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Merging of all Social Security Benefits under One National Umbrella Body

1. Existing fragmented management  

Under the existing social security system, the contingencies covered include old age, invalidity, survivorship, occupational risks and health care. The management is fragmented with pension and occupational risks branches being administered by the Social Security Fund of Rwanda and medical insurance being managed under RAMA and MMI. If you analyse national social securities in the world, the provision for retirement, occupational risks and healthcare are under the administration of one national body for more efficient and coordinated administration. The current system provides for a payment of 8% contribution into SSFR for the provision of retirement and occupational risks and as much as 15% into RAMA for medical care. This does not hinder SSFR to deal with health care issues. The contribution into RAMA appears to be disproportionately high, considering the limited medical protection especially after retirement when medical protection is most important. 

The Government proposes that existing policy on the management of the social security protection provisions covering retirement, occupational risks, medical care and other products that may be introduced, be carefully examined in the light of the nation’s current and future needs and consider the expediency of having all the social security protection provisions be managed under one national body as in the case of other countries in the world; Singapore, Mexico & Republic of Ireland. 

The merging of social security institutions in the country would have Caisse Sociale du Rwanda (CSR), La Rwandaise d’Assurance Maladie (RAMA) and eventually Military Medical Insurance (MMI) and Mutuelle de Santé combined into one social security institution.

The reform seeks to put three institutions into a single body to be called Rwanda Social Security Board (RSSB). 

2. Advantages of merging 

· Harmonisation of activities & common planning  

· Ensuring quick and timely service delivery

· Effectiveness & efficiency in management of social security benefits

· Coordinated rational investments & innovation  

· Cost effectiveness in terms of administrative expenditure

· Strong and wide Real Estate development in line with social economic realities on ground  

· Limiting duplication of services especially in medical insurance & occupational hazards 

· Shared corporate services   

In merging these existing institutions, their technical operations would remain distinct under a common coordination umbrella. This would be the executive management with support services brought together. 

3. Governance & Organs

RSSB shall have three organs;

a. The Board of Directors  

b. The Management 

c. The Management Committee  

 3.1 The Board of Directors   

The Board shall be composed of 7 members. While appointing Board members, representation from Government, employers, employees, and independent directors with technical expertise should be considered. 

3.1.1 Duties of the Board 

- To provide strategic vision and the plan of action of RSSB; 

- To approve the internal rules and regulations of RSSB which shall be established by the Order of the Minister supervising RSSB;

- To approve the annual budget after consultation with the Minister supervising RSSB;

- To examine the performance of RSSB in accordance with the plan of action and budget; 

- To approve the activity and the previous financial reports; 

- To monitor the performance of the management and the personnel of RSSB;

- To approve and monitor RSSB investment plan;

- To elaborate the statute for RSSB staff and job classification;

- To fix salaries, remunerations and other benefits entitled to RSSB officials and staff;  

   - Advising the CEO, the Head of the Management Committee on diverse technical and management issues; 
- Monitoring the financial performance of the institution;  
- Approving the Board’s corporate plan and annual action plans; 
- Analysis and approval of financial statements

- Reviewing staff remunerations 

The board has five standing committees; Investment Committee, Audit Committee, Medical Committee, Human Resources and Compensation Committee and Governance Committee. Their main duties are expounded below: 

The Investment Committee establishes investment policies, standards and procedures, and reviews, approves and monitors the RSSB's annual investment plan. It also reviews the approach to investment risk management. The committee consists of the full board.

The Audit Committee is responsible for overseeing financial reporting, external and internal audit, information systems and internal control policies and practices. Responsibility for risk management is shared with the board of directors. The committee has three members.

The Human Resources and Compensation Committee is responsible for reviewing and recommending the compensation philosophy for the RSSB, recommending the performance evaluation process for the chief executive officer, ensuring a succession planning program is in place, reviewing organizational structure and motivation schemes for RSSB staff. The committee has three members. 

The Governance Committee recommends governance policy, guidelines and procedures, makes recommendations on the board's effectiveness, monitors application of the code of conduct and conflict of interest guidelines, and assumes other duties at the request of the board of directors. The committee has three members.

The Medical Committee updates and approves the list of insurable diseases in medical insurance branch, updates and approves the list of occupational diseases in occupational hazards branch, and assesses the general medical benefits allocated to members, reviews the percentages of benefits where medical expenses become unaffordable to members and some cases of high medical costs. The committee has three members. 

3.2 The Management       

The management of Rwanda Social Security Board shall be headed by Chief Executive Officer. Although the common practice in Rwanda in terms of corporate governance is to have non-executive directors on the Board of Directors, it is important to introduce an idea of two tier system where an executive director of an institution can as well be a member of the Board. It has been clearly identified that, some non-executive directors do not understand the technical orientation of the institutions they lead. In such circumstances, they can not let the institution move forward or if they do, the productivity of such orientation given becomes minimal. It is essential that, managers who have got technical know how of the institution’s mission be permitted to participate in Board meetings. Thus, the Chief Executive Officer shall be a member of the Board of Directors. The RSSB shall report to the Ministry of Finance as Line Ministry. 

3.3 The Management Committee 

This shall be composed of deputies to CEO and heads of departments. The head of pension and pre-retirement benefits, head of medical insurance, head of funds and reserve management, and Director General corporate services or any other social security product that may be introduced shall be deputies to CEO.    
Core departments and support departments shall be headed by Directors. These directors, the deputies to CEO and the CEO constitute The Management Committee.  

4. Heads of Divisions & Professional Officers 

Heads of divisions, their numbers and number of Officers in various posts shall be determined after a thorough assessment of technical duties remaining in every benefit branch and creation of support departments.    

On the organisational structure, the Director General will be managing the Corporate Services that combines all support services departments.  
The CEO shall be appointed by a Presidential Order, while the deputy CEOs shall be appointed by an order of the Prime Minister. The organisational structure is annexed to this paper.   

It is important to briefly highlight the rationale and weight of some support departments presented within the organisational structure. The policy of the government has always been to reduce on the number of departments in Ministries and government institutions. It is indeed absolutely necessary to reduce administrative costs and duplication of services. Nonetheless, some institutions dictate specific structures to enhance good governance and transparency in their operations. Financial institutions to which RSSB belong, should have a special consideration while determining their structures for purposes of efficiency and operational integrity and productivity.  Thus the departments below hardly found in other institutions are cardinal in relation to core functions of Social Security Industry.  

1. The Department of Investment  

The organisational structure of RSSB contains the Investment Department as one of social security core functions. It is an international yardstick and a legal obligation to invest social security reserves.  Social security schemes must make rational investments of reserves for their financial sustainability, to preserve the value of contributions and benefits and to actively participate in country’s socio-economic development. It is not a simple task to be carried out as a routine activity. It requires skilled personnel and analysts in financial analysis and management. It is in this perspective that, RSSB must have a specialised department of investment composed of a team of experts in finance, management and financial market analysis. 

2. The Department of Real Estate  
The social security reserves are mainly invested basing on 4 guiding principles: Security, liquidity, profitability and socio-economic utility. One of the identified financial instruments that fulfil those requirements is real estate as an investment instrument. One would presume Real Estate to be a subset of Investment Department. Recent trends indicate that, Real Estate involves massive projects and specialised engineering expertise very often needing independent consideration from other investments. When ever the need to use social security funds in social economic development arises as it is Rwanda today, Real estate comes at the forefront. Its importance, gravity and specialised skills necessitate independent coordination. Thus it has been singled out as Independent Department. 

3. The Department of Finance 

The Institution in its life and core functions is all about finance. It is workers’ funds managed. There a dire need for strict financial controls, book keeping, smart expenditure, clear financial reporting procedure and balancing financial statements. In the context of social security schemes, the finance function is very complex and extremely important due to the huge funds of money collected, various transactions made (contributions collection, benefits payment, reserves constitution and investment, cost and managerial accounting, actuarial finance, etc.). The International Labour Organisation and International Social Security Association demand much of accountability in financial governance of such institutions. Hence, it becomes incontestable to establish e Department with a sole mission of accounting for the institutions’ finances.   

4. The Department of Audit and Quality Assurance

Current management of huge funds requires continuous self regulation and external regulation. Guidelines must be in place and strict controls must be established. In many countries of Africa and even beyond, Social Security Schemes and some financial institutions collapsed because of poor financial controls. Collection of contributions, investment of reserves, benefits payment and administrative expenditures need to be regularly audited to continuously minimise loopholes or any chance of financial mismanagement. Apart from financial control, service delivery must be effective and efficient. Various rules and procedures must be followed. So, a strong audit and quality assurance function to reinforce rules, procedures and internal control systems must be established. Above all, the quality of modern service delivery and considering the vulnerability of beneficiaries of social security benefits, it also justifies the need for Quality Assurance and Internal Audit Department.  

5. The Department of Human Resources and Administration    
Rwanda Social Security Board merges three social security institutions and other probable products that may be introduced soon or later. Its administration will be highly complex due to logistical and human resources needed. There shall be several kinds of personnel including those special skills like Doctors and Military experts. Logistics shall involve working with hospitals. The social security schemes that will be managed under RSSB need enough material resources and sufficient qualified human resources. Training and development of personnel in social security domain shall be crucial. There shall be a variety of skills, experiences and values to be harmonised and developed after merging. For these primary responsibilities, there is need to have a Department in charge of Administration and human resources management in RSSB. 

6. Department of Customer Care and Public Education  

One of the leading challenges facing Social Security institutions in developing countries is low levels of coverage. This goes with non-compliance by employers and to less extent employees.  Social Security has been seen for many years to be a refugee of aged groups. As a fundamental right which should be enjoyed even before retirement, this misconception has to change. Public education, sensitisation and a welcoming customer culture have been identified as tools in making all workers own social security. This can be done properly when there is an integrated department to identify customer needs, carry out customer surveys and design public education programmes to enhance the responsiveness of employers and workers towards social security.  It is equally imperative to develop curriculum catering for formal and informal education which eventually may help even in coercing informal sector workers to save for their future.   

7. Department of Planning, Research & Statistics     

Accurate statistics is a crucial tool in corporate planning and decision making. Effective planning to a greater extent relies on the quality of data and the ability to use the data.  While some institutions/companies can survive in data lacking environments or continue to prosper despite the lack of accurate statistics, social security institutions can ONLY perform their functions if the data is accurate and up-to-date. 

Owing to this invaluable role of statistics in organizational performance, RSSB must have a department in charge of planning and Statistics. This department ensures that key statistics like number of employers, employees, contributions and benefits, investment returns are up-to-date. The other key statistics that must be given attention include; age of contributors, the salary declarations and other socio-economic and demographic statistics. 

The monitoring of these statistics shall assist the Management of the RSSB to understand the socio-economic environment in which it is operating. This will enable the institution to provide expert advice to the policy makers on various policy issues. It will also use these statistics in making projections and planning. Pension planning has always been done using statistical projections which have to rely on accurate data. 

Since the institution shall also manage medical insurance, statistical assessment must be carried out always on work conditions and safety measures put in place. 

At the end of every quarter, the department of Planning and Statistics must prepare statistical reports highlighting the socio-economic indicators and various statistical trends. These reports are distributed to the Board members and key stakeholders. 

8. IT Department  

There is not much justification for IT department as modern efficient management can only be achieved with an up to date IT system. All services of the institution have to be computerised to harness service delivery. 

9. Legal Affairs department 

All the operations of the institution have to be in conformity with national and international laws. Drafting of laws and regulations governing the institution and updating them has to be done with in legal department. Arising litigations and claims have to be handled by this department. Constitutional and other legal advices have to be a responsibility of legal department. 
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