


REVIEW OF FINANCIAL
AND BUDGETARY MANAGEMENT AT
THE NATIONAL POPULATION OFFICE
OF RWANDA (ONAPO)

Report on the FPMT consultancy
conducted between August 20-31, 1990

Alain Joyal, m.b.a., g.g.a.
Management Sciences for Health



1.0

2.0

3.0

4.0

5.0

TABLE OF CONTENTS

BACKGROUND .. ... ittt e e e

1.1 CONTEXT OF THE CONSULTATION
1.2 SCOPE OF WORK FOR THE CONSUILTANCY

REVISION OF RECOMMENDATIONS OUTLI'ED DURING THE MAY-

JUNE 1990 CONSULTATION . . . . . .ottt e e e e e e e e,

2.1  ADAPTATION OF THE ACCOUNTING SYSTEM

2.2 REVISION OF BUDGETARY MANAGEMENT PRACTICES

2.3 FINANCIAL MANAGEMENT OF THE MCH/FP-II GRANT (PIL-03)
2.4  SAF PERSONNEL MANAGEMENT

2.5 ACCOUNTING PRACTICES FOR TRAVEL EXPENSES

2.6 MANAGEMENT OF LIQUIDITY ACCOUNTS

EVALUATION OF THE DEGREE OF COMPLIANCE WITH MANAGERIAL
PRACTICES AND IMPLEMENTATION OF INTERNAL VSRIFICATION
MECHANISMS . . . . e e e e e i

SUMMARY OF THE NEW RECOMMENDATIONS . . ..............

5.1  ADAPTATION OF THE ACCOUNTING SYSTEM

5.2 REVISION OF BUDGETARY MANAGEMENT PRACTICES

5.3  FINANCIAL MANAGEMENT OF THE MCH/FP-II GRANT (PIL-03)

5.4  SAF PERSONNEL MANAGEMENT

5.5 EVALUATION OF THE MANAGEMENT PRACTICES FOR TR AVEL
EXPENSES

5.6 EVALUATION OF THE DEGREE OF COMPLIANCE OF
MANAGERIAL PRACTICES

ANNEX 1. DOCUMENTS SUBMITTED TO USAID AND TO ONAPO . ... ...

ANNEX 2.  LIST OF PEOPLE MET DURING THE CONSULTANCY ........

ANNEX 3. GLOSSARY OF ABBREVIATIONS . ...........c0ouuuno. ..

ANNEX 4. CORRFCTED LIQUIDATION | AND 2 FOR THE ADVANCE ON

ACTIVITIES PLANNED UNTIL 7/31/90 (non-official draft) . . . . . . .

ANNEX 5. FINANCIALJUSTIFICATIONS FOR THE AMENDMENT OF ANNEX

3 IN THE PIL-03 SECTION ENTITLED "SUPPLIES" (non-official) . .

ANNEX 6. BUDGETARY ANALYSIS OF PAYMENTS MADE OR PLANNED

FORDHS ... .. . .



1.0 BACKGRQUND
1.1  CONTEXT OF THE CONSULTATION

The following consultancy took place in Kigali from the 20th to the 30th of August, 1990,
for the Rwandan National Population Office (ONAPO) and the United States Agency for
International Development (USAID-Rwanda). It was conducted within the framework of the
technical assistance activities of the Family Planning Management Training (FPMT) program
of Management Sciences for Health (MSH) and was made possible by a buy-in from USAID-
RWANDA ty FPMT-MSH.

This trip followed up and completed a recent consultancy in Rwanda by the same consultant
(from May 26 to June 8, 1990). This consultan-y consisted of providing technical assistance
to ONAPOQ in order to make it eligible for the advance of funds provided (in the Project
Implementation Letter (PIL) 3 and 4) to finance the Demographic Health Survey (DHS) to be
conducted during the second phase of the Maternal Child Health/Family Planning program
(696-0128 MCH/FP II). After this consultancy and on the basis of our recommendations,
USAID agreed to grant the first advance of furids requested by ONAPO (Annex 2 of the
report on the May/June 1990 consultation) which was meant to cover the expenses of the
survey until July 31, 1990.

The main goal of the present consultancy was, first, to insure that the recommendations
outlined by the consultant during his May 1990 visit had been abided by and, secondly, to
work in close collaboration with the Administrative and Financial Department (SAF) of
ONAPO as well as with the office of the controller of USAID in Kigali, in order to solve the
problems encountered during the financial and budgetary management of the DHS.

Before continuing, it is important to point out and keep in mind that ONAPO did not have
the advantage of the head of the SAF’s presence between the two consultations. The latter
was attending a training program at the University of Pittsburgh in the United States. The
second consultancy and the follow-up of the recommendations from the May 1990
consultancy began right after his return.

1.2 SCOPE OF WORK FOR THE CONSULTANCY

1. Report to the head of the Health/Population/Nutrition Office (HPN) and to the
controller of USAID-KIGALI the changes noted within ONAPO in terms of
accounting, personnel recruiting and implementation of the recommendations of the
external auditors.

2. Meet with the head of the SAF and his agents so as to take stock of the progress made
in implementing the recommendations of the previous consultation. Identify the areas
requiring special attention.



3. Reinforce financial procedwmes within the SAF, continue on-the-job training and
provide any relevant advice in the areas or activities mentioned above.

2.0 REVIS ATION I DURING THE MAY-
1990 CONSULTATION

2.1 ADAPTATION OF THE ACCOUNTING SYSTEM

Recommendation 1.1: That the accounting system in use at ONAPO, which is based on the
OCAM system, be maintained and adapted to present needs, especially in the area of
budgetary controi.

The adaptations of the accounting system described and explained in the first annex of the
report on the May-June 1990 consultancy have not been introduced during this period.

Consequences: The coordination between accounting and budgetary control suffers from this.
Therefore, integrating on-going commitments and the balances of financial aid and grant
accounts to the accounting plan remains a sporadic and ill-managed procedure. Preparing
exhaustive account statements for the budgetary plan will be difficult.

Action: The head of accounting and the agent responsible for foreign aid-USAID have some
catching up to do. On-going commitments with a fixed deadline must be evaluated and
calculated. This date should correspond to the start of the daily drafting of index cards
recording budgetary follow-up. The results of this work will allow the up-dating of
accounting papers and books as well as the up-dating of budgetary index cards. Then, the
accounting papers and books should periodically be rewritten so as to include new
commitinents. We consider that a weekly write-up will be sufficient. The source of this write-
up would be the totality of the transactions of the perioc which are registered on the
budgetary index cards (or registered in the visa register).

Recommendation 1,2: (a) That the accounting techniques which are described in the first
annex be applied without further delay to the management of USAID subsidies, and that (b)
the content of this document be also fully applied to the subsidies coming from other aid
organizations as well as government grants.

(@)  see comments to recommendation 1.1.

(b)  The recommendation is not being applied to any subsidy or grant. The goal to be
achieved still consists in adapting the accounting system, first to USAID subsidies
and, more particularly, to those used to finance the DHS, and then, to generalize the
new practices for other subsidies and grants.

Recommendation 1,3: That the accounts for the ccmmitments and the budgetary sources be
charged on a pirmanent basis and not only at the end of a period.



This recommendation has not been applied during the period. Its application depends directly
on the preper application of recommendations 1.1 and 1.2,

Recommendation 1.4: That the accounting entries 41, 44, 45 and 49 be modified according
to the specifications of the May-June 1990 report so that the accounting of budget and
commitments transactions may be done correctly.

This recommendation has not been applied during the period. Its application depends directly
on the proper application of recomiaendations i.1 and 1.2.

Recommendation 1.5: That the system which extends account numbers already in use for
certain account categcries (for instance, for the payable accounts where extensions to the
account number help to distinguish suppliers from one another and ensure the existence of
auxiliary supplier accounts) be applied to new categories of accounts.

This recommendation has not been applied during the period. Its application depends directly
on the proper application of recommendation 1.4,

2.2  REVISION OF BUDGETARY MANAGEMENT PRACTICES

Recommendation 2.1 (a) That the visa be issued before entering into a contract with a third
party rather than when a bill is received or paid. (b) That no purchase order, exit
authorization, travel papers or withdirawal voucher be taken into consideration as part of
ONAPO commitments before a visa of budgetary control has been stamped on the document
and approved according to the regular procedure.

(@  This recommendation has been applied during the period in that the visa of budgetary
control "when it was stamped” was issued before entering into a commitment and not
when the billing or its payment took place.

()  This recommendation has been, on the whole, partly applied during the period. Its
application is satisfactory as far as the issuing of crders to acquire supplies, goods and
vquipment is concerned. It is not satisfactory however as far as the issuing of exit
authorizations for vehicles belonging to ONAPO or the issuing of travel papers is
concerned. We have noticed that these documents rarely received a visa of budgetary
control during this period.

Consequences:  Consequently, monitoring of budgets was only partly ensured and the
verification of the appropriateness of funding was insufficient.

Actions: i) The SAF must organize its activities so that the procedure for
budgetary control can take place at all times without any difficulties other than the
ones inherent to the control itself. There should be no delays due to the absence of a
SAF representative. Interim and replacement systems (even for short-term leaves)
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must be planned and set up. The procedure should not be stallud due to confusion in
the book-keeping or the loss of stamps for example. All the necessary measures must
therefore be taken in order to eliminate situations in which a visa is not issued for
reasons which do not exclusively result from the requirements of the control itself.
Lack of crganization at this level is a direct invitation to ONAPO staff to violate the
procedure. The head of the SAF is responsible for organizing his department
accordingly.

i) The head office must provide unwavering support to the SAF during the application
of this procedure. It must make sure that the agents of both departments of ONAPO,
as well as those directly linked to it, abide by the procedure rigcrously and without
exception. The various sanctions provided for in the public administration regulations
must be applied according to the seriousness of the fault committed. A memo to that
effect must be circulated.

ii) The head of the SAF in coordination with the SEP and with the support of the
head office should organize awareness sessions involving all the agents of the Office.
These sessions would explain why visas of budgetary control are issued and explain
how the procedure is done.

Recommendation 2,2: That the person in charge of the visa of budgetary control establish a
file of budgetary follow-up for each "budgetary line/funding source" combination.

This recommendation has not been properly applied during the period. The agent responsible
for the visa established budgetary files according to the activities involved as opposed to the
nature of the expenses. Hence, the agent wrote up commitments of a different nature in the
same budgetary {ollow-up file.

Consequences: This technical difficulty, added to the fact that the issuing of visas of
budgetary control is not rigorously applied, means that ONAPO knows on a permanent basis
neither the level of commitment nor the amount of funds available in each budget.

Actions: During the consultancy, we have completed the training of the appropriate staff
member and have established a complete set of principal and auxiliary budgetary files needed
for the management of the DHS grant. We initialized these files and provided whatever
information was necessary to register the first entries. The head of the accounting department
should supervise, at first closely and then regularly, the work done by the agent responsible
for the visa as well as the keeping of the budgetary files.

Recommendation 2.3: In order to insure an appropriate amount of clarity while
communicating financial and budgetary data to the funding institutions or to the Rwandan
government, it is essential that the accounting tables and the follow-up files which match
them have a title identical to the elements appearing in the official documents which bear and
detail the budgets and grants allocated.



This recommendation has been partly satisfied during the period. A more careful presentation
of the budget detailed in the Third Annex of PIL-03 would have spared ONAPO some
confusion in the accounting of salaries.

Consequences: This shortcoming displayed in the presentation of the anaex led to important
errors in the payment of salaries and for purchases of equipment. These errors are quite
apparent in the two liquidation reports on the first advance of funds for the DHS.

Actions: i) That USAID and ONAPO pay more careful attention to the preparation of
detailed budgets, both in terms of presentation and in terms of payment classification.

ii) During the consultancy, we rectified the liquidation reports which had already been
transmitted to USAID and we provided a non-official copy of the corrected liquidation
reports to the interested parties.

Recommendation 2,4: The agent responsible for the visa should, every time he stamps a
visa, enter it in a book called "the visa register".

This recommendation has not been applied during the period. This recommendation was only
formulated in the consultancy report. The SAF agents only became aware of its existence at a
later point.

Actions: We have revised the format which the head of accounting intended to give to the
register and have expressed a favorable opinion of the project. We were able to observe that
the agents involved were completely convinced that the register of visas of budgetary control
was useful and necessary. A revision of this recommendation will be needed at a later point
but, during the consultancy, we witnessed the setting up of the document.

Recommendation 2.5: That the SAF and the SEP work in close cooperation during each
stage of the budgetary management.

The situation in this area has greatly improved. Yet iraportant improvements still need to be
made. Cooperation and coordination still remain insufficient and the process by which
budgets for activities come to life is not systematic enough. The amendments to the PIL-03
are one of the manifestations of this weakness in cooperation and coordination.

Actions: i) We have noticed that the head of the SAF did not attend the coordination
meetings for the project with USAID, nor the internal meetings. We consider that this
situation deprives the SAF of many openings necessary to fully understand the nature,
the purpose and the extent of the activitics which have taken place, which are taking
place, and which will take place. This shortcoming partly accounts for the apparent
weakness of the process of budgeting for activities.



ONAPO management has acknowledged this problem and intends to adopt the
necessary corrections. The same is true of USAID management who clearly indicated
the desire to associate the accounting personnel of the mission with the coordinating
authorities of the project.

ii) The SEP should only provide descriptive and explanatory elements comprising the
programs of activities along with a detailed list of the factors needed for their
implementation. The SAF should, in turn, give an estimate of the costs of all these
factors. Hence, each department would act in its own field of competence and the
outcome of their coordinated actions would be the production of activities budgets.
The two departments must confer at the last stage in order to revise the budgets before
its official publication.

2.3  FINANCIAL MANAGEMENT OF THE MCH/FP-II GRANT (PIL-03)

Recommendation 3.1: That the initial request for funds formulated by ONAPO to finance the
activities of the DHS cover a two-month period rather than a thirty-day one.

This recommendation has been applied but must be extended to all the forthcoming requests.
From now on, these must cover sixty days rather than thirty. Thiity days do not leave
enough room to manoeuver since any unforeseen event which may occur at USAID or
ONAPO (delays, errors) could result in a shortage of liquidities. A lack of funds, even if it
is temporary, can have a harmful effect on the aciivities of the project. As a matter of fact,
during our consultancy, there was an acute problem of liquidities.

Actions i) We suggested to the head of the SAF that he write out a cash fore zast for the first two
wecks of September, in order to establish whether the funds from the ordinary ONAPO
budget would be sufficient to temporarily finance the research activities. By analyzing the
cash forecast of the ordinary budget, we established that 2 million frw were available on
the condition that the check expected for the August advance of funds arrive on time
(mid-September). It is understood that this sum should only be used to cover urgent
payments. USAID, through its manager, confirmed, during the plenary meeting held on
August 30, that the request for a check had been transmitted and that it would be in their
bhands at the agreed time.

ii) USAID accepied that ONAPO request advances for funds covering 60 days instead
of 30. The project will benefit from this increased flexibility in the payment of funds
for the first time when requesting an advance for October and November 1990. When
the consultancy took place, the request for an advance for September had already been
transrnitted to USAID-KIGALI.

Recommendation_3,2: That reports be elaborated and submitted monthly by ONAPO to
USAID. These monthly reports should be received by USAID no later than on the 10th of
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the following month. It usually takes a maximum of 15 days for USAID-Rwanda to receive a
check after having requested it from its regional bureau. ONAPO should therefore
scrupulously conform to this agenda in order to avoid shortages of funds.

In practice, this agenda has not been respected. ‘The iirst request for an advance was received
late by USAID. The same problem happened with the first monthly reports. Moreover, the
processing of documents at USAID was slowed down by divergences concerning the billing
of travel expenses for ONAPO vehicles as part «f the activities of the survey.

Actions i) The head of the department has guaranteed that the catching-up done by the SAF
will be such that the delay in the drafting of reports will have been made up for by
mid-September.

ii) USAID agreed to immediately request a check from its regional bureau to cover
September activities even though the August advance had not been paid to ONAPO
nor obviously spent. The check will be kept by USAID-KIGALI until the August
advance has been spent. As for the check financing the August activities, it was
expected during our consultancy.

Recommendation 3.3: During the drafting of the next monthly reports on budgetary follow-
up, we recommend that the Office keep the same format as the one developed for the initial
phase (see annex 2 of the report on the May-June 1990 consultancy), that is a chart
describing the program of activities in chronological order followed by the detailed budget of
each activity and by a rough chart. This document should be used each time as a model o fill
out USAID forms.

This recommendation has been applied.
2.4  SAF PERSONNEL MANAGEMENT

Recommendation 4.1:  That ONAPO management recruit without delay an accountant who
should be under contract for the duration of the DHS project and who should be appointed
full-time to the accounting of transactions related to the MCH/FP-II PIL-04 grant (DHS).
This agent should work in the sub-department Aides Extéricures de la Section Comptabilité.

This recommendation has been properly applied. The idea of recruiting an accountant was
accepted by ONAPO and they successfully hired one for the external aid sub-department for
the duration of the DHS project.

However, during our consultancy, uncertainty remained as to the salary of the agent. The
latter expected to be paid according to what USAID pays normally in its own administration
in Kigali or in the projects in which it is directly in charge of management. ONAPO,
however, defines the wages of a staff member according to public administration regulations.
The gap is substantial enough to prevent ONAPO from filling it, even with bonuses and/or



other benefits, without upsetting its general salary structure and the structure of the SAF in
particular.

We recommended that ONAPO add a bonus to the regular salary received by an agent of this
competence as this bonus would improve the agent’s wage conditions without upsetting the
salary structure or by-passing state regulations. There are obviously some risks in this stance
(especially if the position is occupied for a long time) but it is the fairest one.

2.5 ACCOUNTING PRACTICES FOR TRAVEL EXPENSES

Recommendation 5.1: a) That the entries in the section "REASONS FOR TRAVELLING"
of the Exit Authorization be closely examined.

Progress has been made in the application of this recommendation. We have observed that a
significant number of exit authorizations for vehicles had a vague or no entry in the
"REASONS FOR TRAVELLING" section.

Recommendation 5,1: b) That the entries in the "REASONS FOR TRAVELLING" section
correspond to activities provided for in the list of activities requiring travel.

This recommendation has not been applied. There still is no extensive list of activities
requiring means of transportation and covering all the types of travel done by ONAPO.

Actions: This list should be established. It is an essential step in the drafting of a global
kilometric budget and of kilometric budgets adapted to each department and project.

Recommendation 5.2: That the depaitments and sections in cnarge of executing activities
take full responsibility for the planning of trips. If the head of the department is absent,
another agent should be able to issue exit authorizations. It is therefore recommended that
ONAPO management chocse the agents authorized to allow the dispatch of vehicles with the
help of the heacs of department. A guideline should be issued for this purpose.

Though there seems to be a delegation of authority in this case, we have not been able to find
a formal guideline establishing this delegation. The recommendation still holds.

Recommendation 5.3: That the kilometric budgets be up-dated without any further delay so
as to allow the budgetary follow-up of vehicle utilization, which is very important at
ONAPO.

Kilometric budgets have been elaborated for the management of the DHS and, in this
particular instance, tiie follow-up of utilization has been possible.

Action: This practice should be extended to all the other activities of the Office.



Recommendation 5.4 That a kilometric rate expressed in Rwandan Francs be used to establish
the transportation expenses to be attributed to the project.

This recommendation was applied as soon as the first report on the liquidation of the advance
was drafted.

Recommendation 5.5 That the kilometric rate be reasonable and appropriate given the
composition of ONAPO’s fleet (cars, vans and Jeeps), the maintenance costs and the state of
the country’s roads. We estimate that a rate of 25 Rwandan Francs per kilometer would
correspond correctly to these criteria.

This recommendation has not been applied during the period. ONAPO has used a far higher
rate than the one recommended; its rate was based on an article published in the Official
Newsletter of the Rwandan government.

Actions i) We have managed to convince the ONAPO managers to drop the high
kilometric rates used to bill transportation costs related to the survey. These rates,
which came from the Official Newsletter of the Rwandan government, have finally
been viewed for what they really are: commercial rates for rentals for the
transportation of travellers. For the time being, ONAPO has adopted the 25 frw/km
rate we recommended during our previous consultancy and which is probably
relatively close to the actual transportation costs.

ii) However, the official rate of the American government was 21 frw/km (rate
obtained by converting $0.25/mi’e), and it is possible that the cost in Rwanda is
higher than the rate which has been recommended and adopted. A more precise
estimate still needs to be done regarding this issue.

Recommendation 5.6: That the agent in charge of transportation write a weekly report
estimating the amount which should be transferred to the regular budget or requested from
the donating institutions in order to reimburse for the vehicle use during the completion of
activities covered by the grants in question.

This recommendation has not been applied during the period. The reports are monthly and
only include trips taken as part of the DHS.

Actions: The agent in charge of transportation must organize the administrative activities of
his sub-department so that the internal reports on activities be produced on a weekly basis.
Little by little, the trips taken as part of activities other than the DHS should also be the
subject of internal reports on activities.

Recommendation 5.7: That ‘he internal billing or the request for reimbursement destined to
USAID he monthly.

10



This recommendation has been applied during the period though the time spent producing
them was too long.

Actions: The systematic application of recommendation 5.6 would make the quasi-instant
drafting of the monthly report possible at the end of the period and hence would avoid any
delay.

2.6 MANAGEMENT OF LIQUIDITY ACCOUNTS

Recommendation 6.1: That the cashier, whatever the usual procedure may be, only pay
when all the relevant papers (bill, request for an advance) have been stamped by the agent in
charge of the visa of budgetary control.

This recomrmendation has not been applied during the period. Its application depends on the
steps which should be taken to apply recommendation 2.1 which concerns visas of budgetary
control.

Actions: The cashier should not pay if the relevant papers do not comply to the norms. The
absence of a visa of budgetary control on a doctment makes it non-conformable to ONAPO
regulations. The difficult cases in which the cashier is exposed to undue pressures should be
reported to her immediate supervisor.

Recommendation 6,2: USAID should be officially informed by ONAPO that the title of the
construction account for the DHS has been modified and that the current balance will still be
reserved for the use it already is known for.

No evaluation of this recommendation has been done by the consultant during this
consultancy.

Recommendation §.3: That the checks and deposit slips be co-signed by two of the three
following managers: the Director of ONAPO, the Head of the SAF and the Head of the SEP.
The Director of ONAPO should automatically sign checks or deposit slips superior or equal
to 100.000 frw (approximately $1,000).

Recommendation 6.4: We recommend that the head of accounting no longer be a signatory
for ONAPO bank accounts.

Neither of these recommendations has been applied during the period.
Actions: 1t is urgent that these recommendations be applied as soon as possible. Because of

the nature of her work, the head of accounting should no longer be a signatory for bills or
documents authorizing billing.
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3.0 EVALUATION OF THE DEGREE OF COMPLIANCE WITH MANAGERIAL
PRACTICES AND IMPLEMENTATION OF INTERNAL _VERIFICATION

MECHANISM

During our second consultancy we have noticed that, despite the existence of real and
significant progress given the circumstances, the main administrative and financial
systems involved in the management of the grant did not fully comply to the norms of
USAID nor to those of the Rwandan government.

For instance, the establishment of a visa of control which consists in verifying budgetary
availability before the actual commitment of funds was not completed in a satisfactory manner
when we arrived. In spite of the corrections made during this consultancy, it is not clear
whether the files of budgetary follow-up will be adequately updated. Though regulations do
not allow it, commitments were taken without a visa of budgetary control, and the budgetary
follow-up of grants, donations or commitments will be very incomplete unless practices are
drastically reformed.

This situation is particularly obvious regarding exit authorizations for vehicles. The repeated
absence of visas on the documents shows the lack of budgetary follow-up concerning one of
the most important entries in the financing of the DHS. This fact does not dispute the validity
or the existence of these trips actually taken using ONAPO vehicles as part of the activities of
the survey. Yet the shortcomings of the procedure in this area make the guarantees of
economical and efficient use of the financial resources reserved for these trips unsatisfactory.
The same can be said of the commitments concerning field benefits for ONAPO staff.

On the other hand, the procedure of the visa of control was already enforced concerning
orders of supplies, goods and equipment. It is interesting to point out that the procedure has
already been established in areas in which the coordination between the various parties
involved is relatively simple (issuing order vouchers) while it is being set up late in areas in
which coordination is more complex (issuing of exit authorizations or travel papers). This
leads us to think that, given sustained and adequate efforts to train and make agents aware of
this problem, this procedure will be extended to all types of budgetary commitments at
ONAPO. The managerial staff is aware of this fact.

Problems with compliance have been identified in different areas and have been pointed out
during previous consultancies and the independent audit. They are addressed primarily in the
section of this report which revises the recommendations put forth in june 1990.

In order to increace even more the improvements at ONAPO as it tries to make its
management comply with recognized standards and in order to provide the head of the SAF
with technical and formal help in that direction, we recommend that a MANUAL OF
INTERNAL VERIFICATION OF COMPLIANCE FOR ADMINISTRATIVE AND
FINANCIAL PRACTICES be instituted. This manual is the necessary complement to the
Manual of Administrative and Financial Practices recently adopted by ONAPO.
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We have explained the meaning of this step to the head of the SAF. We have showed him the
structure this manual should have and we have given him advice on how to create it and use
it.

The manual of internal verification of compliance should include all the files which follow-up
on the application of recommendations put forth by contributors on the issue of management.
These recommendations are numerous and redundant to a certain point. Herce, they should
be rearranged, simplified and structured in order to obtain a consistent list. Each
recommendation will be the subject of a follow-up file in whicii the following headings
should be found:

- Recommendation (the text should stay as it is)

- Source (the origin or the origins of the recommendation)

- Initial evaluation

- His/their name(s) and reference(s)

- Action plan and deadline

- Periodic evaluations

- Termination statement for the recommendation (when its application is
completed)

We give a great importance to this manual and are certain that it will be useful to strengthen
SAF performance. If it is actively and correctly used, its rffect on the clearing-up of
management practices will be noticeable not only by ONAPO itself but also by creditors,
controllers and auditors.

4.0 BUDGETARY ANALYSIS AND REPORT REVISION

During the consultancy, we corrected the reports on the liquidation of funds given by USAID
to ONAPO to finance the DHS activities and we carefully analyzed the requests for advances
for the coming months. Using reasonable scenarios, we also gave an estimate of what the
total costs would be by the end of the survey.

This budgetary analysis showed that, if the practices and trends (hat we witnessed at the
beginning of our mission were maintained in the future, significant overspending would
happen in the area of supplies and equipment (4.58 times greater than the budget) and in the
area of transportation costs (4.69 times greater than the budget). In general, the payments
will be 35% greater than the amount in the PIL-03: 34,120,024 frw instead of 25,267,900
frw.

Trips taken with ONAPO vehicles as part of the DHS were billed to USAID according to a
58 and 69 frw/kw rate. However, these rates, which came from the Official Newsletter of the
Rwandan Government, have finally been viewed for what they really are: commercial rates
for rentals destined to the transportation of travellers. For the time being, ONAPQ has
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adopted the 25 frw/km rate we recommended during our previous consultancy and which is
probably relatively close to the actual cost of transportation.

Consequently, we corrected the liquidation reports for the first advance of funds which was
6,252,520 frw and have corrected the amount of justified payments to make them go from
6,255,254 frw to 5,553,164 frw, ONAPO must officially communicate the adjusted reports to
USAID. Furthermore, by dropping the transportation rate to 25 frw/km, we have estimated
that the overspending expected in this department will be approximately 2.9 million frw
instead of 9.2 million frw.

On the other hand, it scems that it will be almost impossible to reduce the amount of
spending for supplies and equipment from the origina! projections. Hence, the overspending
expected in this area will be substantial -- approximately 1.8 million frw instead of the initial
0.5 million frw initially provided for in the budget.

An amendment of the PIL should be promptly requested by ONAPO regarding supplies and
equipment. This is so because expenses in this area have already been incurred. During the
consultancy, we have prepared a document comprising all the financial papers justifying the
amendment. The technical departments of the Office should prepare the relevant descriptive
papers (detailed explanations) for this amendment in order to complete the request.

Supposing the request will be granted, estimates indicate a remaining overspending amounting
to 750,000 frw. A further amendment should be prepared later to cover this amount and/or to
transfer funds from one section to another in order to use accounts with a surplus to
compensate those with a deficit. This second amendment proposal should also include all the
financial ard explanatory elements justifying it.

These important differences between, on the one hand, results and projections and, on the
other hand, the budgetary projections included in the PIL-03 lead us to question the quality of
the budgeting process. We feel that budgeting requires the intervention of a multidisciplinary
team. Therefore, it is necessary to associate the different managers of the departments
responsible for these activities. We have greatly insisted on this point again (see evaluation of
recommendation 2.5 in this report).
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5.0 SUMMARY OF THE NEW RECOMMENDA [TIONS!

5.1  ADAPTATION OF THE ACCOUNTING SYSTEM

6. That the accounting books and letters be updated weekly in order to include new
commitments. The source of these additions is all the transactions of the period written in the
files of budgetary follow-up (or entered in the visa register).

5.2 REVISION OF BUDGETARY MANAGEMENT PRACTICES

6. That the head of the SAF organize the activities of his department so as to make sure that
the procedure by which visas of budgetary control are issued takes place at all times without
any other difficulty than the ones inherent to the control itself. There should be no delays due
to the absence of a SAF representative. Interim and replacement systems (even for short-
term leaves) must be planned and set up.

7. The Director of ONAPO must provide unwavering support to the SAF during the
application of this procedure. It must make sure that the agents of both departments of the
Office as well ac those directly linked to it abide by the procedure rigorously and without
making 2ny exception. The various sanctions provided for in hs public administratio:
regulations must be applicd according to the seriousness of the fault committed. A memo to
that effect must be circulated.

8. That the head . f the SAF, in ccordination with the SEP and with the support of
ONAPO’s Director, organize awareness sessions involving all ONAPO staff. These sessions
would explain why visas of budgetary control are issued and explain how it is done.

9. That the preparation of detailed budgets be done more carefully at USAID and ONAPO.
This concerns not only the way in which budgets are presented but also the way in which
payments are classified.

10. That the head of the SAF attend the project coordination meetings with USAID as well
as internal coordination meetings.

11.  That the SEP only provide descriptive and explanatory elements comprising the
programs of activities along with a detailed list of the factors needed for their
implementation. The SAF should, in turn, give an estimate of the costs of all these factors.
Hence, each department would act in its own field of competence and the outcome of their
coordinated actions would be the production of better budgets for activities.

'The numbers follow those of the last consultancy report.
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12. That the two departments (SAF and SEP) confer at the last stage in order to revise the
budgets before their official publication.
5.3 FINANCIAL MANAGEMENT OF THE MCH/FP-II GRANT (PIL-03)

4. That the head of the SAF establish a cash forecast each time a shortage of liquidities is
expected.

5. That ONAPO request advances covering 60-day periods instead of 30-day periods.

6. That an amendment of the ™L-03 be requested as soon as possible by ONAPO in the
areas of supplies and equipment.

7. That a further amendment be prepared to cover the remaining deficit and/or to transfer

funds from one section to another in order to use accounts with a surplus to compensate those

with a deficit.

8. That both amendment proposals include all the financial, descriptive and explanatory

elements justifying it.

5.4  SAF PERSONNEL MANAGEMENT

2. That ONAPO add a bonus to the regular salary received by an agent of this competence,

as this bonus would improve the agent’s wage conditions without upsetting the salary

structure or by-passing state regulations.

5.5 EVALUATION OF THE MANAGEMENT PRACTICES FOR TRAVEL EXPENSES

8. That the cost per kilometer of ONAPO vehicles be more precisely estimated.

5.6 EVALUATION OF THE DEGREE OF COMPLIANCE OF MANAGERIAL
PRACTICES

1. That a Manual of Internal Verification of Compliance for Administrative and Financial
Procedures be established.

2. That the manual of internal verification of compliance include all the files which follow-

up on the application of recommendations put forth by contributors on the issue of
management.
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3. That these recommendations, which are numerous and redundant to a certain point, be
rearranged, simplified and structured in order to obtain a consistent list.

4. That each recommendation be the subject of a follow-up file in which the following
headings will be found

- Recommendation (the text should stay as it is)

- Source (the origin or the origins of the recommendation)

- Initial evaluation

- His/their name(s) and reference(s)

- Action plan and deadline

- Periodic evaluations

- Termination statement for the recommendation (when its application is
completed)
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ANNEX 1. DOQCUMENTS SUBMITTED TO USAID AND TQ ONAPQ

Before the end of the consultancy and our departure from Rwanda, we gave USAID and
ONAPO the following documents

- Corrected liquidations 1 and 2 for the advance for the activities planned until
07/31/90 (non-official draft). (annex 4)

- Financial justifications for the amendment of annex 3 in the PIL-03 in the
section entitled "supplies” (non-official draft). (annex 5)

- Budgetary analysis of payments which were either made or planned to be made

on the DHS grant and the margins estimated according to different scenarios.
(annex 6a and annex 6b)

ANNEX 2. LIST OF PEQPLE MET DURING THRE CONSULTANCY

USAID-RWANDA

Mr. James A. Graham, Manager and Délégué A la Coopération
Mrs. Joan La Rosa, Health and Population Officer

Jana P. Gonson, Financial Controller

Mr. NZAHABWANAMUNGU Patrice, HPN Assistant

ONAPO

Mrs. NYIRASAFARI Gaudence, Director

Mr. HAKIZIMANA Evariste (MD), Head of the SEP

Mr. TERERAHO Célestin, Head of the SAF

Ms. MUKAGATORE Euthalie, Head of Accounting and Treasury

Mr. HABIYAKATARE Tite, Head of Research

M. NTEZIYAREMYE Albert, Head of the transportation sub-department
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ANNEX 3.

DHS
MSH
OCAM
ONAPO
PIL
SAF
SEP
SFI/PF

USAID

GLOSSARY OF ABBREVIATIONS

Demographic and Health Survey (enquéte sanitaire et de fécondité)
Management Sciences for Health

Organisation Commune Africaine et Malgache

Office National de la Population du Rwanda

Project Implementation Letter (ou LEP: lettre d’exécution de projet)
Service Administratif et Financier

Service des Etudes et Programmes

Projet de Santé Familiale et Infantile/Planification Familiale

United States Agency for International Development (Agence Américaine pour
le Développement International)
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