
 

Investigators and Prosecutors collaborate on high profile cases  

SUGAR TAF supports prosecution-guided investigations to Uganda’s Inspectorate of 
Government (IG).Prosecution-guided investigations result in a larger proportion of 
charges laid and increase the likelihood of convictions. 

In the recent past, the investigation of an allegation of corruption or related crimes 
would be handled separately from the prosecution of that case at the IG. Investigators 
would be assigned to a case to gather evidence, and then at a later date, a prosecutor 
would be assigned the file to review and receive the evidence, building the case from 
the earlier investigation. This approach often resulted in prosecutors lacking enough 
and sometimes crucial evidence, limiting the ability of the IG to secure many 
corruption convictions. This is because the investigators needed the guidance on how 
the evidence will fit into the construction of a legally solid case thus building a strong 
case. In many instances, the prosecutor would refer the file back to the investigators 
and request further investigation, leading to more delays, or in the worst case 
scenario, the charge would be dropped or result in acquittal due to insufficient 
evidence. 

Prosecutor-guided investigations have become the norm in many countries. Through 
SUGAR TAF’s support, they are now becoming the norm at the IG. Through both direct 
advice and training, SUGAR TAF has shown the advantages of this approach, and 
officials within the IG are also appreciating the benefits.  

Mr. Joram Magezi, Head of the Directorate of Special Investigations at the Inspectorate 
of Government (IG), has observed that switching to prosecutor-guided investigations 
has improved communication between prosecutors and investigators, reduced friction, 
and improved the quality of evidence gathered and the investigation reports. He 
estimates that it can cut the time to investigate a case by half. Because of these 
advantages, the IG is in the process of writing this change into policy. 

Over at the Judicial Service Commission (JSC), Mr. Julius Mwebembezi, Acting 
Registrar in charge of Planning, Research and Inspectorate, notes that the change to 
prosecutor-guided investigation leads to faster case resolution and higher issuance of 
disciplinary action. He says, “Where the prosecutors lead and work with the 
investigators, there is no challenge at the end of the day, when the prosecutor 
presents his or her case.” 

Mr. Stephen Ratcliff, a SUGAR TAF Advisor on corruption investigations, has advised 
counterparts at both the Office of the Director of Public Prosecutions (ODPP) and IG 
on this approach, and he notes the importance of ongoing communication between the 
investigators and the prosecutors. There are some instances, he says, where 
investigators might be better informed on the case than the prosecutors, and they 



should feel empowered to share what they know and advise the prosecutor before 
following the latter’s decision: “Prosecutor-guided doesn’t mean that you [the 
investigator] sit back and just wait,” he points out. Mr. Magezi concurs: one of the 
reasons why prosecutor-guided investigations are faster, in his experience, is that it 
gives the prosecutors a chance 
to become familiar with the case 
earlier on. The positive 
collaboration is a win for 
everyone. 

 

 

 

 

 

“With prosecution-guided investigations, I think 
they kind of dismantled the silos, you know, 
working individually. It really helps. Because the 
case moves faster and the quality of the evidence 
gathered throughout is very good.”  

– Mr. Joram Magezi, Director of the Directorate of 
Special Investigations, Inspectorate of 
Government 


