
Resource Management and Development practices.  It is our view that the 
professionalisation of the AGD is urgent. The AGD should liase closely with the 
Establishment Secretary’s Office (ESO) to effect the necessary changes in line with 
the overall review of the Civil Service HRMD policies and strategies being developed 
in the sister project for the creation of a Human Resource Management Office5.   

Training needs of AGD staff  
10.14  The training needs of AGD staff have all but been ignored over the past years. 

Analysis provided to us (see Appendix J) on the training funded from the 
Consolidated Fund shows a marked discrepancy between the AGD staff and the rest 
of MoF. This position was also reflected in our interviews with middle managers 
particularly concerned about the irregularity, and even the lack of training 
opportunities, which are mostly self funded. 

10.15   Clearly, the conduct of a training needs analysis is urgently required in the AGD and 
this would be a primary function of an enhanced Human Resource Management 
section. However, with the nature of the work changing due to the introduction of 
IFMIS, new roles and responsibilities are still emerging. However, We recommend 
that at the earliest opportunity a full training needs analysis is conducted.  

Review of Security and Valuables 
10.16   Two security aspects came to our attention during our information gathering. Firstly 

we observed a total lack of security at the main entrance of the building leading to the 
                                                   
5 Creation of a Human Resource Management Office and Records Improvement Programme  
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free movement of visitors and accounting for the amount of informal business 
transacted within and around the Ministry. We have mentioned this issue earlier and it 
may be that this is a problem larger than the AGD, but it is in need of urgent 
rectification if the appropriate business environment is to be established. 

10.17  The second issue is potentially much more serious and relates to the almost naive 
manner in which signed cheques are moved around the floors of the AGD. Similarly, 
we were surprised to note the ease with which we were allowed to enter the cheques 
printing room, and by the manner in which cheques were stored in that room. Given 
our previous comments about the number of people conducting informal business in 
the building, and the position and lack of security in the print room, to find thousands 
of blank cheques stored in cardboard boxes under the printer was totally astonishing.   

10.18  We recommend, therefore, that MoF should immediately review the security 
arrangements operating within AGD with a view of introducing tighter controls on the 
movement of people and cheques. It will be essential that such security arrangements 
are maintained following the accommodation move. 

Management of Messengers            
10.19 The AGD employs 19 messengers and although some are reportedly working in the 

provinces. We find this figure very high.  In terms of the provision of local 
messengerial duties, our proposals for the development of a service specification for 
the new building, including AGD requirements, should address any overstaffing issue. 
However our inability to trace AGD staff in one of the local councils suggests that 
Senior Management may wish to address the messengerial issue as part of the payroll 
cleaning exercise recommended earlier. 

 
Sector Specific Issues  
 
Expenditure Control Unit (ECU) 

10.20   The ECU is responsible for approving expenditure commitments from MDAs by 
checking commitment forms against the programme line to see whether monies are 
available within their free balance. The current procedure is detailed on the facing 
page and is tortuous. It is characterized by multiple handlings by registry staff, 
referrals to and from MDAs and job creation through the introduction of a “supplier 
not known” procedure. IFMIS implementation will greatly simplify this procedure, 
although full benefit may not accrue until total roll out is achieved. That said, we 
believe that ultimately this section will require less than half the staff it currently has 
and we also believe that immediate loss of two posts would not affect efficiency to 
any degree. We recommend that action should be taken immediately to decrease the 
complement of the ECU. 

 
Salaries Database 
10.21   The salaries section effects changes to the ESO/salary database to ensure that staff 

receive their correct salary. Such changes include registering promotions, retirement, 
change of name etc.  Between 500 and 600 requests are received in the receiving bay 
and are registered and held until the deadline of the 10th of every month. Any changes 
receive after the tenth of the month will be processed in the following month. 

10.22   Some changes, however, require more than amendments to the database and may 
involve changing the whole computer programme. Such changes could involve 
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changes in tax parameters, or allowances for a specific personnel group. In these 
circumstances the head of salaries would liase with the computer room and seek a re-
programming exercise.  

10.23  The salary section is due to go live on IFMIS at the end of September 2005 and will no 
doubt be involved in two or three months double-running to ensure accuracy. 
However, it is our belief that this section will be one of most affected in terms of staff 
reductions following IFMIS introduction, with further reductions expected as other 
Ministries change to the system.  We already have serious concerns about the handling 
procedures of the section and recommend that in early 2006 management should 
review present working practices with a view to introducing re-engineered work 
procedures to meet the prevailing conditions. A key aspect is to ensure no changes are 
undertaken without primary authority of the HRMO.  

 
Main Accounts 
10.24   In view of our earlier comments on the lack of certified accounts over the past few 

years, in a post-IFMIS era, the spotlight is going to be on the main accounts section. 
We were pleased to learn that this section has three technical assistance posts heading-
up a revised organizational structure which includes a:- 

 Revenue Unit; 
 Bank Reconciliation Unit; 
 Other Department Accounts Unit; and 
 Treasury Accounts (headed by the Principal Accountant). 

10.25  This revised structure, the introduction of the new expenditure coding structure and 
full IFMIS implementation is expected to provide this section with:- 

 A more comprehensive understanding of the financial position of the 
Government; and 

 Easier bank reconciliation procedures, streamlining the manual 
reconciliation of 34 treasury accounts. 

On this latter issue, work has already started on the 2005 reconciliation but manual 
data between January and May 2005 is presently proving inadequate.  

10.26   Because of the major task facing this section, it is impossible to make any accurate 
staffing projections, although overtime we would expect overall staff numbers to 
reduce once the system is fully implemented. We recommend, therefore, that 
management looks into the Post-Implementation Review (PIR) process to identify 
potential staff savings in this area. 

 
Pensions and Gratuities 
10.27   The National Social Security and Insurance Trust (NASSIT) took over  responsibility 

for the computation and payment of pensions from the AGD in 2004. The Pensions 
and Gratuities section of the AGD is now only responsible for the computation and 
payment of gratuities, although that function is set to be transferred to NASSIT in 
December 2006.  At the time of our interview 9 staff were employed in various 
capacities including filing clerks, typist, computer operator, computation clerks, as 
well as the Deputy and Head of the Section. 71 gratuities were in progress.  
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10.28   The number of gratuities still working their way through is, however, unknown. We 
were informed of a protracted, paper-based system involving the AGD, ESO, the 
Cabinet, Line Ministries and even external audit, anyone of which could be holding 
gratuity applications.  However, despite that position, we found no evidence of an exit 
strategy involving proactive measures to determine how many applications may be in 
the pipeline nor any attempt to match resources requirements with workload. Given 
the workload figures reported to us we believe that section should require no more 
than four staff, including the two computation clerks, and even that might be 
generous. 

10.29   Achieving such manpower savings in the face of an unquantified workload may be 
unpalatable to senior management and we, therefore, recommend that senior 
management take steps to quantify the potential number of gratuities requiring 
computation and payment by December 2006, and seek to introduce a phased 
reduction of staff commensurate with the workload figures.   

 
Information Technology Unit 
 
10.30   This unit currently has two staff, although they are expecting the services of two 

technical assistant posts shortly.  Currently, the unit is acting as database 
administrators for both systems, although it was accepted that with the PFMRU team 
around, many of their duties were confined to old ‘Unix’ based system. Strong support 
was voiced for the new Windows, Microsoft server based system, as being much 
easier and more user-friendly. 

 
10.31   At the time of our interview the unit were only servicing the requirements of some 25 

users and to date had little contact with other Departments. Clearly, as the full roll-out 
of IFMIS is achieved, involving MDAs and Local councils, the needs for a different 
model of IT support will materalise. In this respect, this section is perhaps the only 
one within the AGD that can look forward to an increase in staffing levels. Again with 
no access to the original IFMIS business plan, it is impossible for us to identify 
precisely when additional staff will be required and what roles they will perform. 
However, we are confident that such planning is at hand. 

 
Sub-treasuries 
 
10.32   The sub-treasurers are responsible for co-ordinating payment of salaries for staff 

working in MDAs and schools in the provinces. Salary vouchers are collected 
monthly from Freetown, recorded in the sub treasurers’ ledgers and signed for by the 
appropriate Ministry or school official. That official is then able to collect monies 
from the bank, deposited by AGD, and pay staff, obtaining a signature.  The original 
voucher is then returned to the sub treasurers’ office, reconciled with photocopies 
taken earlier, before being brought back to Freetown. 

10.33   In the absence of electronic transfer facilities, we accept that there has to be a system 
of ensuring that provincial staff are paid and that they sign for their salaries.  
However, the employment of seven staff in Bo to service this function is inefficient 
and wasteful.  Effectively, work needs to be performed for one week in the month. 
This would adequately cover all the procedures detailed above.  We fully understand 
that with almost 500 vouchers to be signed for, reconciled and returned to Freetown, 
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work during that one week will be quite intensive, but we do not accept that it requires 
seven people to perform these duties. Our best estimates would be that three or four 
staff would be required during this period, suggesting that three posts could be lost 
immediately without any loss in efficiency. 

10.34   Whilst we have not had the opportunity to visit the Kenema sub-treasurers office, 
given our understanding of the working procedures the employment of six staff looks 
similarly inefficient. Ultimately, sub-treasurer post will disappear, but in the meantime 
We recommend that senior management review the requirements for sub-treasurer 
posts to ensure efficient use of part of their time to reflect the nature and volume of 
the work to be performed. 

 
CONCLUSION 
 
10.35   The Accountant General’s Department is in need of a radical overhaul in order to 

improve efficiency and overall professionalism of the service. Those looking to 
IFMIS to provide the solution are, in our opinion, deluding themselves.  A major 
cultural change is required in this area if confidence is to be restored in a service that 
casts a pall over the whole of MoF. Whilst the appointment of a new Accountant 
General will provide an ideal opportunity to bring about such change, issues such as 
payroll cleaning, staff reductions and increasing efficiency will require considerable 
administrative and political support.  
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SECTION 11: OVERALL CONCLUSION 

 
11.1 The key business objective of MoF is to set sound financial policies for the 

management of public expenditure.  Over the years, significant progress has been 
made by GoSL through the Ministry to maintain macro-economic stability in Sierra 
Leone and much of that is due to the high level of co-operation and integration 
between the key technical departments.  A raft of public financial management 
measures have been introduced  in the past four years, and whilst many are still taking 
time to reach optimum performance, they do represent an operating framework within 
which tighter control of public expenditure can be achieved. 

11.2 Notwithstanding the progress made, we believe that both strategic and structural 
changes need to take place within the Ministry to maintain the efficiency and 
effectiveness gains made in delivering core business objectives. Such changes are the 
next steps in the organizational development of the Ministry and are the result of 
emerging forces (both local and international) driving change as much as the need to 
create a modern response to the business challenges of the future. 

11.3 Our recommendations are far-reaching and affect not only MoF. They address issues 
relating to the mechanisms for conducting Government business and the inter-
relationship between various government ministries.  Our proposals seek to strengthen 
the strategic planning and policy analysis capacity of the Government by 
recommending a structural response operating at the centre of Government machinery 
to provide a focus for this important aspect. 

11.4 Whilst some of our recommendations address the mechanisms of government, others 
affect individual Departments of the Ministry. All Departments have been examined 
through an analytical framework that seeks to identify ‘core’ and ‘non-core’ activities 
of government.  We seek through our recommendations to ensure that MoF only 
undertakes those essential to be performed within the government machinery and 
should be funded accordingly. Monies spent on administration reduces the amount 
available for PRSP priorities. If enhancing service delivery is the goal, whilst reducing 
government’s administration burden, tough choices have to be made. 

11.5 MoF continues to play a major role in public expenditure management reform and our 
departmental specific recommendations seek to build on this progress. For EPRU we 
would like to see sharper focus in relation to the development of fiscal policies aimed 
at job creation and inward investment, a key area if youth unemployment is to be 
addressed. The Budget Bureau, in contributing to maintaining macro-economic 
stability, has a major role to play in developing financial skills for policy makers, but 
also in ensuring the transparency and accountability of seemingly “off-budget” funds.   

11.6 The efficient and effective discharge of debt management responsibilities stands to be 
under-mined if revenue collection and overall institutional capacities remain weak. 
The Revenue and Tax Policy Department needs to re-double its effort in monitoring 
the NRA and in its drive to educate the non tax paying public of the importance of tax 
revenues.  For Internal Audit to realize its full potential, the government of Sierra 
Leone must allocate additional resources to the unit with a view to funding the full 
Internal Audit structure as detailed in the 2002 concept paper. And decentralization 
efforts will fail to gain the confidence of local councils if fiscal decentralization does 
not quickly follow functions.  
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11.7 In comparison to the technical Departments identified above, the largest staffing 
concentrations are in the Administration Department and the Accountant General’s 
Department.  In both these areas we believe that a major culture change is needed in 
order to bring services to an appropriate standard. Structural changes as well as new 
working practices in Administration, can lead to considerable staff savings. However, 
we believe that a step change in performance will only be achieved once the Ministry 
has moved to its new premises. The planning for this move presents management with 
an ideal opportunity to ensure that all building support services are delivered to a new 
specification, and should be bought under contract from the private sector.  

11.8 The Accountant General’s Department is in need of similar professionalisation.  The 
introduction of IFMIS and a newly-appointed Accountant General provides 
management with an opportunity to address over-staffing, inefficiencies and to 
introduce new working practices. Again this will require a sea change in attitudes of 
the current staff and there are signs that this would be welcomed. However, 
management must not under-estimate the enormity of the task before them. 

 
 
 
    
 


