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Executive Summary

The Internal Affairs Division of the Department of Revenue was created in January
2010 for the purpose of enhancing the ethical climate of the Department of Revenue.
The Division, under the organizational auspices of the Department of Revenue, is
responsible for conducting inquiries and investigations based on allegations of
misconduct by Bureau of Revenue and Bureau of Customs and Excise managers,
employees and staff. The Division Director works directly for and reports directly to
the Deputy Minister of Revenue. In conjunction with DOR managers the staff of the
Internal Affairs Division (IAD) works to fulfill the mission of IAD through six (6)
major program areas.

At the conclusion of investigations, a report is prepared that objectively provides
information to the DoR managers in order that an adjudicative decision can be made
by the manager, or discipline committee, as to appropriate action.

The Division staff for the foreseeable future will all be located in Monrovia. This
arrangement will require them to have resources and infrastructure in the form of
broadband Internet access, which will facilitate research, and vehicles to insure that
they can routinely visit and interact with all of the offices of the Department of
Revenue.

It is critical that the staff of IAD be actively engaged with the stakeholders within the
Department as well as those outside the organization, insuring a frequent exchange
of information. Although it is imperative that IAD proactively seek to develop
information that lead to investigations, Internal Affairs needs the input and
information from all persons involved in the revenue administration process.

The mission of the Internal Affairs Division is going to be fulfilled only with the
hiring of qualified staff, adequate support for the staff, and mandated involvement of



all DoR managers in improving and enhancing the ethical climate and standards of
the Department.

Introduction

Since 2003 and the signing of the Accra Comprehensive Peace Agreement, the
Government of Liberia, (GOL) has experienced many changes and improvements.
Tax revenues have increased due to many factors, including the beginning of the
GOL to begin thinking in a strategic way on how to administer the business of
running the country. Itis the stated desire of the Bureau of Internal Revenue (BIR)
to “meet international best standards, to raise domestic revenues to help empower
government to better meet the needs of our people and the optimism in the potential
for economic growth that spurs BIR to improve its performance across the board to be
the vanguard of revenue mobilization for the state.” The Bureau of Customs and
Excise Tax (BCE) states in its strategic plan that it intends to “be recognized as a
professional, efficient, and modern Customs service which contributes to economic

growth and the advancement of social welfare of Liberia.”

The stated goals of reform within the BIR are to; “broaden the tax base, encourage a
culture of voluntary compliance and to create a more efficient and effective revenue
business.” The goals that the BCE has outlined for itself are; “To enhance revenue
collections, facilitate legitimate trade, protect the economy and the environment by
adhering to modern Customs standards and procedures and be a repository of trade

statistical data.”



If BIR and BCE are going to be able to accomplish these stated goals, the climate
within the DOR will need to change. Citizens not willingly become part of the tax
base, will not voluntary obey tax laws, and will not openly declare customs duties if
they believe that the money they pay is ultimately ending up in the pockets of DOR
leaders, managers or employees rather than going to the state budget where it can

benefit the entire country.

Another sign of improvement has been the recognition that corruption is a coercive
force that fosters poverty and undermines the above stated goals for both the
Department of Revenue, (DOR), and all of it components. Many steps have been
taken and many actions continue to be taken by GOL and by civil society to address

the problem of corruption in Liberia.

The top leadership of DOR has recognized the need to reverse the long-standing and
widespread practice of payments of gratuities to DOR employees, bribery involving
DOR employees and theft of time a resources by DOR employees. To that end, DOR
has created an organization responsible for the investigation of allegations of
misconduct by DOR employees and citizens that attempt to negatively impact of the
ethical climate of the Department of Revenue. This organization, the Internal Affairs

Division, (IAD), is charged with assisting the management in the oversight of DOR.

The responsibility of organizational oversight is no easy undertaking. At present,
there are approximately 370 employees assigned to the BIR. There are 20 BIR
collectorates, with 18 being rural offices outside the confines of Monrovia. Customs
has XX employees, with XX offices throughout the country. The ability to effectively
oversight over 400 employees, in a total of XX offices, is made difficult by a lack of
adequate transportation throughout the 14 rural counties. However, the ability to
go from place to place within Montserrat County and the capital city of Monrovia is
not an easy undertaking either. Within the capital city, many roads at present are
poor and underdeveloped and traffic congestion persists in most areas at most

times. This and the lack of adequate communications between offices will to some



extent negatively impact on the ability of Internal Security to perform its oversight
function. In order to be effective, the staff of Internal Security will be required to

overcome these obstacles with new and innovative methods.

In conjunction with DOR managers the staff of the Internal Affairs Division (IAD)

works to fulfill the mission of IAD through six (6) major program areas.

These program areas are:

1. Conducting background investigations on applicants seeking employment
with DOR and on current employees of DOR. Background investigations

on current employees are updated on a routine basis;

2. Where necessary, conducting verification checks on information provided

on the Asset Declaration Form by DOR staff;

3. Conducting investigations into allegations of administrative and criminal
misconduct by DOR employees and by taxpayers who seek to corrupt the

tax, customs and other revenue collection systems of Liberia;

4. Educating DOR employees and the public about the existence and mission

of the Internal Affairs Division, DOR;

5. When requested, assisting the Internal Audit Division, DOR in

organizational oversight of DOR policies, procedures and programs;

6. Establish liaison and maintain communication channels with appropriate
law enforcement organizations and agencies as well as professional
organizations and communities to facilitate the receipt of information

pertinent to the mission of the Division.



In the event that the Department of Revenue was to become an Autonomous
Revenue Authority, (ARA), the IAD would assume additional duties to include at

least:
1. The physical security of the offices, building and facilities of the ARA;
2. The physical protection of the Minister of ARA;

3. To the extent provided by law, the physical security of the staff of the ARA

as it relates to their official duties and responsibilities.

Table of Organization

In order for the Office of Internal Affairs to benefit from the Department of Revenue in
terms of resources, immunities and privileges, it is important for Internal Affairs to be
established as a component of the Department of Revenue. A first step in doing this is to
get Internal Affairs on the organizational chart of the Department of Revenue in this

proposed structure.
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With the enormity of tasks entrusted to the Office of Internal affairs, it is important that a
cadre comprised of skilled investigators and accomplished professionals be assembled in

the following structure:
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The Internal Affairs Division, under the Deputy Ministry of Revenue, is charged with
the responsibility of assisting the Ministry enhance the ethical climate within the
organization. This is accomplished through the effective execution of the
investigative program of the Division. The Division conducts investigations in the

areas of applicant and employee background verification, administrative



misconduct investigations, within authorities granted criminal violation
investigations, education efforts directed at both internal and external audiences,
and maintaining effective relations and communication with other organizations

and components of the Government of Liberia.

The senior leader of the Division is the Director, Internal Affairs. This position is
responsible for the overall operations and functioning of the Division and all
subordinate staff. The individual filling the position reports directly to the Deputy
Minister of Revenue, (DoR) and is on the same organizational level as the Directors
for Corporate Service, Revenue Systems Audit, Appeals, Tax Administration Reform
and the Legal Coordinator. Although the Internal Affairs Director attends all senior
Department of Revenue meetings and provides guidance and counsel to the
Minister, this position is not part of the Operations component of DoR. In as much
as the Internal Affairs Division and the Internal Audit Division are oversight
functions of the Department of Revenue, the oversight function Directors are not
involved in or responsible for operational decisions made or actions taken by the

Operations components of DoR.

The next level in the Division is the Deputy Director for Investigations. This position
is charged with the responsibility of supervising all investigations conducted by the
staff, including background and misconduct inquiries. The Deputy Director is also
accountable for the completeness of all investigations and for the accuracy and
understandability of the investigative report. The Deputy Director, Investigations
assists the Division Director in evaluating the performance of each investigator and

assists in the professional development and skill enhancement of each investigator.

At such a time in the future, should the DoR become an autonomous revenue
authority, the Division will assume additional responsibilities in the areas of
security of facilities and the physical security of the Minister of the Authority. These
functions are performed by the Security function of the Ministry of Finance, due to

the placement of the DoR under the Ministry of Finance.



Internal Affairs Strategic Plan 2010 - 2012

While the majority of strategic plans cover a period of three to five years, this
particular plan will address a time frame up to the end of 2012. The strategic plan
for the Department of Revenue ends in 2012 and it is for this reason that this plan

also ends in 2012.

The Internal Affairs Division (IAD) is a new and developing component of the DOR.
The IAD, created in 2010 as a result of technical assistance provided and
recommendations made by the U.S. Treasury Department for the creation of such an
organization, will be expected to set an example of organizational development and

maximum efficiency.

The purpose of this plan is to create a strategy that will assist in developing the
organization, enhancing and improving the operation and effectiveness of the staff
of the Division over the next few years. The strategic plan will provide a broad
framework under which the Director and the staff can base its decisions and actions
to insure conformance with the strategic vision and mission of the Division. In an
effort to assist the DOR in increasing efficiency and enhancing collected revenue, the

Internal Affairs Division has the following vision for the organization.

The Vision Statement

"By the end of 2012, as we focus on continued development and improvement of the
Division, we will serve the model of an innovative, effective internal investigative
organization for the Government of Liberia. The Division will function in such a

manner that will insure we deliver comprehensive investigative services that improve



the efficiency and effectiveness of the Division, resulting initially in improved ethical
conduct by Department of Revenue employees and ultimately in enhanced revenues
F2NI [ AOSNR I d¢

The Mission Statement

It is the desire and expectation of the Internal Security Division leaders and staff to
remain properly focused on the mission of the Division, taking appropriate steps to

insure that actions taken and investigations completed are properly focused.

The mission of the Internal Affairs Department is to enhance the ethical climate of the
Department of Revenue. This is accomplished through investigations conducted into
the background of employees and job applicants, by investigating all those who fail to
adhere to established ethical standards, to detect those who commit corruption and
other crimes and to deter unethical conduct by DoR staff and by those who would
corruptly influence the legal and efficient administration of the Revenue Code of
Liberia. The strategy to meet the mission is to 1) gather all available information
during investigations, 2) provide timely investigative reports that insure the ability of
the reader to make informed and appropriate adjudicative decisions, and 3) inform

stakeholders about the existence and mission of the Division.

The Core Values of the Internal Affairs Division

We act with integrity and communicate honestly and openly.

“We act ethically and with integrity and deal with people and issues openly,
transparently and consistently. We do the right thing even if unpopular or risky”
While these standards are important for the employees of the Department of

Revenue, they are essential for the staff of Internal Affairs. If DOR staff does not



have faith and confidence in the investigators of IAD, they will not confide in them
and will not provide information and intelligence to them. If there is no certainty
that IAD staff will treat information with discretion, respecting the source’s
confidentiality when possible, they will not provide such information. Without the
involvement of DOR employees, the possibility of improving the ethical conduct and

climate of DOR will be hampered.

We require and expect independence

Autonomy and self-determination is fundamental to the success of an internal
investigative organization. The Internal Affairs Division must be able to conduct its
investigations without interference or undue input from outside sources and
persons. The staff of the Division must be the only entity to decide the course and
breadth of investigations. Only after the conclusion of an investigation is it
appropriate for other parties outside the Division to be involved in discussions
about investigative coverage. It is never fitting or proper for outside forces to
attempt to influence or impact on the course of an investigation, the expansion or
termination of and investigation that are based on issues other than investigative

facts.

We are passionate about meeting the needs of our stakeholders and delivering an

impartial investigative product.

In order for DOR managers and public prosecutors to be able to make reasonable
and sound decisions regarding the adjudication investigative reports, it is essential
that all investigations are conducted in a fair and impartial manner, that the report
is prepared in a timely, objective and unbiased format and that stakeholder needs
are considered when making program decisions. Just as it is never appropriate for

outside forces to attempt to influence an investigative outcome, it is also never



acceptable for Internal Affairs to make investigative decisions on personal or non-

objective factors.

We value teamwork

We condemn “we vs. they” thinking. This is a critical value for an internal
investigative organization. We cannot come to believe that everyone outside the
Division is against us. It is critical that we believe and display the belief until each
person proves it wrong everyone in the organization is working toward the same
goals. When working as a team, we will give and receive coaching and feedback
openly and identify new opportunities and approaches for our stakeholders and for

ourselves.

We embrace change

The very nature of the work that Internal Affairs is charged with doing at this time is
causing a change. Previously there was no one in the structure to objectively
conduct inquiries and investigations and to resolve allegations of misconduct. With
the creation of Internal Affairs, an organizational change is occurring that will result
in the ability of DOR to obtain timely and objective information upon which they can
base an adjudicative decision. The creation of the Internal Affairs Division is not
only a change in structure but also will result in a change in working conditions and
ethical climate within the Department. This change is overdue and welcomed by the
Internal Affairs staff. The Internal Affairs staff is optimistic that the staff of DOR will

welcome this change.



The Goals of Internal Affairs Division

The goals of the Internal Affairs Division were established and are focused on
insuring that the mission of the Internal Affairs Department is delivered to all of the
stakeholders. The Division perceives that the stakeholders involved in the process
are all managers and employees of the DoR, the professional community that relates
to and interacts with the DoR staff, the public in general and the Parliament of the
GOL. In order to meet the expectations both perceived and stated, the Division and
its staff expect to enhance the professional standards of all staff of the Department
of Revenue. This is accomplished through the Background Program, by
investigating all those who fail to adhere to established ethical standards, and to
detect those who commit corruption and other crimes. The strategy is to gather all
available information and provide investigative reports that insure the ability of the

intended reader to make appropriate adjudicative decisions. ”

1. To perform timely and objective investigations on the background of each

applicant and employee of the Department.

The ability of the DoR to enhance the ethical climate of the organization and to
improve the ethical behavior of the staff starts before a person becomes an
employee of the Department. With the examination of a person’s prior behavior,
the DoR will be better able to insure that the people being hired have a history of

honest, ethical conduct.

As the program expands to include the examination of existing employees, the
ability will exist to determine which current employees are conducting
themselves in an unethical manner when outside of work. This determination
will help focus attention on those people and will assist in determining if any
such undesirable demeanor is an isolated incident or if the employee brings the
unacceptable behavior onto the job as they interact with the public and other

employees.



2. To perform timely, objective and complete investigations into allegations of
misconduct by Department managers and employees as such misconduct relates
to or impacts on the professional responsibilities of the managers and

employees.

Once a person is on the job within DoR, there is no doubt many opportunities for
corrupt, unethical acts. The conducting of investigations into allegations of
misconduct will help detect those acts as well as deter the continuation of
practices that may have before gone undetected and undeterred. The
investigations conducted will be objective without a misguided agenda. The
goals of these investigations are not to verify wrongdoing but rather will be
focused on determining the facts as they relate to the allegation. When the facts
are developed, it will be possible to determine the validity of the claim of
wrongdoing. The goal of the investigations will be to develop the facts, not to
prove the employee guilty or innocent, and let the facts prove or disprove the

case.

3. To routinely interact with other governmental components in order to facilitate

the receipt of information relating to the mission of the Division.

Neither the DoR nor the IAD can operate in isolation. Therefore, it is essential
that the staff of the Division vigorously work to establish and foster professional
relationships with other law enforcement and non-law enforcement entities
within the GOL. Also to this end, some efforts are needed to establish
relationship with other investigative functions in other countries in the region.
The effective exchange of information does not start with a phone call that
requires an introduction as to who is speaking; it will start when IAD staff makes

the effort to know other persons without needing anything from the other entity.



4. To educate and inform the stakeholders about the existence and mission of the

Division,

The ability to improve and enhance the ethical climate within the Department
will be made increased by developing additional sources of information and
intelligence. Through the use of sources from both inside the Department of
Revenue and those outside the Department that intact with and relate to
employees, the Internal Affairs Division will be able to leverage its efforts and
greatly increase the amount of information coming to the attention of the
Division. Educating all stakeholders about the existence and mission of Internal

Affairs will provide more opportunities for discussion and more

5. To develop actionable intelligence from various source, where such intelligence
that will result in the initiation of investigations that relate to the authority and

jurisdiction of the Division.

One of the keys to the success of the Internal Affairs Division is the ability to
receive complaints and investigate those complaints. Another key is the skills to
receive data in the form of intelligence and turn that raw intelligence into
actionable intelligence. This requires the sources that will provide the IAD staff
with intelligence that may or may not name an individual employee in the
scheme to commit violations of the Code of Conduct or criminal laws. The staff
of IAD will need to have and utilize the skills to receive intelligence, process it
through a generally accepted method called “the intelligence cycle” and
ultimately end up producing intelligence upon with actions can be taken and

investigations can be based.



6. To assist in the oversight of the Department by providing pertinent and
significant information to the Internal Audit Division when such information is
developed during the course of investigations or the receipt of information from

other sources.

The two major components of the oversight of an organization are generally
considered to be an Internal Affairs Division, which conducts investigations and
inquiries, and the Internal Audit Division, which conducts systems examinations
of policy and procedural compliance by the staff of the organization. These two
oversight components should routinely interact and exchange information based
upon each section’s competencies. Internal Affairs will when the situation
dictates advises Internal Audit of systemic breakdowns and weaknesses which

are disclosed during the course of investigative activities.

Performance Management

The ability to measure performance of the Internal Affairs Division is critical to the
success and improvement of the Division, the Director and its staff. Many factors go
into determining the performance of an investigative function. To insure that the
Division is at least meeting expectations, if not consistently exceeding them, the
Director should conduct a quarterly review of the activities and investigations that
have occurred during the prior quarter. Additionally, annually a cumulative report
should be prepared and provided to the DMR, the managers and staff of DoR, and

the Personnel function of MOF.

Some of the review criteria will be in the general program areas of:

Investigative timeliness

Completeness of investigations

Were the reports objectively, properly and accurately written

= =| =2 =

Was due professional care exercised in the completion of investigations



1 Evaluation of complaints and information received to verify proper
disposition, (were investigations initiated or not-was the decision
proper)

1 Evaluation the outreach programs and determine appropriate actions for
subsequent quarter, (are all DoR office staff being routinely contacted or
are some office being ignored)

1 Dispositions, both administrative and criminal, that were based on an

investigation conducted by IAD.



