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From digital access to
digital performance.

Al-enabled government efficiency and trusted digital public services for
Rwanda.

Samuel Abinsinguza - Founder, CentPol

Rwanda has digitised the front door. The next frontier
is the back office.

Once services are online, the deeper question is what happens behind the screen: does the
application move quickly, is the document checked consistently, is the citizen informed, can
managers see where delays are forming?

Rwanda starts from strength. IremboGov, launched in 2015, gives access to more than 90
government services according to UN DESA, and Irembo reports more than 100 services
digitised. A National Artificial Intelligence Policy already names Al as a tool for public-service
improvement. The missing link is not another broad strategy — it is a governed way to apply Al to
the administrative layer that sits behind the portals.

That layer is where many governments stall: the front door is digital while the back office stays
manual, fragmented, document-heavy and dependent on overburdened staff. Al can read and
classify documents, flag missing information, route cases, summarize applications, detect
duplicates, support service agents and show where workloads are becoming unmanageable — if
it is applied carefully.

Why not blockchain as the flagship

The note began from a question about blockchain-based governance. The evidence does not
support it as the lead concept. Estonia's KSI blockchain is often cited, but it is a cryptographic
integrity system that proves government data and logs have not been altered — it strengthened a



digital state that already worked; it did not substitute for state capacity. Land-registry pilots in
Georgia and Honduras show that a ledger cannot fix weak records, contested rights or poor
dispute resolution.

Blockchain is a trust technology, not a government-performance technology.

Rwanda's immediate opportunity is to make digital services work faster, more intelligently and
more transparently. That is an Al problem, a data-governance problem, a workflow problem and
an institutional-delivery problem. Ledger-style tools keep a narrow role: tamper-evidence for
procurement, registries and credentials, where record integrity genuinely needs proof.

THE EVIDENCE FOR Al IN ADMINISTRATION

OECD reports that 67% of its member countries use Al to improve public-service design and
delivery. Greece's Hellenic Cadastre uses Al to read and assess property contracts, cutting
assessment time from several hours to under ten minutes and cost from EUR 15 to EUR 0.11 per
case. The World Bank, the Open Government Partnership and accountability researchers add the
caution: these gains hold only with transparency, impact assessment and oversight.

The proposition

A Rwanda Al-Enabled Government Efficiency Framework: responsible Al applied to high-volume,
low-to-medium-risk government workflows — an execution framework for public administration,
not a technology showcase.

It should be built as a modular public-service operating layer — shared standards, reusable tools,
secure infrastructure, approved vendors and agency teams — rather than procured as one large
platform, which would be risky, expensive and likely to lock Rwanda into a vendor-driven
architecture.

Efficiency Unit A Government Al Efficiency Unit that coordinates use cases, standards,
procurement support, technical review and performance measurement — a
delivery and assurance body, not a central owner of every implementation.

Service pipeline High-volume workflows selected for Al-assisted redesign with human
review, so the programme chases measurable service gains rather than
technology experiments.

Responsible Al layer Impact assessments, privacy rules, model documentation, bias testing and
human review — what makes the programme credible to citizens, funders
and regulators.



Trusted audit Digital signatures, tamper-evident logs, verifiable credentials and limited

module ledger-style integrity proofs — the useful part of the blockchain idea, kept in
its place.

Capability Training for civil servants, service managers, procurement officers, data

programme stewards and legal teams, so Al is governed by institutions, not only by
vendors.

Start where Al can assist, not decide

The first phase avoids high-stakes automated decisions. The strongest early candidates are
document-heavy, high-volume, rules-based and service-facing: permit pre-screening, certificate
applications, civil-status routing, business-registration help, land-document intake, complaint
triage, call-centre support and procurement milestone tracking.

Each candidate service must pass a readiness test:
v" enough volume to matter;

v enough digitized data to support Al;

v' clear process rules and manageable legal risk;

v' agency leadership committed to the change; and

v a measurable baseline to judge it against.

If those conditions are absent, Al waits until the service is redesigned and the data improved.
Every use case is risk-classified: low-risk tools such as document search can move faster;
medium-risk tools such as triage need human review and model monitoring; benefit denial,
enforcement, policing, immigration refusal and eligibility determination stay out of phase one
unless a specific law, an appeal process, independent review and an impact assessment are in
place.

Trust architecture from the first day

The central risk is administrative overreach — a system that makes decisions people cannot
understand, contest or correct. So the safeguards are part of the design, not a later add-on.

Algorithmic impact assessment Human-in-the-loop review Model documentation

Explanation and appeal Public Al use-case registry Data minimization



Tamper-evident logs where justified Independent review before high-risk expansion

The unit works with the ICT ministry, public-service institutions, data-protection and cybersecurity
authorities, universities, local firms, development partners and civil society. International partners
can supply tools, cloud and finance, but the design deliberately builds domestic capacity among
civil servants, local firms and GovTech entrepreneurs.

Financing and the first year

An indicative first-phase facility of US$45-75 million over three years, blended across
government budget, development partners, concessional finance and controlled private
participation. The largest lines are priority-service redesign (US$12-20 million) and shared, secure
Al infrastructure (US$10-15 million), with dedicated funding for governance and assurance, civil-
service capability, a local innovation fund, the audit module, and monitoring and evaluation.
Vendors and agencies are judged on processing time, service-level compliance, fewer handoffs,
user satisfaction and documented safeguards — not on system delivery alone.

Months 1-2 Establish the Efficiency Unit; approve operating principles, a governance
charter and a risk-classification model.

Months 2-4 Select 8-12 candidate services against readiness criteria; map workflows
and assess data quality.

Months 4-8 Build the first shared tools — document classification, a service assistant,
case routing, analytics — and launch 3-5 controlled pilots with human
review.

Months 8-12 Stand up a public Al use-case registry and audit protocols; independently
evaluate the pilots and approve a scale-up package.

By month twelve Rwanda should be able to show, with evidence, which services improved, how
much time was saved, whether users and staff trust the tools, and whether the safeguards
worked. If the answer is unclear, the programme slows down and fixes the design before scaling.

What success looks like

Proposed three-year targets — not claims of existing performance: Al assistance across 30-50
priority workflows, 8,000-12,000 officials trained in responsible Al use, a public Al use-case
registry, and quarterly performance reports tracking processing time, override rates, complaints
and model drift.



Trusted, intelligent government services: Al where it improves work, humans where judgment
matters, and tamper-evident records where public trust requires proof.

About CentPol

CentPol is a global community of people — from wildly different professional
backgrounds — curious enough to understand, shape, and build the future of Al
rather than watch it happen to them.

We produce policy intelligence for the next technology era through community,
stakeholder dialogue, and research. This concept note is part of CentPol's work on how
governments can adopt Al while keeping the capacity to govern it.

This brief summarizes Al-Enabled Government Efficiency and Trusted Digital Public Services for Rwanda (CentPol
Papers No. 1) by Samuel Abinsinguza, published 12 May 2026.

Read the full concept note.

Use-case families, the safeguard table, the investment architecture, the performance dashboard and
the risk register — with 16 references.
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