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1. Commissioner General’s Foreword

I am very pleased to present RRA’s 2009-10 strategic plan.

This particular plan is shorter than usual in order to allow us align our planning period with that of our parent ministry (Ministry of Finance and Economic Planning). The period also coincides with the current phase of support from DFID, our development partners. Finally, it coincides with the period of our new cooperation agreement with the Irish Revenue Commissioners.

2009 will see us move from the calendar budgeting and accounting year to the “June year end” in conformity with our EAC partner countries. So, this plan will take us up to June 2010 and not to December as in previous plans. The next subsequent plan will run from 1 July 2010 to the end of June 2013 and it is our fervent determination that the success of this plan will lay the basis for the latter plan.

I should mention that this plan features our high-level activities only. The plan is supported by departmental and divisional activities that feed into all the strategic initiatives that are proposed in the plan. We use these departmental action plans to hold ourselves accountable for the success of this plan.

As in previous years, the balanced scorecard is used as the instrument by which we draw up our plans. The balanced scorecard method requires examination of the organisation from four main perspectives, i.e. our customers and stakeholders, our financial aspects, our business processes and our organisational capacity. Even though the balanced scorecard method requires a balanced approach to the above four issues, it does not compel allocation of equal resources to each. It is on this basis that we are putting our greatest emphasis on our customers during this planning period.

RRA delivers revenue services to its customers at both ends of the tax collection process. We mobilise revenue on behalf of the government in order to finance its activities, notably the essential services delivered to citizens in form of healthcare, education, infrastructure and internal and external stability. We also provide services geared at facilitating taxpayers meet their tax obligations. The vast majority of our taxpayers are honest and law-abiding and we do our best to assist those taxpayers as much as we can.  In contrast, we move swiftly and decisively against those who engage in criminal acts such as smuggling and tax evasion.

Over the years, it has become eminent that the more we empower taxpayers, for example through self-assessment procedures in both tax and customs, the more there is a positive response which impacts positively on all involved. We intend to draw on this experience to further streamline our procedures so as to deliver services quicker, but without compromising government revenue.
It is my sincere hope that this plan will clearly stipulate RRA’s direction in the next two years and enable all of us to translate what we do into what will ultimately lead us to achieve its objective; namely promotion of business growth that will enable economic independence.

Mary BAINE

Commissioner General
2. RRA STRATEGIC HOUSE








	
Customers

/stakeholders



	Financial



	Internal 

business

processes



	Learning 

&

Growth



3. Executive summary

This section provides the summary of this plan. In this plan our main areas of focus are: -


· Effective resource mobilisation; 

· Enhancement of taxpayers’ compliance levels; 

· Building a capable and effective organisation; and 

· Continuous business process re-engineering.

We have drafted our mission and vision statements as economically as possible to make them more relevant and memorable. Our new vision is “to become a world-class efficient and modern revenue agency, fully financing national needs”.  We see this vision as achievable in the long term given the strengthening of the organisation in recent years.

Our mission is to “mobilise revenue for economic development through efficient and equitable services that promote business growth”. The mission takes account not only of the need to mobilise revenues but to do so through efficient service delivery while recognising the need to facilitate trade and investment, the bases of economic growth.

Our key areas of success in the course of this plan are: -

· We will assume the collection and audit of social security contributions. This is a big piece of work which will deliver significant benefits to the RRA and the CSR as well as employers, employees and other contributors. Our target is to assume these functions by January 2010.

· We will continue to support the Government’s efforts to widen the tax base. Our long-term aim is to achieve a tax collection figure equal to 18% of GDP. In the course of this plan we expect to achieve at least a figure of 15% of GDP.

· We will work with other Ministries and stakeholders to effectively prepare Rwanda for full membership of the EAC by 30th June 2009.

· We will continue to interact with taxpayers, tax practitioners and business organisations and we will continue to improve our standards of customer care.

· We will further develop the RRA website so that taxpayers have a voice and we will continue to improve our range of notices, booklets and posters so that taxpayers are fully aware of their obligations and responsibilities.

· We will continue with the development of our human resources systems and procedures. We expect to see a substantial increase in staff productivity (as measured in terms of revenue per employee) over the course of this plan as well as an improvement in the overall cost-of-collection ratio.

· We will improve our anti-smuggling activities and we will prosecute criminal behaviour to the maximum extent possible. This will be measured by the number of successful prosecutions taken through the courts.

· We will strengthen our presence in the regions and computerise all our regional offices by the end of this plan. We will also provide a round the clock, 24/7 service at the border posts.

· We will continue with our quality assurance work and we expect to be ISO certified by the end of this plan.

Now that we have established the corporate level strategic objectives, we need to ensure that the departmental, divisional and individual objectives are aligned with and support the overall strategy. This will be achieved through the detailed departmental action plans.

Monitoring and evaluation of this plan will be done at the departmental and organisational level incorporating precise timelines for activities. The plan will be monitored through a monthly, quarterly and annual evaluation exercise via performance reports which will indicate achievements against the set objectives.

4. Introduction

This, the 2009-10 Strategic plan, builds on the five main strategic goals that were set as priorities in the 2006-08 plan. 
The new areas of focus as set out in this plan are: -

· Effective resource mobilisation; 

· Enhancement of taxpayers’ compliance levels; 

· Building a capable and effective organisation; and 

· Continuous business process re-engineering.

This plan will ensure the sustainability of the achievements that have so far been realised and will address both internal and external future needs and possible challenges that will be faced by the organisation. The RRA will remain strategically focused to internal and external changes in order to devise appropriate responses.

The 2009-10 strategy is aligned with the main areas of focus adopted by the Government of Rwanda’s strategies contained in the Economic Development and Poverty Reduction Strategy and Vision 2020. This will help RRA contribute positively towards realisation of the overall national vision.

The 2009-10 strategy also aligns the RRA planning period with the MINECOFIN planning period and with the current phase of DFID support.

5. Strategic planning and management system adopted by RRA

RRA has adopted the Balanced Scorecard as the instrument to use in its strategic planning and management process. RRA will be examined through the four perspectives of the balanced scorecard system, namely: - 


· Customers and Stakeholders, 

· Financial aspects, 

· Business Processes, and 

· Organisational Capacity. 

The 2009-10 planning process commenced with the Senior Management Team identifying and deciding on the mission, vision, core values, SWOT analysis, strategic initiatives, the corporate level strategic directions with clearly defined strategic results, strategic objectives and performance measures that will inform the organisation as to what extent the set journey is being covered. This will help the organisation direct its resources to the priority areas that will support and grow the entire organisation.

RRA’s mission, vision and core values are shown overleaf. 
6. Mission

“Mobilise revenue for economic development through efficient and equitable services that promote business growth.”
7. Vision

“To become a world-class efficient and modern revenue agency, fully financing national needs.”
8. Core values
· Integrity;

· Customer focus;
· Transparency;
· Professional Service delivery;

· Teamwork.

RRA has been guided by strategic plans in its operation since 2001. 

The key benchmarks set out in the previous plan were all achieved. RRA reached and exceeded all its financial targets and continued to build its staff capacity. We consolidated all our Kigali offices under one roof and we created an effective training institute in Huye, Southern Province.

RRA continues to face many internal challenges. About 80% of our recurrent costs are absorbed by salaries which leaves very little for necessary capital expenditure and capacity development. Although the organisation is now heavily dependent on information technology in all its core business functions, we still face issues with bedding in some of the IT systems, installing an effective business recovery function and ensuring that IT staff are effectively trained and retained to manage our systems. Our middle managerial skills are less than we require for the effective running of the business and our overall human resources strategy needs to be improved so that staff productivity is enhanced. Limited access to the required assets needed in combating smuggling such as vehicles and boats for Lake Kivu are limiting our response to increased smuggling activities.

RRA achieves very good taxpayer compliance from its largest taxpayers. However compliance levels are lower for medium sized taxpayers and lower again amongst the smallest taxpayers. RRA has now published a compliance enhancement strategy and this will be revised and improved over the course of this plan. The revisions to the strategy will of course be discussed with all stakeholders prior to publication.

Like all other countries Rwanda faces problems arising from high oil and food prices. These problems impact on revenue collections in many ways. Rwanda is unable to impose either excise or import duties to the required extent where fuel pump prices are controlled and there is pressure for the abolition of VAT on some commodities as food prices rise. Rwanda is preparing to meet the challenges of the wider EAC market which requires a common external tariff and the free movement of goods and services within the larger market. Consideration has to be given to the less reliance on trade taxes and greater reliance on domestic taxation.

It is against this background that the current plan has been produced, beginning with a SWOT analysis and leading on to the main strategic initiatives that have emerged from the SWOT analysis.

9. SWOT analysis

RRA has conducted a horizon scan which is expressed in a detailed SWOT analysis. The SWOT analysis sets out our view of our primary strengths and weaknesses as well as the opportunities and threats that we see coming our way.

Because the SWOT analysis is an in-depth detailed strategic view of the organisation, we will base on it in the development of departmental business plans. We have indicated a list of strategic initiatives that we propose to undertake as a result of the SWOT analysis and these are set out in the following section of this plan.

Strategic initiatives derived from SWOT analysis

This analysis compares strengths and weaknesses with opportunities and threats to produce strategic initiatives that will take advantage of opportunities and capitalise on strengths, while taking action to reduce weaknesses and address perceived threats. A number of key strategic initiatives suggest themselves from the SWOT analysis and these are listed in the table below:

	Area
	Strategic Initiatives

	Information Technology
	· Bed in IT systems and develop a comprehensive disaster recovery plan;

· Roll out IT systems to provinces;
· Train staff comprehensively to ensure IT systems are properly utilised;
· Develop e-services;
· Electronic Tax Registry (ETR).

	Social security contributions
	Assume collection, audit and enforcement functions from Social Security Fund of Rwanda (CSR) and work with them to develop a common database of employers. Employers compliance levels expected to increase dramatically since employers will be forced to declare same figures for tax and social security.

	Project Management Office
	Establish and staff Project Management Office, mentor members in all aspects of good practices in project management.

	EAC
	Strengthen RRA negotiation teams; prepare discussion and policy papers and draft new laws, shift direction of taxation from trade taxes to domestic taxes.

	Customer Service
	Prepare notices, booklets and posters to fully explain obligations to taxpayers, improve service times, develop website as means of two-way communication, provide e-filing, new motor vehicle system.

	Tax base
	Advise Government with regard to legal provisions to widen tax base, implement block management and other systems to ensure a big number of taxpayers are registered.

	Collection costs
	Improve staff productivity, increase use of IT systems.


	Strategic partnerships
	Expand partnerships with Irish, HMRC and IBFD.

	Financial Management
	Ensure single taxpayer account is accurate, that revenue collections are captured quickly and accurately and that financial reports are finalised within 5 days of the end of each month by the end of this plan.

	Fraud and Corruption
	Put all anti-corruption initiatives in a comprehensive anti-corruption policy; enhance anti-smuggling operations with provision of required equipment (vehicles, radios, boats, etc).

	ISO certification
	Commence ISO certification process with Domestic Tax Department, continue with other departments.

	Training Institute/staff research capacity
	Finalise digital and physical tax libraries and ensure staff understand how to use them for research, develop curriculum and other training materials, improve IT services at Training Institute.

	HR strategy
	Develop HR strategy aimed at improving middle managers and introducing performance-based pay; develop comprehensive succession planning policy.


10. Strategic directions and strategic results

RRA will carry these strategic initiatives forward within four main areas of focus, referred to as Strategic Directions. These are both inward- and outward-looking. In focusing its attention on these areas, RRA believes that the end result will be ‘Service excellence that will lead to increased revenue growth’. 

RRA will benchmark itself with other revenue services worldwide to gauge its performance over the course of the plan. 

As mentioned in the introduction, these four main areas are:-

· Effective resource mobilisation; 

· Enhancement of taxpayers’ compliance levels; 

· Building a capable and effective organisation; and 

· Continuous business process re-engineering.

The following part covers a detailed explanation of each core area and the corresponding performance measures.

a) Effective Resource Mobilisation: Progressive improvements in revenue growth and cost reduction.
Effective resource mobilisation means that RRA will assess, collect and account for tax and non-tax revenues by administering the tax laws in a fair and equitable manner. This mandate will be accomplished in the most cost-effective manner possible through improving our performance as well as reducing the costs borne by our customers in meeting their obligations. Performance will be increased by improving our use of information technology and increasing the productivity of our auditors and our staff generally. 
Costs to taxpayers will fall as we move towards e-filing and more decentralised services via the block management system and as RRA moves to collecting employers’ social security contributions along with their PAYE returns.

b) Enhance taxpayers’ compliance levels: Wider tax base, increased compliance levels and reduced compliance costs.

In this direction, improved taxpayer compliance will mean achieving an increase in the number of taxpayers who complete their tax returns and file and pay the full amount on time. This will be measured by looking at the percentage increase in the number of compliant taxpayers and the reduction in the number of penalties. 

Our primary concern will be the promotion of taxpayers’ voluntary compliance. We have established a strong relationship with the private sector federation and this will continue to be enhanced. The authority will mainly concentrate on ensuring that taxpayers’ understand their rights and receive a fair and efficient treatment so as to voluntarily comply with tax matters. 

RRA expects that once compliance levels increase, relationships will be enhanced, costs incurred by both the taxpayers and the tax administration will reduce and the culture of paying taxes in our business environment will as well improve.

RRA will continue updating its taxpayer compliance strategy and each iteration will be discussed in detail with representatives of the private sector.

c) Develop a capable and effective organisation: Capable, qualified and well equipped workforce. 

The main focus in this planning period is to acquire the skills and equipment that will enable the organisation to improve its productivity. The main areas of concern will be improving both top and middle level management skills necessary for enhancing managerial efficiency. Targeted courses (as contained in the training plan) will be extended to staff members occupying these levels and an audit conducted regularly to measure and monitor achievement of the intended training objectives.  

The next move will see the authority further upgrade our remaining stations to provide a good working environment for the staff, meet customer requirements and acquire and roll out IT hardware to our stations in all the regions. Interfacing our IT systems and ensuring security of these systems will remain one of our highest priorities.

This activity will be measured through workforce efficiency and effectiveness in delivering their duties and improved satisfaction from taxpayers and other stakeholders. 

d) Continuous business process re-engineering: Effective internal control systems in place and implemented.
This strategic direction is essential for RRA to continue enhancing its internal systems to achieve efficiency and effectiveness in our systems. This will concentrate on updating the existing processes and procedures, developing new ones and ensuring that these are well implemented. The end result is to have effective control systems driving the organization. Consequently, costs incurred by RRA and our customers will reduce.

11. Strategic objectives and performance measures

After a careful exercise that identified the major areas that the organisation will focus on in the next strategy, RRA developed different objectives that will serve as the supporting blocks for the above strategic directions. The identified objectives, like the strategic directions, will remain aligned with the vision of the organisation. They have been clearly defined so as to be well and commonly understood by both the customers and stakeholders of RRA.

i) Effective Resource Mobilisation: Progressive improvements in revenue growth and cost reduction.
In order to realise more resources in a cost effective way, RRA will put a high emphasis on satisfying its customers. 

RRA’s customers are defined as the Government and taxpayers and all other persons who directly benefit from our services. It should be noted that the RRA also has internal customers as services are also provided internally.

Stakeholders are those entities that have an interest in the success of the organisation and are, primarily, the citizens, our development partners (including the International Financial Institutions), the private sector, other government bodies and other tax bodies, regional revenue authorities and so on. In our efforts to enhance services to customers and stakeholders, the intended result is to achieve operational excellence. Both policy and administrative measures will be worked on in an effort to achieve this result.

Concerted efforts will be made with the aim to develop solutions that will meet taxpayers’ expectations with minimal costs. This will consequently improve their satisfaction as well as their perception of the authority. In turn, it is expected that taxpayers’ compliance will gradually improve leading to the realisation of RRA’s main strategic result. 

In line with this, mitigating factors to reduce the possible revenue loss should be developed and implemented as soon as possible.

In an effort to realise this objective, RRA has set the following strategic objectives with the corresponding performance measures:

	
	Strategic objectives
	Performance Measures 

	1. 
	Increase revenue collections
	· % increase in revenue collected against set targets;

· Real increase in revenue as share of GDP.

	2. 
	Broaden / Widen the tax base
	· Recruit / register more taxpayers;

· Implementation of block management system;

· Reduction in range of exemptions.

	3. 
	Prevent and Combat corruption, evasion and avoidance practices
	· Increased detection in the number of these cases;

· Reduction in cases  of evasion, avoidance and corruption;

· All identified cases prosecuted.

	4. 
	Enhance management of arrears with a view to collect all due arrears
	· Existing arrears reduced by 80%;
· All taxpayer accounts fully updated.

	5. 
	Strengthen audit, investigation and enforcement functions to safeguard Government revenues
	· Number of accomplished audits versus planned;

· Reduced (% age reduction) numbers in cases contested;

· % age reduction in amount waived;

· % number of prosecutions.

	6. 
	Collection of social security contributions on behalf of CSR
	Collection and audit of social security contributions transferred to RRA by January 2010. 

	7. 
	Reduce the costs of collection 
	Cost/collection ratio to at most 3%. 


	8. 
	Effective financial management
	· Updated financial regulations in place and implemented;

· Improved reports from Quality Assurance Department.

	9.
	Streamline procurement 
	Proper procurement plan in place and implemented.



ii) Enhance taxpayers’ compliance levels: Widen tax base, increased compliance level and reduced tax burden.

Under this strategic direction, the following objectives with the corresponding performance measures have been identified as key tasks the organisation will perform in order to achieve the main objective which is maximising compliance levels.

	
	Strategic objectives
	Performance Measures

	1.
	Develop taxpayers’ compliance and education strategy 
	· A strategy in place and published;

· A plan to implement developed;

· Timely filing of returns improved;

· Improved accuracy in returns;

· Increased awareness of tax matters and benefits of tax compliance to the tax-paying community.


	2.
	Strengthen trade facilitation initiatives (in domestic and cross border operations)
	· Reduced clearance times achieved;

· Faster responses to customers and stakeholders queries.

	3.
	Reduce compliance costs
	· Fewer steps involved in serving customers;
· Increase in automated solutions;
· Decentralised services provided closer to customers.

	4.
	Strengthen partnerships
	· Increase in number of partnerships with RRA;
· Consultation fora established and working;
· TACs meetings & Stakeholders forums regularly held;

· More memorandums of understandings signed.

	5.
	Continuous improvement of our tax laws
	Simplified legal instruments in place and accessed through multiple channels.

	6.
	Provide incentives to compliant taxpayers and enforce appropriate sanctions to the  non compliant
	· At least 75% of taxpayers clearing their goods through the blue and green channels by the end of this plan;
· Significant number of successful prosecutions through the courts.

	7.
	Introduce online filing and payment for large and medium companies
	· % reduction in number of errors committed in processing of returns;

· All large and medium taxpayers filing online by 2010.

	8.
	Implement a compliance management strategy
	2009-2010 strategy with updated risks prepared, discussed with stakeholder, published and implemented.

	9.
	Certify tax practitioners
	Only certified tax practitioners advising taxpayers and dealing with RRA.

	10.
	Improve management of appeals
	Majority of appeals concluded and responses provided within 30 days.

	11.
	Implement corporate level risk management system
	· Risk-based assessments and audits implemented;

· Advanced mechanism to detect and avert potential risks well implemented at the corporate level.


iii) Develop a capable and effective organisation: Capable, qualified and well equipped workforce. 

Attaining a capable and effective organization is crucial for the success of this plan in particular and the entire organization in general. The following objectives have been identified as key to realizing the set targets. Performance measures to gauge our performance are also indicated.
	
	Strategic objectives
	Performance Measures

	1.
	Continuous improvement of staff 
	· Training plan updated and programme delivered as per schedule;

· Skills gap identified and addressed;

· Training plan properly evaluated.

	2.
	Ensure wider usage of IT services
	· Increase in on-line services;
· Number of manual services eliminated;
· Measured improvement in service delivery to internal and external customers.

	3.
	Develop a communication strategy
	Strategy drafted, in place, and being implemented during the course of this plan.

	4.
	Develop staff career development strategy
	Career development strategy in place and implemented.

	5.
	Enhance research activities
	· Informed and well researched issues on tax administration and tax policy level guiding the organisation on decision making;

· Full utilisation of digital and physical library.

	6.
	Develop an HR strategy 
	A strategy in place and being implemented.


	7.
	Ensure gender balance
	Increase in percentage of female employees at all levels.

	8.
	Promote innovation and creativity
	Initiatives by staff noticed and rewarded.

	9.
	Effectively manage taxpayers’ accounts
	· RRA relying on taxpayer accounts in DTD; 
· Taxpayers’ accounts 100% accurate.

	10.
	Regional integration 
	· Meet integration requirements;
· Harmonise RRA’s systems with those of the EAC.


iv) Continuous business process re-engineering: Effective internal control systems in place and implemented.
In order for the organisation to keep its internal processes re-engineered, the following objectives will be considered:

	
	Strategic objectives
	Performance Measures

	1.
	ISO certification 
	ISO certification on track as per project schedule.


	2.
	Processes and procedures
	Continuously revised and externally reviewed as part of ISO certification and service-delivery improvement project.

	3.
	Evaluation of internal control systems
	Quality monitoring reports produced on time. 

	4.
	Monitor strategic plan 
	Strategic plans prepared, implemented and well monitored.



12. Revenue and budget estimates

The national requirements continue to increase. Consequently, this has led to a steady increase in the national budget in order to cater for the Government’s priority programs. These are essential for the country to realise Vision 2020. Consequently, this necessitates an increase in the share of domestic resources to finance Government expenditure. The Government’s domestic revenues (both tax and non-tax) are projected at Rwf 193.1 Billion in 2009 (six months) and Rwf 417.5 Billion in 2010 (July 2009-June 2010) as reflected in the Memorandum of Economic and Financial Program agreed on with the International Monetary Fund. 

2009 – 2010 Tax Revenue Projections and RRA’s Budget (in billion Rwf)
	Period 
	January-June 2009
(6 months)
	July 2009-June 2010
(12 months)
	Total (18 months)

	Tax revenue*
	176.1
	388.0
	564.1

	
	
	
	

	RRA Budget
	6.5
	11.76
	18.26


* MINECOFIN estimates

Note: Revenue projections reflected are exclusive of non tax revenues. 

The end year revenue performance for 2008 will have an impact on these projections. However, it is also important to note that there are some external factors that may continue to negatively affect revenue performance. Case in point include the continued rise of petroleum prices and the imminent accession to full membership in the EAC Customs Union that have a direct impact on trade taxes. It is important for the policy making organs to critically look at all areas that tend to erode the domestic tax base in order to realise medium and long term domestic revenue mobilisation goals. 

13. Mapping essential strategic objectives

The corporate mapping links relevant and general strategic statements that cut across strategic perspectives of the organisation. This linkage ensures that each strategic objective remains aligned to RRA’s vision. 

The mapping shows exactly how each strategic objective relates and supports each other.  Detailed support and linkage relevant to enable RRA succeed in the set core areas are well elaborated herein. 
As such, the mapping serves to qualify the statement that the descriptive strategic objectives covered in the strategic plan matrix have direct relationships with the strategic directions across entire perspectives. 
Strategic objectives map
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14. Cascading strategic objectives to the departmental level

This process will involve pushing the corporate level strategic objectives to the departmental level to keep everyone heading in the same direction. As a result, each department and every employee will remain aligned and focused to the organisation’s vision. Departmental plans will be developed and monitored accordingly.
This strategic planning mechanism will help RRA keep its employees engaged by providing clear visibility into how their individual goals impact on the organization's goals. A hierarchical view and quick-click access to push goals and link both individual and organizational goals will make the process extremely intuitive for managers and employees. Quick, real-time goal and progress visibility, combined with manager self-service tools to coach and hold individuals accountable will keep employees focused on results.

[image: image3]
15. Monitoring and evaluation
Performance measures have been set to ensure that the organisational performance remains on track. Monitoring will look at both the organisational and departmental level objectives to ensure that corrective actions are taken to avoid any deviations from the set standards. Performance measures have been expressed in both qualitative and quantitative ones. Time factors will be considered at the departmental level to ensure that we remain on track. 

Monthly, quarterly, semi-annual and annual evaluation exercises will continue to be undertaken to avoid missing any performance objective that is necessary to realise the overall organisational goals. Performance reports indicating achievements made against the set objectives will be produced and published. 

During the course of this plan, RRA will publish its quarterly performance reports for the information of the public. Our annual report will also be made available on completion.
This monitoring and evaluation will allow flexibility in adjusting our objectives whenever there is a need.

16. Conclusion

RRA remains confident in its strategic planning. Departmental plans will be developed in line with this plan. As a result, our operations will be guided by this plan. The overall objective is to remain focused, share the vision and achieve the set results.
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