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INTRODUCTION

1. During the Round Table Conference of January 1995, the international community
supported the three objectives of the Rwandan Government as regards the restoration of
management capacity which were:
(i) reorganizing and strengthening the public sector's management capacities at the 

central and local levels as a result of the redefinition of Government's missions and
its role in the national economy;

(ii) rehabilitating and reorganizing the judicial system
(iii) energizing the participation of national actors in the development process.

2. Concerning the public sector's management capacities, the Government's
objectives were

(a) to restaure operational capacity, namely the rehabilitation of public building
through reequipment of Government's services particulary by taking transitory
mesures necessary to limitate the number of staff at 50% of the 1994 pre-crisis
level, while improving the efficiency of public services,

(b) to strengthen the national capacity of analysis, preparation and implementation
of development programmes, namely fincancial and economic management and,

(c) to reorganize the local administration. The needed ressources for these activities
were initially estimetated at about US $ 7 million without including the
equipment and the rehabilitation of building

3. Concerning justice and eradication of impunity, the Government's objectives were

(a) to reorganize the judiciary system by promoting the separation of powers and
independance of the magistrature, setting up the institutions provided in Arusha
Peace Accord (namely, the Supreme Court and the Higher Council of
Magistrates) and preparing essential documents related to the judicial staff,
penal code, setting up a human rights commission and a bar, and

(b) to bring genocide perpetrators to justice which is a pre-condition to national
reconciliation while enabling to avoid "mass justice", reforming laws through
the different clauses of Arusha Peace Accord and rehabilitating the judicial
system.

The financial ressources necessary for these activities were initially estimated at US $ 4.8
million, excluding costs related to the security system.
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4. Concerning the participation in the development process, the objectives were:

(a) supporting the recovery of the private sector and,
(b) energizing local self-promotion through the creation of a support fund to

groups and NGOs.

The financial ressources necessary for these activities were initially estimated at US $ 7.8
million in addition to  the private sector rehabilitation fund of US $ 50 million.

5. This document is only concerned with the Central Government management
capacity.  Other areas covered by the documents on other 1996 Round Table conference
workshops. On reviewing the other activities already implemented (section 1),
Government amended its objectives (section 2) with a view to developping a new plan of
action for the coming three years (section 3).
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SECTION 1: CONTEXT AND PROGRESS TO DATE

6. As already mentioned at the Mid-term Review held in July, efforts to restore and
build capacity in the central administration have taken place under difficult conditions,
characterized by (i) severe budgetary constraints forcing extremely low salary levels in the
public sector, especially after the rise in the cost of living caused by the 50% depreciation
of the Rwandan Franc (RWF), and (ii) constant needs for crisis management and "fire-
fighting", making it difficult to undertake longer term capacity building initiatives.

The regional and local administrations, which also lack the most basic human and
physical resources have faced a rapid increase in the demand for services to address
problems resulting from the war and genocide, including the need to support (i) the
reintegration of refugees and displaced persons, (ii) the restoration of social peace and
security, (iii) the administration of justice for those accused of crimes of genocide, and (iv)
the provision of assistance to victims of the genocide, especially widows and orphans. The
"accelerated plan of action" for returnee resettlemnt has also intensified the need to restore
capacity to local structures.

1.1  Contribution from donors

7. As of February 1996, pledges from the international community in support of state
capacity-building have reached US$ 96.3 Million, with US$ 71 Million "committed" and
US$ 53 Million disbursed, more than twice the amounts reported at the July Mid-term
Review. Most of this support have however been allocated for the "Justice and Security"
component. Considering only the administrative and management aspect (excluding
assistance to justice sectors), pledges now total US$ 27.9 Million, with US$ 19.3 Million
committed and US$ 9.9 Million disbursed. The largest contributions have come from
Belgium, the Bretton Woods institutions, European Union, Germany, UNDP and the
United Kingdom. It should also be noted that these figures do not include financial
support for physical rehabilitation of office buildings and equipment as well as salary
payments, amounting to about US$ 100 Million, which is recorded under support to the
National Budget and the Balance of Payments.

1.2  Restoring Basic Operational Capacity

8. Significant progress has been made in restoring further basic operational capacity
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in the central administration. The rehabilitation of public buildings has been supported by
the Netherlands, through the UNDP Trust Fund. Equipment and vehicles have been
provided through the support of Germany (US$ 7.2 Million), USA (US$ 4 Million), the
Netherlands (US$2.5 Million) and the United Kingdom (US$ 1.3 Million) as well as UN
agencies and NGOs. Whilst the equipment provided has greatly assisted in restoring
capacity at the central administrative level, the "prefectures" and "communes" still lack the
basic office equipment and modes of transport necessary to carry out their functions.

1.3 Rebuilding National Capacity through Quantity

9. With regards to human resources, staff levels (according to provisional results
from the  census carried out in December 1995) have reached 44,470, against 22,000 in
November 1994. Whereas less than 20% of staff working for the central administration is
located in Kigali-ville, about half of para-statals workers is found in the capital (See Annex
A). Within the central administration which employs a civilian work force of almost
38,000, the Ministry of Primary and Secondary Education accounts for 58% of the total,
followed by the Ministry of Health (11%), Ministry of Interior (10%) and the Ministry of
Public Works and Energy (6%). In total, the six (06) ministries in charge of social sectors
(education, health, social affairs, family and women, and youth) account for 72% of the
civilian work force employed in the central administration. Government has thus restored
staff levels roughly in lines with the limits agreed to with the Bretton Woods institutions.
The next step calls for setting up a mechanism to monitor and reconcile payroll data with
establishment data.

10. In addition to the horizontal (across ministries) distribution mentioned above,
another type of distribution is relevant in national capacity building: that of staff at
different levels of the public sector from the most senior to the lowest level employees.
While staffing levels have been restored to some 55% of the pre-genocide level
(excluding teachers), the distribution of staff appears highly skewed to the very top and
the very bottom. If teachers and health workers were removed from the total figure, about
8,000  employees remain as managers and support staff. Of these about 600 belong to the
management categories (See Table on page 16).

The rest 7,400 are support staff. As would be expected, there has been  an over-supply of
the support staff category. In order to meet urgent rehabilitation needs, recruitment of this
category has been delegated to individual ministries with no systematic procedures to
ensure the procurement of the right support staff for the right posts.

In the case of the most senior level, competitive examinations were held and a Canadian
firm was called upon to assess the candidates to ensure transparency (see paragraph #13
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below). This is how the 150 highest "technical" positions were filled. At the professional
level, a large number of the estimated 2 800 posts remain largely vacant and the largest
gap in capacity is found at the middle level, especially at or just below the level of
division chiefs.

1.4 Facing the Budgetary Constraint

11. As mentioned above (paragraph #9), 31,794 people were listed on the December
1995 payroll, including 19,701 teachers and other staff working in training institutions.
The civilian wage bill was RWF 442 Million, yielding an average salary of RWF 13,900
per civil servant. Based on a sample of about 4,000 census returns (almost 10% of total),
the remuneration distribution appears strongly skewed, with 80% of the employees
accounting for only 40% of the wage bill (See Annex B). More importantly, some 80% of
employees is earning less than RWF 20,000 (gross) per month. Yet, due mainly to the
relatively high inflation over the last two years, the poverty line (defined by the World
Bank, based on the 1983-85 Expenditure Survey) is now estimated to range from RWF
13,671 (per month) in Cyangugu to RWF 18,000 in Kigali and RWF 19,400 in Gikongoro.
It thus follows that if there were only one income earner in the family, 80% of civil
servants would be living below the poverty line in most parts of Rwanda since 1994, in
spite of additional financial and in-kind allowances. The donor community, including
NGOs, have been meanwhile paying three times more than Government for equivalent
skills, causing a high turn-over of professionals in all ministries.

12. In order to improve civil service conditions and to reduce staff turn-over,
Government has decided to increase the base salaries by 20% for all Government
employees, retroactive to 1st January 1996. Although the increase is relatively limited
when compared to the recent loss in the purchasing power, the 1996 wage bill is estimated
to reach RWF 17.2 Billion, equivalent to 57% of Government Revenue and to 4,2 % of
GDP (See Table B Below).

Prior to the salary increase the ministry of Health had issued guidelines for NGOs
requesting them to limit salary supplements to 50% for all doctors and nurses. In the
Justice sector, donors have also agreed to pay salary supplements up to 200% of base
salaries in order to attract competent magistrates and other judiciary officers. Finally,
Government has set up an inter-ministerial commission to appreciate the finding of a study
(completed by trade unions) which suggested that the "minimum living wage" should be
about RWF 45,000 (US $ 150) per month for a household of five in Kigali.
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TABLE B: COMPOSITION OF THE WAGE BILL (1995-96)
(In RWF Billions)

1990 1995 1996 (Est)

Civilian  9.6  6.1  8.2
Military  2.1  7.4  9.0

---- ---- ----
Total 11,7 13.5 17.2

Notes: In % of Govt
Revenue 54%  58%  57%
In % of GDP 5.5%  4.1%  4.2%

1.5  National Capacity Building through Quality

13. Civil service recruitment and promotion policies, as much as salary policy, play an
essential role in the development of a well qualified and well motivated workforce. In
contrast to patrimonial practices of the past which had emphasized ethnic quotas, the
Government has opted for open and competitive  recruitment and promotion procedures
for all staff, including those working for para-statals, to ensure that those selected are
chosen on the basis of qualification requirements to meet job profiles.

Selection for positions up to the General Directors' level requires a competitive
examination administered by a recruitment commission presided by Ministry of Civil
Service and the Ministry concerned serving as vice-president. The examination includes a
written component in two parts designed to assess management and technical aptitudes
respectively and is followed by an interview. The quality of the university degrees as well
as of past experience also counts in the selection process. The 20 Directors General (DGs)
have thus been selected during the second quarter and the 95 directors (reporting to DGs)
during the fourth quarter of 1995. The 220 division chiefs (reporting to Directors) are
expected to be nominated shortly. Although all candidates present in the country could
apply for any positions, the emphasis on qualification (university degrees account for 40%
of the maximum marks) has understandably led to the selection of well educated
candidates but with relatively limited administrative experience.

14.  National capacity building is not merely a matter of filling posts and increasing the
numbers of those employed. The capacity of individual staff to perform must also be
increased. The capacity of managers to perform can be improved by specific training,
enabling them to acquire new knowledge, new skills as well as appropriate attitudes and
motivations. In the Rwandan case, training has a special role to play to meet the need for
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more administrative experience. This gap is being assessed and would be filled by
carefully designed and targeted improvement training. Specific training programmes
targeting professional staff in the Justice and Security sectors have been initiated,
especially for future magistrates, judiciary police and "gendarmerie" officers. Short term
seminars have been conducted in the country, especially for statisticians and
burgomasters. Study tours have been organized for specific officials, especially those
working for the ministries of Finance, of Planning, and the Central Bank. A training
programme to improve the management skills of some 70 top executives (DirCabs, DGs
and prefects) started in May 1996. More importantly, a training needs assessment from top
to the level of Director in the public service is being conducted and a comprehensive
training programme for these managers will be completed within 1996, including the need
for language training. But numbers and individuals are not the same as institutions. Thus,
it is also essential to increase the capacity of institutions as institutions.

1.6  Improving Capacity through Institutional Building

15. Institutions have a greater life than the individuals that make up those institutions.
Apart from imparting additional knowledge, new skills and appropriate attitudes to
managers in the institutions, Government also finds it necessary to ensure the following
institutional capacity aspects:

(i) the articulation of the objectives of the institutions so that institutional members
share a common goals and vision;
(ii) the design and redesign of the organizational structures of the institutions to ensue
that the internal set up is conducive to the achievement of the common goals and
vision;
(iii) the establishment of rules, procedures and systems that encourage higher
productivity and performance.
(iv) the promotion of a set of attitudes, beliefs and standards that constitute the
organization culture to which members are highly committed and which guide their
behaviour.

16. In the Rwandan case, the code of conduct and ethics to be established must be
one that will ensure that civil servants are henceforth capable of resisting and preventing
genocidal behaviour. As well, the Government is currently structured along the lines
established in the Arusha Peace Accord, yielding 23 ministries, to meet the power sharing
objective. Until this relatively large number of ministries could be reduced, Government
has identified priority institutions for its capacity strengthening programme: those
responsible of priority programmes of (i) returnee resettlement, (ii) justice and security, and
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(iii) macro-economic management, especially revenue collection. In addition to
institutional building of individual organizations and ministries, Government also finds
essential to improve the "task network", the links between all institutions and
organizations which carry out or support state activities.

1.7  Improving Coordination of State Activities

17. Coordination of state activities has been improved within the ministries through
the decision to make Directors of Cabinet (DirCabs) the "deputy" to the Minister
concerned. Directors General are now reporting to the Ministers through the DirCabs.
The latter keep constantly in touch one with the other and with advisers at the
presidency, vice-presidency and the Prime Minister's office. Selected DGs are also part of
ad hoc working groups, such as those formed for the preparation of the Round-table
documents. More recently, a macro-economic group has been set up to monitor the
economic and financial situation and advise the Government accordingly. Ministries such
as Planning, Finance and Public Service are still improving coordination at the technical
level. At the "political level", coordination among ministries is mainly operated during
Cabinet meetings.

1.8  Current Challenges

18. The first challenge for the Government is to mobilise and renforce national
capacity. Most donors and their executing agencies would prefer to provide technical
experts as the main modality of assistance to Government's efforts to build national
capacity. It involves recruitment of technical personnel, both international and national,
and assigning them to Government. The challenge remains as how to rapidly provide
technical personnel when needed and how to transfer the know-how and expertise to the
recipient institutions to ensure reduced dependency in the future.

19. In sum, significant progress has been achieved to restore the basic operational
capacity of Government with donor support:

(i) staff complement has been restored,
(ii) urgent training programmes are well underway, and
(iii) coordination both within and between ministries has been strengthened.

The success of Rwanda's development strategies will however rest to a large extent on the
availability of competent personnel to plan, manage and monitor the priority programmes
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identified in the 1996-98 Public Investment Programme (PIP). Yet, Rwanda suffers from a
critical skills gap at all levels in its civil service which still faces the challenge to attract and
retain competent personnel.
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SECTION 2: NATIONAL CAPACITY BUILDING
OBJECTIVES AND STRATEGIES

20. National capacity building has been defined by Government as the ability of
individuals as well as institutions to formulate their objectives and achieve them
efficiently. As suggested above, Government has extensively reviewed its objectives and
strategies in national capacity building, addressing systematically (i) the overall national
environment, (ii) the public sector context, (iii) the task network, (iv) the institutions and
their management, and (v) the demand and supply of human resources.

2.1 The Overall National Environment

21. In spite of continuing instability in the Great Lakes region, Government has
restored relative peace and stability in the country which are preconditions for the
productivity of labour. The economic decline of the civil war period has been reversed.
Government has also pursued a policy of political reconciliation through the formation of
a government of national unity. As well, Government has started resettling the "old case-
load" refugees and is sparing no effort in attracting back the new refugees from the
neighbouring countries.

22. The Government believes that the market for labour should be regulated by the
laws of supply and demand for labour. It will then take short and long term measures to
ensure that there is no over-production or under-production of human resources.
Government will also continue to produce a large number of required human resources
where the private sector training institutions are not likely to enter the market because the
sunk costs are heavy or the time frame of investment in the human resources production is
too long for them. This is likely to be the case with university and higher technical
education.

2.2 The Public Sector Context

23. The Government will set up a regulator and legal framework for the production
and utilization of high level human resources in the economy. It is government policy to
delegate this responsibility to autonomous bodies such as the university and institutes of
higher learning. Government will also encourage the consolidation of professional
associations (e.g. for accountants, engineers, doctors, consultants). Where these
associations do not exist government will encourage their formation. Apart from meeting
the objective of national capacity building, this will enhance the Government objective of
promoting the development of a vigorous civil society.
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24. It is the intention of Government to keep the public sector small, streamlined,
productive, responsive and well paid. It is therefore Government policy to shade off
administrative overload at the center by delegating more and more activities to the private
sector, NGOs and other institutions in civil society. Government will also reduce central
government overload by devolving greater powers to local communities. This will also
meet the Government objective of enhancing local participation and self-governance. In
this spirit of promoting higher public sector productivity, it has been and continues to be
the policy of Government to reform and streamline the public enterprise sector through
privatization measures. This policy will be intensified and completed in the next three
years; a national seminar on privatisation has been organised in May 1996 and the legal
framework of privatisation has been adopted by the National Assembly.

25. The Government has embarked on rehabilitating the training centers of Murambi in
Gitarama and Muhima in Kigali. These facilities will be used to meet governments short
term training objective. It is the policy of Government to promote a joint venture effort
between Government and private sector to set up a National Institute of Management as a
medium term objective.

2.3 The Task Network Context and coordination

26. During the last two years, efforts have been focused on restoring the capacity of
central ministries involved in overall co-ordination of key government activities including
Prime minister's office, Public Service, Interior and Local development, Justice, Finance and
Planning. It is Government intention to broaden the range of the reinforced network of
central coordinating institutions, including the president's office, that of the vice president
and the ministry of foreign affairs.

2.4 The Organization and its Management

27. Government has restored staffing levels from the top to the level of Director. It
intends to complete the restaffing exercise before the end of 1996. It has embarked on a
study of the structure and function of government departments. The recommendations of
this study will lead to the rationalization and streamlining of the ministries to produce a
lean, optimal, productive and responsive public sector. Government is also setting up a
computerized human resources management system to ensure proper recruitment,
motivation, utilization, recognition, and retention of staff.

2.5 Demand and Supply of Human Resources

28. Following the 1994 genocide, the deficit in human resources in Rwanda is
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enormous. The ideal condition is for the supply of skilled labour to be raised in order to
balance the demand for labour. What is also happening is shortages of some types of
labour coinciding with unemployment of other types of labour. As would be expected,
oversupplied labour gets underpaid and under-employed; and under-supplied labour gets
overpaid and overworked. While Government believes that competition should regulate
the market for labour, it will monitor the market and seek to influence conditions in the
market to ensure that dislocating imbalances are anticipated, planned for, and avoided.

2.6 The Four Priority Objectives

29. The first objective of Government is to reverse the inability of the public sector
to attract and retain qualified staff due to extremely low salaries and other incentives.

30. The second priority objective of the Government is to begin to address the issue
of shortage of critical high level manpower, the demand far exceeds the supply.
Government intends to stabilize the labour market by anticipating shortages and initiating
measures to accelerate the increase of qualified manpower.

31. The third priority objective of Government is to uplift the current low levels of
productivity and quality service among staff. The Government recognizes that while staff
are highly educated, they lack both relevant experience and training.

32. The fourth objective of Government is to promote the capacity for social
harmony. The genocide was proof of a major national vulnerability of social groups living
in Rwanda. It is imperative that measures be taken to build national capacity for mutual
confidence. Managers, professionals leaders and citizens need to be imbued with a code
of ethic and moral standards fostering tolerance and mutual respect.

33. The review of the capacity building activities of the last two years identified gaps
that need to filled with the new objectives stated above. These objectives have been
translated into short and medium term strategies which are summarized in the table
overleaf.
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TABLE C: OBJECTIVES AND STRATEGIES TO THE YEAR 2000

Strategies to build national capacity
Capacity building
objectives

Medium-term priorities in
national capacity building
(1996-1998)

Longer term priorities to
the year 2000

1. Promoting the
ability of the
government to attract
and retain staff

° A gradual increase of salaries
° Introduction of performance
based salary supplements for
selected critical staff and
ministries
° Determine feasibility of
introducing market driven staff
welfare programmes in
housing, transport, and health
care

° Salaries would be increased
to achieve a living wage
° Embark on full scale
implementation of market
driven staff welfare
programmes in housing,
transport and health care

2. Availability of
critical high level
Manpower

° Conduct an analysis of the
demand and supply of
manpower for the Rwanda
Economy and make
projections of future
requirements
° Determine Technical
Assistance needs and mobilize
assistance to meet them

° Consolidate higher education
measures to produce projected
manpower requirements

3. High levels of
productivity and
quality service. Need
to improve institutional
capacity in key areas

° Building Macro-Economic
Management capacity through
institutional reorganization and
training of relevant staff
especially in the Ministries of
Finance and Planning
° Reorganize and train to
strengthen capacity for
planning, budgeting,
programming and accounting
° Reorganize and train to build
capacity for effective co-
ordination of policies and
operations
° Reorganize and train to build
capacity for entrepreneurial
development in agriculture,
commerce and industry

° Consolidate building macro-
economic management
capacity through institutional
reorganization and training of
relevant staff especially in the
ministries of Finance and
Planning
° Strengthen capacity for
strategic thinking, planning,
budgeting, programming and
accounting
° Build capacity for effective
co-ordination of policies and
operations
° Build capacity for
entrepreneurial development in
agriculture, commerce and
industry

4. Develop and nurture
national capacity for
groups to live in social
harmony.

° Conduct pilot phase to
determine training
methodology in civic and
moral education. This should
include issues of ethics,
transparency and
accountability

° Consolidate civic and moral
education. This should include
issues of ethics, transparency
and accountability
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2.7 The role of the State and the Private Sector in National Capacity Building

34. The Government of Rwanda will continue to play the role of key partner in
development. Whereas the past Government was greatly involved in the direct production
of goods and services, this Government will spend more effort in facilitating and
regulating rather in production of the services. The government will be more of the umpire
rather than the player. the government will formulate the rules of the game and regulate
the key procedures to follow those rules. The limited role of the State as producer of
goods and services will be confined to cases of market failure. In the specific case of
building capacity, the Government will play its part and encourage: (i) donors, (ii) the
private sector, (iii) local and national associations of professions and occupations, to also
make their contribution.

35. In the case of state capacity building, it will be the responsibility of the State to
determine the priority objectives, the training needs, and the training policy. But the actual
delivery of training can be left to private sector training institutions, local and professional
associations (accountants, lawyers, doctors). It may be the responsibility of the State to
define education policy of the country. But the actual delivery of education will be a
mixture of public and private provision. In this context, the State would also participate in
the establishment and monitoring of standards.

36. It is the intention of Government to build a vigorous and competitive private sector
providing education and training at all levels. There should be a large number of private
sector consulting firms. In order for the private sector to play a great role in national
capacity building it is essential for the Government to create an enabling environment.

In order for private sector training providers to emerge in Rwanda, the Government will
put in place policy instruments and projects that encourage the growth of private
consulting firms and associations. Transaction costs of market entry such as restrictive and
complicated licensing requirements will be reduced and bidding requirements that favour
large and long established firms will be amended in favour of newly established firms.

37. Local associations have emerged and solidly are establishing themselves in
Rwanda. Government appreciates the fact that a large number of NGOs are providing
urgently needed services. The NGOs sector is recognized by Government as a key partner
in development. It is the intention of the Government to take advantage of the existence
and development of the local associations sector to delegate and shade off those projects
which are best done by them. In this case, the role of the state is to monitor and to
regulate. The Government will encourage NGOs themselves to become indigenized and
localized so that in the long run international NGOs become less involved and local
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associations capacity increases. The Government will encourage NGOs to invest in
training their own staff and in improving their performance. In so doing they will
contribute to overall national capacity building.

38. The Government emphasizes the role of donors in national capacity building as to
facilitate the mobilization of funds and other resources to support national capacity
building efforts. The Government will consolidate the excellent bilateral and multilateral
relations that have enabled the donors to mobilize resources and to channel them to
programmes that were urgently needed. The Government will reinforce its own machinery
of aid management and development programming to ensure that it is conducive to the
smooth flow and efficient utilization of aid resources.

39. The bulk of development activities take place at the local community level. A large
number of national capacity resources are deployed at that level. The Government intends
to invest significant resources in the development of grassroots initiatives. It is the
intention of Government to devolve more and more powers to the local level and to
promote local participation programs.

2.8 The Reform Agenda

40. Considering the above-mentionned objectives and strategies, the concerned
Ministry has submitted to the Government the elements of it new vision of the Rwandan
Civil Service. These elements include

(i)    an optimum but limited number of civil servants,

(ii)   a clarification of missions and objectives,

(iii)  women and men working side by side at all levels,

(iv) a human ressources management based on labour market regulations and
the requirement of performances (productivity),

(v) a responsiveness and customer service driven, and responsible and
accountable.

41. To operationalize the proposed reform, the following ten (10) programmes
constitute "the agenda for action" in progress or planned for the 1996/98 period:

(i) rationalization of structures and workforce
(ii) strategic analysis and thinking,
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(iii) personnel records and data management,
(iv) attractive wages and salaries,
(v) recruitment, selection and pay on merit,
(vi) results oriented management,
(vii) performance improving staff development,
(viii) retooling and equipment,
(ix) information and communication,
(x) civil rights and women participation.

The specific activities planned in each of these programmes are explained in details in the
following table :
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TABLE D: THE AGENDA FOR ACTION (1996-1998)

PROGR
AMME

ACTIVITY ELEMENTS

ACTIVITY 1. ACTIVITY 2. ACTIVITY 3.
Rationali
sation

Reviewing the structure
and functions of 22
ministries

Reviewing the structure
and functions of 11
prefectures

Re-deployment and
retraining

Strategic
analysis
and
thinking

Designing and installing
strategic Planning in
Ministries

Designing and installing
strategic plans in
prefectures

Evaluation after a three
years period

Personne
l records
and data
managem
ent

Modernise personnel
records and information

Modernise personnel
records and information

Establish links in a
cluster of co-ordinating
Ministries

Wages
and
salaries
systems

Designing Staff Welfare
Programmes

Wage bill modelling,
monitoring of payroll
and personnel
establishment

Job evaluation for new
redesign of
compensation system

Recruitm
ent and
selection
on merit

Revising the Public
Service Statute

Developing and
Installing a new system
of recruitment

Developing and
introducing modern
objective personnel
performance appraisal
systems

Results
oriented
managem
ent

Conducting baseline
studies for installing
results oriented
management (ROM):
pilot schemes

Installing ROM in
central ministries (22)

Installing (ROM) in
prefectures (II)

Performa
nce
improve
ment
staff
develop
ment

Rehabilitation Training
Centres

Designing and
Conducting Training
Programmes

Establish National
Institute of
Management (NIM)

Retoolin
g and
equipme
nt

Installing Minimum
Package of tools and
equipment in each
Ministry.

Installing advanced tools
and equipment in each
Ministry.

Installing a model of
assets management

Informati
on and
communi
cation

Establishing information
and communication
among central policy
institutions

Expand it to all
Ministries

Expand it to all
Prefectures

Civil
rights
and
equity

Training women
managers

Increasing women
participation in
management

Desinging programmes
for promoting ethics
and good service.
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SECTION 3: PRIORITY PROGRAMME OF ACTION

42. The previous analysis of objectives and strategies is in keeping with the medium-
and long-term perspective. The priority action plan below described  precises immediate
actions which will constitute the basic elements for the government action during the
coming years.

3.1 A gradual increase of salaries .

43. The study of salaries in the public sector has cleary  showed that it would  be
necessary to globally treble the civil servants' salaries in order to regain the purchasing
power of the middle of the 80's.  Such income level would enable the majority of civil
servants to live above the absolute poverty line.  It would also enable the Government to
take on and maintain qualified civil servants.

44. The volume of budgetary receipts is supposed to increase more rapidly than the
GDP in order to reach almost RWF 57.6 billion  in 1998. The increase in the wage bill will
be maintained at the same rate of increase in the GDP itself, thus leaving an additional
margin to finance the Government's other priority expenditures (see the above table).  This
increase in the wage bill will not enable toregain the purchasing power on the middle of
the 80's. At therfore seems necessary to reduce the number of civil servants. This
reduction will take place at the same time as the demobilisation programme already
planned. The "military" wage bill will be stabilized and will no longer increase at the same
rate as the inflation projected for 1997-98 period ( 5% per year). While promoting the
social sectors, Governement intends to maintain constant the current staffing level of the
Civil Service. Under these conditions, the salary rates in the civil sector would increase by
34% per year, on average, during the 1997-98 period-

TABLE E: WAGE BILL 1995-98
(in Billion Francs)

1995 1996 1997 1998

Civil  6,1  8,2  11,1 14,8
Military  7,4  9,0  9,5 9,9

Total 13,5 17,2 20,6 24,7
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Notes:

In budg. revenue     58%  57%  47%  43%

In % of GDP  4,1%  4,2%  4,2%  4,1%

3.2 Introduction of performance based incentives.

45. In spite of the above -planned salary increases, the Government would not be in a
position to attract and maintain competent civil servants necessary to the administration of
the Civil Service.  Thus,  it is in the intention of the Government to pay "performance
bases incentives to strategic task forces". Performance-based incentives would butt
concern differnent groups totaling 600 people at the monthly rate of $ 500 per person
and will enable toretain the most outstanding civil servants as different levels of
responsabilities. The overall bonuses would amount to US $ 3.5 million per year, i.e. RWF
1.1 billion.

Table F: THE STRUCTURAL UNITS IN MINISTRIES
(Budgetary Posts)

A- Senior Management: 203
(down to the Directors' level)

B- Middle Management:   390
(Chiefs of Division and most Advisors)

C- Professionals (estimated): 2,779

Grand total (A+B+C) 3,372

46. Specifically speaking,  the Government intends to harmonize the current policy (see
paragraph 12) of paying performance bonuses to civil servantsunder particulary
conditions in some ministries ( Ministries of Finance, Justice, Heath, Higher Education
and Planning).  Those concerned in the Ministries  of Finance are Government revenue-
collectors, in the Ministry of Justice: magistrates and judicial officers, in the ministry of
Health: doctors, medical assistants, nurses and auxilliaries, in the Ministry of Higher
Education: lectures and professors, in the Ministry of Planning: planning officers. The
cases of primary and secondary scholl teachers will deserve a particular study.

47. To harmonize the performance bonus system and make it an instrument of the
promotion of excellence, Government will keep on with the current studies in order to
rapidly organize concertations with donors on the subject of human ressources
development immediately after the Round Table Conference. Bonuses will have to be
paid on the basis of performances clearly established and be reduced with the increase in
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the salaries paid by the Government. They are supposed to come to an end towards the
year 2000.

3.3  Market driven staff welfare programmes

48. Government believes that one effective way of retaining staff is through incentives
other than money such as staff welfare programmes. Staff can be tied down in an
organization because of long term loans for housing even if salary rates are low. They act
as intra organization pull factors against higher salary attractions in other sectors. More
over, they increase the motivation of workers and potentially enhance productivity. But
Government will avoid the old route of subsidies through public enterprises. It thus
favours funding methods that will encourage the growth of private sector provision of
housing, transport, health services. The Ministry of Public Service has estimated the cost
of market driven staff welfare programmes at US $ 7.6 millions and contributions from
donors would be needed for about 60% of this total.

49. Developing private sector provision might take a long time and yet the needs are
urgent. It is then proposed that Government should intervene now to build housing
settlement schemes (i.e. sites and services), to meet the urgent needs. Government will
design a staff housing development proposal for submission to donors. This proposal will
adress issues of access to long term credit.

3.4 Technical assistance needs and policies

50. Since the end of the 1994 crisis, NGOs and international agencies have been
rushing in the country to assist the rwandan population.  The number of NGOs' expatriate
personnel increased considerably, particulary during the second half of the year 1994.
According to the information gathered  by the Government, NGOs have become the
second employer in the country: more than 9.964 local employees; 819 expatriates (25%
of the total  cost); more than 718 vehicles, whereas only 30%  of  resources have reached
the beneficiaries.

51. The assessment of  NGOs' actions shows that their humanitarian intervention
largely  resulted in positive effects but the transition from emergency to development is
very slow and the approach methods are that of emergecny even two years after the crisis.
The National Capacity Building remains one of the poor relations of the international
NGOs' programmes whereas the progressive taking over and efficacious control of
different development innovations of local NGOs depend on them.  On the other hand,
some intertional NGOs do not conform to the legislation and accords in effect causing
some difficulties as regards the relationship between  them and the Government.
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52. At the bilateral and multilateral levels a relatively important influx of technical
assistance was provided since the beginning of 1994.  By the end of 1995, the available
data show that out of contributions announced by donors in Geneva, more than US $ 43
million were disbursed in favour of technical assistance projects representing 11% of the
total disbursement during that year.  Globally speaking, the Government participated in
the formulation and implementation of the technical assistance projects.  Under its impulse,
appreciable efforts were made to recruit sub-regional and national expertises thus
encouraging the development of  South-South relationship.  Hence, the international
Technical Cooperation has appreciably contributed to the context of Humanitarian
assistance as well as the formulation and implimentation of development projects
especially through the rehabilitation of the judicial system and Higher Education.
Nevertheless, it should be noted that the cost of this technical assistance is relatively high
and deserves an important rationalization effort in the context  of a national policy.

53. The Government intends to implement the following technical assistance activities
in collaboration with its partners:

(i) putting in  place a National committee to monitor techical assistance;

(ii) establishing technical assistance data bank;

(iii) Re-emphasising the projects programming and monitoring services within 
ministries (heads of services withthe rank of directors and training 
managerial staff in the area of the technical assistance management);

(iv) training of managerial staff and national executives during the 96 -98 period
in the formulation, negociation and follow-up of the projects enabling them
to master the different donors' procedures.

(v) formulation and implementation of an incetive policy by means of
accelerated development of the private sector in the field of study and
consultations.

54. Concerning the institutional  framework for technical assistance management, the
setting up of a National Tachnical Assistance Committee (NATACO) will be delegated to
the ministry of planning in collaboration with the Prime Minister's Office. In close
collaboration with donors, the NATA COwill accomplish the following tasks:

(i) conducting a general review of the technical assistance every year before
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the formulation of the PIP and making recommendations to the government
and donors;

(ii) coordinating project programming and technical cooperation programmes in
ensuring their integration into different instruments of macroeconomic
management (global reference context, sectoral policies, PIP/PDP);

(iii) establishing technical cooperation programmes (TCP) based on the activities
already carried out within the technical Ministries;

(iv) managing the system of information on the technical assistance and
forwarding reports to the Government executives;

(v) defining long term technical assistance policies, priorities and strategies in
collaboration with  interested Departments;

(vi) harmonizing salary bonuses and supplements paid at the level of projects.

The running cost of the NATACO is estimated at US $ 200,000 for the 1996-1998 period.

55. The Government also envisages  a deep study on medium and long term
technical assistance needs. In addition to propositions for a better technical assistance
management, this study would have to recommend a sectoral schedule of the technical
cooperation activities encouraging a future taking over  by nationals.  The cost of the
study is estimated at US $ 150.000.

56. Finally, the government, in collaboration  with its partners, tends to give importance
to the National management of Development Activities.  In this context, joint
management or national execution by the Government (or by other national entities)
will constitute the priviledged methods to implement future development
projects/programmes.  To achieve it, a national managerial staff training programme is
envisaged in order to familiarize them with the project management, namely personnel
management, signing contracts with sub-contractors and preparing periodic reports.  The
cost of this phase is estimated at US $ 500,000.
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3.5 National Capacity Building Training Programmes

57. Government has identified the priority capacity building training needs to cover

(i) macro economic management training,

(ii) training in planning, budgeting and programming,

(iii) training in effective coordination of policies and operations, and lastly,

(iv) entrepreneurial development in agriculture, commerce and industry.

The additional funds needed for these programmes are estimated to be 1.5 million dollars.

58. Rwanda also intends to address issues related to accountability, transparency and
probity in Government, which are needed to underlay the modernization of the public
service. This would require improvements in the processes and institutions involved in
such areas as the budget, the comptroller of finances and internal and external audit.
Governement also feels useful to establish a code of ethics for the public sector. These
measures, also linked to the promotion of civil society, will be appraised in the coming
months. They could cost up to one million dollars a year.

59. The recent genocide demonstrated the paramount role of education for peace and
tolerance. The whole education system will have to be reviewed accordingly. Government
has initiated a pilot phase to assess educational needs and test training methods. Total cost
of the pilot phase is estimated at US$ 300,000. The money will be used to study, develop
the materials and conduct the programmes that will cost US$ 200,000 per year thereafter.

3.6 Integrated Budget for National Capacity Building

60. The budgets discussed above in the various capacity building activities are
tabulated in Table G below to give an integrated picture of all the capacity building
activities and the financial requirements over the next three years. Government is
expected to finance more than 50 % of the total costs through salary increases and
funding gaps are projected to decrease from US$ 16.2 million in 1996 to US$ 7.3 million in
1998.



National Capacity Building

26
1996 Round Table on Rwanda

TABLE G : TOTAL FUNDING GAP OF THE NATIONAL CAPACITY  BUILDING
PROGRAMME 1996-1998

(IN US$ MILLIONS)
1996 1997 1998 Total

1. Performance based Incentives
to:
- critical staff
- strategic ministries

 3.5
 6.0

 3.0
 4.8

 2.2
 3.1

8.7
 13.9

2. Staff welfare schemes  4.6   -   -   4.6
3. Technical assistance:
- needs assessment and policies

- national execution capacity

 0.2
 0.1

 0.1
 0.2

 0.1
 0.2

  0.4
  0.5

4. Training:
- Management training
(additional
          needs)
- Civic and moral education
(including accountability,
transparency and probity
measures)

 0.5

 1.3

 0.5

 1.2

 0.5

 1.2

  1.5

  3.7

Funding Gap 16.2  9.8  7.3  33.3
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A N N E X E S
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ANNEX A

Number of Employees in the Rwandese Public Administration

Prefectures Central
Administration

Public Agencies Total

Kigali-Ville
Kigali Rural
Gitarama
Butare
Gikongoro
Cyangugu
Kibuye
Gisenyi
Ruhengeri
Byumba
Kibungo
Others

6.225
3.387
4.046
2.910
2.309
2.667
2.079
3.617
4.237
4.102
2.249

117

3.054
756
131

1.296
119
223
88

339
293
97

134

9.279
4.143
4.177
4.206
2.428
2.890
2.167
3.956
4.530
4.199
2.383

117
Total 37 .945 6 .530 44 .475

Ministère
National Assembly
Presidency
Prime Minster's Office
Defense (civilians)
Foreign Affairs
Interior
Justice
Planning
Agriculture
Primary and Secondary Education
Higher Education
Civil Service
Information
Trade and Industry
Health
Transport and Communication
Public Works
PW and Energy
Environment
Family
Youth
Rehabilitation
Finance

149
83

168
37

155
3.769
1.550

144
1.106

22.140
111
101
157
188

4.145
90

316
2.153

60
105
381
358
479

Total 37 .945
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ANNEX B

Government Employment by Gross Income Range

Range Method 1 Method 2
Employees

Average
Monthly
Gross

Comp.
Ratio

Employees
Average
Monthly
Gross

Comp.
Ratio

N˚ % Cum. % N˚ % Cum. %
0-10000

1000-15000
15000-20000
2000-25000

25000-30000
30000-35000
35000-40000
40000-45000
45000-50000
50000-60000
60000-70000
70000-80000

80000+

22936
6415
6925
3291
1463
1241
576
288
288
222
166
78
78

52,2%
14,6%
15,8%
7,5%
3,3%
2,8%
1,3%
0,7%
0,7%
0,5%
0,4%
0,2%
0,2%

52,2%
66,8%
82,5%
90,0%
93,3%
95,1%
97,5%
98,1%
98,8%
99,3%
99,6%
99,8%
100,0%

6129
12450
16940
22290
272270
32620
37190
42790
47030
53530
64660
73840
168700

1,00
2,03
2,76
3,64
4,45
5,32
6,07
6,98
7,67
8,73
10,55
12,05
27,52

18105
7870
8495
4037
1794
1522
707
353
353
272
204
95
78

41,2%
17,9%
19,3%
9,2%
4,1%
3,5%
1,6%
0,8%
0,8%
0,6%
0,5%
0,2%
0,2%

41,2%
59,1%
78,4%
87,6%
91,7%
95,1%
96,7%
97,5%
98,3%
99,0%
99,4%
99,6%
99,8%

6616
12450
16940
22290
27270
32620
37190
42790
47030
53530
64660
73840
168700

1,00
1,88
2,56
3,37
4,12
4,93
5,62
6,47
7,11
8,09
9,77
11,16
25,50

Total 43966 43965

Source : Estimates based on 3223 respondents on salary questions in a sample drawn from

Recensement de l'Etat Civil, 1995.

Method 1: Imputes lowest level salary to all non-respondents

Method 2: Imputes for non-respondents on assumption of random non-response
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