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I. INTRODUCTION
 

The purpose of the NRECA/CAI Fifth Annual Rural Electrification Project

Evaluation is to objectively analyze the development of the project to date,

by identifying the strengths as well as areas that need strengthening, to
 
enable the REB to develop the absorbative capacity to continue the orderly

develop.ment of the program as well as 
ensure that the PBSs develop into
 
well managed, viable electric utilities.
 

This will enable NRECA/CAI to prepare a comprehensive technical assistance
 
plan reflecting the real needs of the program over time and permitting the
 
flexibility needed to achieve the stated purpose.
 

To achieve this purpose the evaluation will: (1) Identify the levels of
 
operation now reached by the REB and PBS's and the targets to be achieved
 
during the next six years. This will be accomplished through the use of 
administrative and financial and technical indicators. 
 (2) A review of the
 
existing staffing and proficiency levels and the levels required by the REB
 
and the PBSs to achieve the operational efficiency for viable operations in
 
the REB and the 33 PBS's under development.
 

These will enable NRECA/CAI to: (1) Recommend the levels and types of
 
assistance to be carried out by expatriate staff in a continuing Technical
 
Assistance Agreement, and (2) Develop a proposed phase-in of trained
 
Bangladeshiprofessionals in numbers adequate to reduce expatriate staff.
 

The restilt will-he a logical work program with a clearly articulated work 

scope and statement of purpose.
 

We are appreciative of the imports of both AID and REB to this evaluation.
 

A. RURAL ELECTRIFICATION BOARD (REB)
 

The Rural Electrification Board was established by Presidential
 
Ordinance in October, 1977 and began to function in January 1978. The
 
duties -f the REB are to initiate, formulate, administer and supervise
 
a program of approved projects with respect to the distribution of
 
electric energy in the rural areas 
of Bangladesh. It was determined
 
that this could be best accomplished through the formation of member
owned electric societies, Palli Bidyut Samities (PNSs), with the REB
 
acting as the banker, prime contractor and advisor to the rural electric
 
societies.
 

Plans for Phase-I, Phase-I Extension and Phase-Il Area Coverage

Rural Electrification have been completed, -which have led to the committment
 
of funds to the rural electrification program from USAID, Kuwait, Finland
 
and World Bank, to establish 33 PBSs in 117 Thanas of Bangladesh.
 

The REB developed the first 13 Phase-I PBSs from funding through the

Agency for International Development. 
 The 13th USAID funded PBS, under
 
Phase-I, became operational in October 1982. Organizational development
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and registration has been completed 4ri 9 additional PBSs Of RE Phase-I

extension and REPhase-Il. It is anticipated that 4 of these PBSs will
become operational the first quarter of 1984. 
The remaining 11' RE.Phase-I
 
Extension and RE Phase-Il 
PBSs, are preser.tly in various stages of organi
zational development.
 

The initial applications for membership in the PBSs has more than

doubled the original estimates, therefore additional funding will be
 
necessary to meet the requirements for additional basic facilities and
system renovation to provide Area Coverage Rural Electrification for
economic, domestic and productive uses for agricultural, irrigation and
 
rural industries of Bangladesh.
 

B. PALLI BIDYUT SAMITY (PBS)
 

Each PBS in governed by a local 9 to 15 person Board of Directors,

both men and women. Also, each Board of Directors may have a maximum
 
of 5 Lady Advisors participating in board activities. 
Directors are
initially selected, and then elected by the membership of their Elaka
(area) on a rotating basis, beginning 18 months after energization. The
Board appoints Board Standing Committees with an Office Bearer (Officer)
chairing each committee. The committees are ExecutivePolicy, Finance " and Member Services. 
The office bearers comprise the Executive Committee.
Except for the Executive Committee, each coimiittee member is rotated on
 
an annual basis, accelerating their knowledge of the PBS. functions and
procedures, thereby allowing them to better perform their Board respon.

sibilities. 
 The program for the PBS development includes extensive
 
management, administrative and technical training, along with on-the-job
technical assistance and organizational and departmental planning. 
The
Board of Directors are very representative of the rural area, being

comprised of farmers, businessmen, teachers, social workers, doctors
 
and attoneys.
 

Local control and autonomy of the PBS's is central to the rural

electrification concept for providing efficient, reliable rural electric

service. 
 However, the application and implementation of this concept is
 very carefully weighed, because of the REB need to sufficiently guide,

monitor and control new PBS's under the terms of the PBS development

loans. 
As the PBSs develop with experience and achieve financial viability,

the paternal rule of the REB will reduce accordingly.
 

II. SUMMARY AND RECOMMENDATIONS
 

A. Progress
 

The overall Bangladesh Area Coverage Rural Electrification project is
proceeding quite rapidly. 
Progress to date is very impressive, and has
been responsible for the major steps forward in the rural economic deve
lopment of Bangladesh. This remarkable progress is due primarily to a
strong national commitment at the highest level; capable and dedicated

leadership of the REB; and the involvement and desire of the rural people.
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Created in 1978, 
as a new and unique organization to Bangladesh, the
REB has caused to be established, and sponsored the development of, several
indigenous industries which supply: 
Mercury Vapor lights for security and
 
street lighting; Treated Wood Products; selected line hardware; Single

phase motors and electric starters of 5 and 7.5 hp. rating; 10KVA transfor
mers; Cottage Industry and agricultural processing equipment including

potters wheels; wheat thrashers, rice thrashers and grain dryers; duplex

and quadrupled service conductor and improved house wiring and service
 
entrance material, including conduit weather heads, main switches and
 
ground rods.
 

The REB has developed both an Institutional and Technical Training

Institute. 
The present curriculum of 57 courses, has been presented to
6,724 REB and PBS officials, board members, employees, PDB engineers and
 
potential village electricians. These courses are 
in the fields of
General Oriefitation, Management, Finance and Accounting, System Engineering,

Construction, System Operations and Maintenance, Piwer Use, Lineman
 
Training and Job Training and Safety. 
Course development materials
 
include visual aids and special equipmentas well as text-books and
 
manuals.
 

Finance Management has been developed:and implemented within the
 
program. 
An Electric Utility Uniform System of Accounts was developed
 
very early in the program, including a series of Accounting and Finance
Instructions with Procedure Manualij, for both REB and PBS. 
Within the
REB Finance Management is the PBS Loan Branch, PBS Audit Branch and an
 
Internal Audit Branch.
 

The REB has adopted Engineering and Construction Standards, and
 
is presently developing a REB Material Standards and Specification Manual.

The purpose of this manual is to standardize the material standards and
specifications for the rural electrifications program of Bangladesh.
 

A Program Planning Directorate has been established and is preparing

a Master Plan to detetnine ,and monitorthe program objectives, stracigies,

goals and resource allocations which have been selected, so they may

best be applied for the future development of rural electrification.
 

There are presently 13 PBSs energized and fully operational in
RE Phase-I. 
 The REB has established a PBS Management Operations, PBS
Office Systems an. PBS System Operation Directorates to advise, assist,

train and monitor the development of all PBSs. These 13 PBSs are
 
presently serving 60% of the villages, of 117 Thanas, lying within the

mileage allocated through present funding. 
However, this is only 30%

of the total villages within the boundry of the PBS service area. 
Work

toward the achievement of goals, within the allocated funding, is

progressing well; 86% of the allocated distribution line has been strung;

74% of the allocated distribution line is energized and 94% of the target
to-date connections have been made. 
 The RE Phase-I Extension and RE Phase-Il,
 
now have 9 PBSs organized and registered. Four of these PBSs will be

energized the first quarter of 1984. 
The remaining 11 PBSs are presently

under organizational development.
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B. REB Problems
 

The REB must function within certain constraints which make effective,
efficient implementation of the total maRagement function of the project
difficult to administer. 
Many times delay .
 or the lack of complete,
accurate information from officers and staff, results in executive decisions
for corrective action being untimely, inappropriate or controdictory. 7'...-.~ny' times verbal' statements, or exPrpssed'ideas; -from REB execative:offivers are mis-interpreted as "official orders" by both REB and PBS staff. 
In
addition the indicated resistance to comply with the established elements
 
of internal control.
 

Policy Instruction and Procedures are not always interpreted properly
or adhered to. 
 Often the intention of the instruction,or procedureis
circumvented by directives issued to cope with immediate "emergencies"
or specific situations. 
This action leads to confusion and lack of
direction in the implementation of the program. 
Past experience in the
 
program indicates a continuing need in the development, review and

revision of Instructions, ProceduresStandards and Specifications.
 

A lack of adequate total planning pervades the entire program. 
A
draft of the Rural Electrification Master Plan has been developed, but
has not been finalized nor officially presented to the GOB for approval.
Distribution system planning has not been done with a view to total
service area development requirements. 
Very little has been accomplished
in the area of systematic construction planning. Inadequate systematic
planning result3 in waste of valuable resources and inefficient manage
ment control of the project.
 

Some existing REB departments are not effectively managed, and
coordinated, to incourage smooth work flow. 
 Some related functions of
administration and implementation are separated, resulting in internal
competition, rather than the necessary cooperation and coordination, needed
to adequately serve the PBS. Efficiency is further reduced by frequent
rotation of personnel and the failure to fill vacant positions in a timely
 
manner.
 

A need for personal job discipline proficiency has been observed
throughout much of the program. Introducing a different concept for ruralelectrification development, has indicated there is little knowledge of
an electric utility system application of special skills, technology and
practices required to perform individual jobs on a specialized basis.
Until personnel are trained, and develop proper job proficiency, Oill lead
to a very high degree of dependancy upon the foreign advisors in the daily

implementation of the program.
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RECOMMENDED REMEDIAL ACTION 

Success of a program as 
complex as the rural electrification program,.
cannot be assured unless solutions to problems are developed and implemented

on a broad program basis. 
Care must be exercised to avoid sudden changes to
correct immediate emergencies, without consideration of the long term
 consequences of such action. 
The program of improvement recommended for REB
 
is summarized as follows:
 

'DeREB needs t3 reviseland finalizethe Rural Electrification Master
Plan. 
This plan must include program objectives, strategies, goals,

and resource allocations which have been selected and decided on in the
planning process. The implications of resource limitations and current

policy decisions as well as 
impact of both must be examined. Considera
tion should be given to 
a plan, to accelerate the development of PBSs
to take over,and mana.e 
existing rural PDB distribution facilities. 
The
concept of the point at which REB ceases to provide Prime Contracting
Construction Service to the PBS, and it is considered to have a completed

base system, needs to be defined as 
the system required to serve the

potential consumers 
existing when the PBS is first developed. It can
be expected to take approximately 12 years and to cost Taka 239 million
 
to reach this point with the Phase-I PBSs.
 

Certain specific additions in personnelwith some changes in organization,
are recommended in this report. 
In addition it 
is proposed that REB undertake,
with advice of this consultant, a study of the internal organizations and
develop a plan for structuring the organization in accordance with its needs.
Attention should be given to providing a structure designed to avoid present

duplication, conflict and fragmentation.
 

REB should review and revise its Policy Instructions, Procedures,Standards

and Specifications in the light of past experience and future needs. 
Concise,
clear policy statements should be issued and action taken to avoid issuing of
directives in conflict with official REB policy. 
Top priority should be given
to development of a comprehensive 
set of technical standards, specifications

and procedures. 
The present technical manuals, standards, specification,
procedures and instructions should be reviewed and revised, and if necessary

new material developed as comprehensive guidelines. 
 Step by step procedures
are urgently needed for system planning and for constr-'ction management. 
The
present program of developing REB material specifications should continue on
 
a high priority basis. 

It is imperative for REB to get an accurate assessment of the status ofall construction activity. The PBSs are riot able to take on responsibility
for major construction activity now, or in the forseeable future. REB mustkeep the responsibility for major construction activities in the PBS areas,until the facilities are built to serve the exist~ig potential consumers.Consideration should be given to consolidating the position of the 33 PBSs
that 
are already in the process of being developed before any new commitments
 
are made. 
Long-range system plans and detailed construction work plans for
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each of the 33 PBS must be given a high priority. The status of materials mustbe assessed before any additional materials are ordered. 
All materials

delivered, in service, in stock, and in process need to be identified. Closeout documents on plant in servi.ce must be completed. Based on the above
information a conEolidated construction work plan must 
be completed. If
necessary, construction may need to be slowed for a short period to catch up
and consolidate REB's position. 
Without the development of proper construction management, the level of construction activity and euality can be
expected to decrease, rather than increase, as required to achieve area
 
coverage rural electrification.
 

The present REB system of trainiing should be modified to meet the
expanding needs of the program. 
The REB should work closely with existing
educational and vocational institutions to utilize the resources of these
organizations and to coordinate the development of a curriculum that will meet
the expanding need for skilled technicians. 
 The REB should also expand the
REB training facilities and instruction personnel to provide the special skillstraining that is needed on a continuing basis. Advantage should be taken
of every opportunity for key REB instructots to obtain specialized foreign
training so that a systematic transfer of technology can take: 
place on a
 
continuing basis.
 

The training program should also provide for extensive train.Ung, withannual update courses for management, supervisory, professional or highly
technical personnel. 
The time allowed for traiiiing an individual should be
consistent with the responsibility and complexity of the job involved.
 

C. PBS Problems 

Several basic deficiencies exist within the program that underlie
most of the problems encountered in the evaluation of the various organizational departments. 
There is a strong indication of resistance to

comply with the established elements of internal control 
- PBS Policy

Instructions and Procedures.
 

Often the PBS Policy Instructions and Procedures 
are circumvented
by "emergency situation" REB directives, which result in loss of internal

control, thus causing confision and lack of direction in the proper

implementation of the program.
 

Some of the PBSs indicate a lack of cf~ective management and administration discipline. Departmental and inter-departmen:al responsibilities
and functions have not been effectively ctordLnae:cd to encourage smoothefficient work flow. Efficiency is f'trther red-ced by the rotation andattrition of Key personnel, and the falir.e to promptly fill these keypositions. 
Very little has been accompl[shed in the 
area of systematic
general and departmental long range planning to meet L-Mnediate and 
anticipated future needs.
 

http:servi.ce
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Often the employees demonstrate little knowledge of the electric
 
utility system application of technology and special skills and practices
 
necessary to perform their individual job related functions. It is also
 
observed that those employees who have indic2ted their knowledge, have
 
not developed the discipline for job proficiency and motivation necessary
 
to effectively and successfully carry out their respective job responsi
bilities.
 

Pressures have been applied to provide electric line construction
 
and connections regardless of the PBS commitments,shortage of materials,
 
standard procedures or previously defined service areas. Many Government
 
organizations fail to pay their bills, and the PBS is hesitant to
 
discontinue service or 'enforce collection policies.
 

RECOMMENDED REMEDIAL ACTION
 

There must be a commitment and understanding of the rural electrification
 
program concepts and systems among those who have been charged with its
 
development.
 

Pronouncement of support and dedication to the Rural Electrification
 
Program by Bangladesh Government leaders, cooperation with REB by other
 
Government Agencies; development of a REB Master Plan including development
 
of PBS on an accelerated rate to take over PDB rural distribution systems;
 
and harsh penalties to obstructionists and those who violate rules and regula
tions both within and outside the program might help to establish an environ
ment that could lead an improvement in the direction'that the program is headed.
 
Establishment of a coordinated PBS Development effort with common objectives,
 
goals, and methods within REB is essential to provide direction and guidance
 
as well as to improve motivation and commitment to the program.
 

Substantial persunnel resources are available at the PBS. An indepth
 
appraisal of existing skills and capabilities with appropriate utilization
 
of proficiencies identified for employee development, and promotions from
 
within the PBSs, would enhance employee moral, provide incentive, and assist
 
in building the momentum needed for job discipline productivity.
 

Priority should be given to the development of a highly skilled cadre of
 
specialists to give hands-on assistance in developing and implementing each
 
segment of the complex utility business operations. Comprehensive testing
 
programs should be developed and periodic examinations be conducted to
 
monitor development of personnel, to maintain an iriventory of resources, to
 
determine qualifications for promotions and to identify training needs. 
Within the Finance Department, the position of Comercial Supervisor should
 
be added to supervise cashiers and collectors, to deal with customer inquiries
 
and complaints, to train Meter Readers, and to expedite office business.
 

The Boards of Directors effectively serve as advisors on local condition 
to the PBS. However, additional emphasis must be placed on the importance of
 
Board Standing Committees, their respo:isibilities and functions for the
 
improved development of their PBS.
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D. Consultants Role - Scope of Work
 

An Agreement between the Rural Electrificatio n Board, Bangladesh

(REB) and NRECA International, Ltd./Commonwealth Associates Inc. (Con
sultants) for Technical Consultant Services for Area Coverage Rural
 
Electrification: Phase-I became effective January 11, 1978. An
 
Amendment to the Original Agreement for Technical Consultant Services
 
for 	Area Coverage Rural Electrification: Phase-II became effective
 
11 January 1982. The existing Amendment to the Technical Services
 
Agreement terminates 10 January,1984. Both the REB and the Consultant
 
have requested the GOB to approve a simple no additional cost amendment
 
extending the present Agreement termination date to 10 Juiy,1984. This
 
would allow the Consultant to develop, and thg_ REB and the GOB review,
 
a comprehensive technical services plan reflecting the real needs of
 
the 	program, and allowing the flexibility needed for the continued
 
success of the rapidly expanding Rural Electrification Pr~gram in
 
Bangladesh.
 

The Consultants existing Scope of Work provides for very broad
a 

range of services required by the REBto bring central station electric 
service to the rural areas of Bangladesh. The consultancy provided by

the 	NRECA/CAI generally involves the Institutional Building Consulting
 
Services to the REB; Institutional Building Consulting Services to the
 
PBSs and Engineering Technical Consulting Services relating to both the
 
REB 	and the PBSs. The services generally provided have been:
 

1. 	Development of REB and PBS Policy Instructions, Procedures,

Standards and Specifications.
 

2. 	Training programs and manuals.
 

3. 	Direct participation in Program Implementation.
 

4. 	Monitoring.
 

From the beginning of the RE Phase-I program, every effort was made
 
to expedite construction. The Consultant immediately began drafting

REB/PBS Policy Instruction, Procedures, Construction Standards and
 
Material Specifications. Tender docments were developed and material
 
procurement started. Institutional and Technical Training courses were
 
implemented for the REB, PBS, local engineering and contractor personnel.
 
Orientation and basic training courses in the RE concept, Management,

Finance, Engineering, Construction Practices, Material Control and
 
Village Hoisewiring were conducted in the attempt to rapidly enable the 
local people to assame productive roles in the program. 

In RE Phase-I, top priority was given to meeting construction schedules 
and requested energization dates. Because of these priorities, a different 
concept in management, engineering and construction design, the consultants
 
services developed more into the role of superintending and implementing
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the pi'oject, rather than that of advising as originally contemplated. As
 a result of this continuing confditibn, the REB did- not -properly
utilize the advisor technology, time was not allowed to Ho an adequate

job of overall planning, nor to develop a complete set of adequate

construction standards and proceduires needed for 
a uniform development

of the program. 
Many REB and PBS Officers and Staff, Local Engineering

Consultants and Constr-ctior.Contractors have failed to assimilate new

technology and assume responsible roles in the implementation of the

RE program. 
This problem has been Birther compounded by the rotation
 
of REB/PBS Officers and Staff; attrition of trained, key employees;

discipline for job perfornance, failure to promptly fill key vacated
 
positions and some of the constraints within which the REB must operate.

With these shortfalls, however, RE Phase-I progress has been impressive

by Bangladesh standards. RE Phase-I consisted of 13 PBSs, RE Phase-It
 
consists of 20 PBSs and 
 the proposed RE Phase-Ill will consist of
 
15 additional PBSs.
 

With the 13 RE Phase-I PBSs in various phases of operation and the
 
20 RE Phase-Il 
PBSs presently in development and organizational stages,

it is anticipated there will be 33 PBSs in different stages of operation

in 1986. RE Phase-Ill is scheduled to 
commence in 1985. Unless positive

action is taken by the REB and the GOB, to-remedy the above mentioned "
 
shortfalls, the consultants will still be required to continue the role

of superintending the implementation of the program. 
With the existing

constraints and limitation which have been placed on the consultant in

implementing the full development of consultant services scope of work,
the resulting neglect of badly needed consulting services will cause
 
irreparable damage to the program.
 

Therefore, it is proposed that total program needs be analyzed,

priorities be established and a revised scope of services in the areas
 
of Institutional Building Consulting Services to the REB, Institutional
Building Cnn-ulting Services to the PBSs and Engineering Technical 
Consulting Services relating to both the REB and the PBSs, for a new
 
Technical Coivulting Services Agreement. Priorities should include,
 
but not be limited to:
 

Relaxing of the constraints of the REB to develop the REB Organiza
tional structure for effective development, recruitment and retention 
of capable, officers and staff, so the transfer of technology can be
absorbed, allowing the REB to develop and phase-in better trained

Bangladeshi professionals in :imbers to reduceadeqiuate expatriate 
staff at the appropriate time.
 

Concentration on the review, and development, of all Policy

Instructions, Procedures, Standards,Specifications and Guidelines
 
as needed in the program. 'tLs would also include Material
Standards and Specifications necessary to standardize mulit-donor 
procurement.
 

Re-direct'on of the traminl-.g programr., both Institut 'onal and Technical,
with emphasis on developmet:t o specialized skills necessary to meet 
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the expanding requirements of the program; and the development of a 
nucleus of specialists within the REB, to provide this training on 
a continuing basis. 

Development and implementation of a system to monitor the total
 
program, and provide the internal control necessary to the REB, as
 
well as provide data for project evaluation required by present
 
and future donors.
 

III. A. STRUCTURE 

The Rural Electrification Board was established by Presidential
 
Ordinance on 29 Octcber 1977, and began to function in January 1978.
 
The Board consists of a Chairman, appointed by the Government; three full
time Members, Engineering, Finance and PBS and Training appointed by the
 
Government; one part-time member to represent the Bangladesh Power Deve
lopment Board, nominated by the PDB; one part-time member to represent

the Bangladesh Agricultural Development Corporation, nominated by BADC;
 
one part-time member to represent Small and Cottage Industries Corporation,

nominated by BSCIC; and one-part time member to represent the Intergrated

Rural Development Program, nominated by the Local Government, Rural
 
Development and Cooperatives Division. The Chairman, and other members,
shall hold office on such terms, and conditions, as the Government may
determine. 
The Board may appoint such officers and employees and engage

such consultants, advisors, auditors and contractors-'as it may consider 
necessary for the performance of the REB functions and objectives.
 

To accomplish the REB objectives, the following REB structure was 
developed, approved and implemented. 

1. Chairmans Office 

The Chairman of the REB is a full timeChief Executive Officer of the
REB. The three full time members, Engineering, Finance and PBS and 
Training; the Secretary of REB and the Director, Planning report directly
 
to the REB Chairman. 
Under the Chief Executive Officer direction and
 
guidance, the overall Bangladesh Area Coverage Rural ElectrificatioB-

Project is proceeding quite rapidly and has been very impressive. He
 
has the responsibility to initiate, formulate, administer, supervise and
 
monitor a program of approved projects with respect to the distribution
 
of electric energy in the r-ral areas of Bangladesh. 

2. Member - REB Eexcutve Officers 

(A) MmbeEngineervig 

The Membe:r, Engineering, is a full time Member of the Rural
Electrification Board, reports t:o 
the Chairman of the REB and has the
 
overall responsibility of the total YEB Engineering and Constructions 
functions. 
 The Chief Engineer; Director, Equipment and Materials;
 
Director, System Engineering and Design; Timber Products Specialist;
 



and four Superintendent, Engineering and Construction personnel comprise 
the total Engineering Department senior officers.
 

The Member Engineering has the overall responsibility for the super
vision and monitoring.,the effective performance of the local Engineering
 
Consultants and the local Construction Contractors of both electrical and
 
civil projects for the REBo The responsibilities also include implemen
ting engineering planning and system design; system coordination between
 
the REB and the PDB; standards and specification for equipment and
 
material; material quality control inspections; international and local
 
procurement of materials and equipment; engineering studies; power supply
 
analysis; system operations and maintenance and the repair of substation
 
and distribution equipment. Other responsibilities include tendering for
 
services of local construction contractors, services of local Engineering
 
Consultants and processing of their contracts; customs clearance, receiving,
 
custody, issue and movement of equipment and material for construction.
 

(B) Member Finance
 

The Member, Finance, is a full time member of the Rural Elec
trification Board, reports to the Chairman, REB and has the overall
 
responsibility of the management functions of the total Finance Department
 
of the REB. The senior Finance Management Officers are the Director,
 
Finance; Director, PBS Loans and Audit; Director, Procurement and Deputy
 
Director, Internal A jdit.
 

The Member, Finance, has the overall responsibility for the
 
supervision and monitoring the effective performance of the Directorates 
in the Finance Department. He also provides assistance to the REB
 
Chairman in financial planning and in obtaining sufficient capital,
 
including foreign and governmental financing, in the various phases of 
the rural electrification program. Included in the executive management 
f5nction, is the responsibility for internal accounting and financial 
control of the REB funds according to the Uniform System of Accounts as
 
adopted by the Rural Electrification Board of Directors; the consolidation
 
and preparation of the annual REB budget and the preparation of necessary 
financial records and reports. Through the Deputy Director, Internal
 
Audit, the Member Finance monitors the REB organization for compliance to
 
REB approved policies, procedures, accounting and other financial historical
 
records, standards of performance, organizational effectiveness and
 
reports. The Member has the responsibility for the development of the PB"
 
Loan Program, implementation of the Uniform System of Accounts in the PBSs
 
and the periodic audits of the REB and the PBSs.. 

(C) Member PBS and Training 

The Member, PBS and Training is a full time mermabr of the Rural 
Electrification Board, reports to the REB Chairman, and has t'ie overall 
responsibility of the management functions of the total PBS and Training 
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Department of the REBo Senior department heads are the Director, Manage
ment Operation; Director, Training and Director, Development.
 

The Member, PBS and Training has the overall responsibility for
the supervisinn, monitoring and affective performance to achieve the
 
desired results of each directorate under his supervision. Included
 
in the executive management function is the 
planning and implemen
tation of the institutiona! development of the PBS including advising,

monitoring and assistance i management; member education; productive

uses of electricity; administration; board of directors responsibilities,

duties and functions and board/manager relations. Through the Training
Directorate, is the development and administration of a formal institd
tional and technical training program, for all levels of officers and
 
staff of the REB, PBS and for 
local engineering consultants, contractors 
and village electricians.
 

3. Secretariate 

The Secretariat functions are General Administration, Board and
 
Personnel. The Secretariat senior officer is the REB Secretary, who
 
reports to the REB Chairman. 
The REB Secretary has the responsibility

for the overall supervising and monitoring the performance of the Deputy

Secretary, General Administration; Deputy Secretary, Board; and Deputy

Secretary, Personnel.
 

Included in the Secretariat functions are the responsibilities for
operation and maintenance of REB vehicles; aquisition and maintenance of
 
all REB office facilities; protocal services to local and foreign guests

and arrangement of REB functions. 
Additional Responsibilities include
 
issuance of notice of the REB meetings, recording and preparation of

proceedings of the Board meetings and dissemination of Board decisions to
 
relevant parties and authorities. Maintenance of personnel reocrds which
 
include data on appointment, transfer, posting and promotion are 
also the

responsibilities of the Secretariate. 
Review and dispensation of inquiry

and disciplinary cases and preparation of the seniority list of personnel
 
are maintained in the Secretariate.
 

4. Directorates
 

There are fifteen departments, under the direction of either the

REB Secretary, a Director or a Deputy Director. 
With the exception of the
 
Secretary and Director, Planning, who report to the REB Chairman, the
 
remaining officers report directly to their resppective department member.
 

Each Directorate has a defined responsibility related to either 
Institutional Development, Engineering or Construction functions.
Directorates are further divided, 

The 
having Deputy fnd Assistant Directors

with defined responsibilities, reporting relations and specific ±asks to
be performed within the respective Directorate. (Volume II, Statistical 
Sumnary and System Review; Section 7, REB Organization, Staffing and 
Functions.) 
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The fifteen departments, or directorates with designated officer posts
are as follows: 
 (1) Program Planning: Deputy Director, Planning; Deputy
Director Program; Deputy Director, Evaluation; and Deputy Director Publication. (2) Secretary: 
Deputy Secretary, General Administration; Deputy
Secretary, Board; Deputy Secretary, Personnel, 
 (3) Director Training:
Deputy Director, Management WTatning, Deputy Director, Technical Training;
Deputy Director, Planning and Records, (4) Dir ector, PBS Development:
Deputy Director, PBS U'evelopment. 
 (5) Director, PBS Management; Operations:
Deputy Director, Management Services; Deputy.Dieector, PBS Rates; Deputy
Director, Member Services/Power Use. 
 (6) Director Finance: Deputy
Director Controller; Deputy Director, General Accounting; Deputy Director,
Treasurer; Deputy Director PBS Office System. 
(7) Director, PBS Loans
and Audit: 
 Deputy Director, PBS Loans and Review; Deputy Director PBS
Audit and Evaluation. (8) Deputy Director. Internal Control: Reports to
the Member Finance. 
 (9) Director Procurement: 
 Deputy Director Foreign
Procurement; Deputy Director Local Procurement.

(11) (10) Chief Engineer:
Director Equipment and Materials: 
 Deputy Director Clearance and
Movement; Deputy Director Inspection; Deputy Director Warehouse.
(12) Superintendent Engineer Construction: 
 Deputy Director Construction;
Executive Engineer -
Project. 
 (13) Director, PBS System Operations.
(14) Director Engineering and Design: 
 Deputy Director System Planning;
Deputy Director Design and Standards; Deputy Director Engineering and
Contracts. 
 (15) a)eptty Director Timber Products who reports to Member


Eng ineer ing. 

B. Organization and Staffing
 

There must be a recognition on the part of all concerned, that rural
electrification is a long range, complex program and a foundathat solidtion of an adequate, well planned organisation with well trained staff,
must be developed to enable the rural electrification program,I and the
REB, to achieve its full potential.
 

One of the major difficulties that arise in PBS development is the
fragmented and contradictory guidance given to the PBS by the various REB
Directorates. 
Since the responsibility for various aspects of PBS development lie with diffierent Directorates, if there is 
no coordination and c
communication between Directorateslit is only natural that inconsistencies
 
would develop.
 

The responsibility for the various aspects of construction managementare 
fragmented through several REB directorates. 
The role of REB as PrimeContractor is not 
formalized or clearly dilineated. 
Overall construction
planning and management is lacking. 
 There is little or no coordination
between the various construction functinns. 
The technical standards,
procedures, and guidelines are inconsistent and inadequate to meet the
current needs of the program. 
Attempts to modify these instructions by
circulars, orders, and the issuance of guidelines have resulted in
contradictory policies, cuibers6nie procedures, and loss of uniformity. 
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Planned rural electrification program expansion requires planned
staffing expansion. To meet the expansion program , 
 the REB is continuing
to meticulously screen applicants in an effort to employ the best qualified

people.
 

Presently there are 13 PBSs energized and in various stages of
operation. 
Nine additional PBSs have been organized and registered in the
Phase-ll program. Prior to the completion of Phase-lI RE, there will be a total of 33 PBSs energized, all in different stages of development.
These achievements atd goals are very impression by Bangladesh standards,
however, the Consultant is very concerned that the REB will be under very
severe presure to perform beyond their existing capabilities. This isstrongly evidenced by the high degree of dependence upon foreign consultants, by the REB, to superintendent rather than transfer their technologyand experience through advising, assisting and monitoring. This role has
assisted in achieving the short range goals of the program, however it may
retard the ultimate long range goals of a viable, fully functioning and
staffed REB. 
Progress toward assumption of the total responsibility and
creditability of the r-aral electrification program by the REB, must keeppace with the rapid expansion of the total program. 

1. Recommended Posts 

To meet the expanding responsibilities and objectives of the
rural electrification program, an indepth analysis has indicated the
requirement for an additional 80 REB officers. 
Staffing priorities
should be given to selecting personnel for the development of a highly
skilled cadre of specialists to give hands-on assistance in the development
and implementation of each segment of the complex electric utility field
of Administration, Management and Technical Operations. 
The Scope of
Work analysis indicate Construction Management Directorate should be createdto provide centralized construction planning and management, to coordinateall facets of construction, to monitor all facets of construction, and toprovide centralized accounting of construction costs. The establisnuentof a Technical Standards Directorate, responsible for the issuance and
maintenance of all technioal 
standards, procedures, and guidelines, as well
 as material specification and approval, is necessary to provide consistency
and uniformity in all technical matters. 
Consideration should also be
given to the creating of a second position of Chief Engineer for the REBEngineering Technical responsibilities. 

To supplement thp existing Directorates to meet the expandingneeds for program devlop-nent: and implementation, there should be additional Assistant Directors in Training tManagement Technical)and SystemOperations, Management Operations, Office Systems, Loans and Audit,Internal Adit, Equipment and Material, System Engineering and Design,Technical Standards and Proc'iemert. 
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2. Sanctioned Posts
 

Since 1978, the REB has progressed from having an organizational

responsibility to that of a functional organizational, developmental and
operational responsibility. 
The REB has developed from 85 sanctioned
 
posts in 1978, to 210 sanctioned posts in 1983.
 

The Government has not always sanctioned 
 the REB recommended
 
posts in a timely manner, yet all the sanctioned posts had not been
filled by the REB as 
of June 1983. The Consultant does not take exception to the delay in sanctioning posts, nor to the approach that has been
used by the REB to select the best qualified person. However, we must

point out that if this total approach is continued, it will extend the
requirement for expatriate advisors for a longer period of time than
 
had beenroriginalty contemplated.
 

3. Posts Filled/Vacant
 

The statistics, as 
of June 1983, supplied by the REB, indicate
there are 25 officer posts vacant. The statistics do not indicate when
each post was sanctioned; when the post was first filled; if there has

been more than one officer in the post; 
or 
if so, how many officers have

served and if the officer had been terminated or rotated and how long was
the post vacant. Therefore, the Consultant does not 
feel, from the

statistics, that we can objectively evaluate what the impact of posts
filled/vacant has been" at this time. However, fr6rh ifidiS'iddal advisoj afalysis
and observation, counterpart positions in the Institutional Development
 
areas of the REB, have not been filled in a timely manner.
 

4. Rotation 

Completent staff who are well trained, motivated and highly

skilled, 
are the key to the successful implementation of the r:ural
electrification program in Bangladesh. A lack of sufficient, competent

skilled personnel is probably the most serious single factor limiting

the future growth and expansion of any organization.
 

To lose a competent, skilled officer through rotation, places

a hardship on 
the directorate, and the organization. However, if
rotation is a requirement, a careful study 
iust be conducted to determine

where the officer may be rotated within the REB, to best utilize the
 
skills he has developed.
 

There is evidence that when an officer is rotated; he must have
additional training to be effective in the new position. It is also

evidenced that frequent changes, or rotation, of officers must be minimized to provide the continuity required in each position and to developthe special skills necessary for the successful implementation of the 
program.
 

5. Attrition
 

It has been difficult for the REB to retain officers below
the position equivelent 
to that of Deputy Director. The REB has

meticulously screened applicants in an effort to employ the best
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qualified people to train in the rural electrification program. Most
 
of the applicants are persons with College or University degrees. This
 
has resulted in a quality of well trained REB Officers and staff that
 
is for superior to the average Government Organization in Bangladesh.
 

These officers aad staff have gained valuable training in
 
areas of engineering, technical training, finance, accounting, manage
ment and administration along with very the necessary practical

experience for career development. Many of these officers have terminated
 
their services with the REB for employment outside of Bangladesh. Others
 
have terminated their services because of greatbr incentives officed
 
elsewhere in Bangladesh.
 

An intensified effort must be made by the Government to enable
 
the REB to relax constraints and offer incentives to retain these
 
outstanding people, so their talents may be developed and expanded to
 
provide the leadership that is desperately needed in development of the
 
rural electrification program for Bangladesh.
 

DISCIPLINE
 

(Personal)
 

Discipline may be defined as an orderly training that improves,

corrects, molds or perfects, the mental facilities relating to a
 
particular field of study or 
skill. Formal education does not substitute,
 
nor eleminate the need for personal discipline for job proficiency. Nor
 
are there any specific programs to identify the sequence of formal
 
education, training, work experience or seminars 
 that will mold, or 
perfect, the mental facilities relating to the development of job
 
responsibility discipline.
 

The best way to evaluate personal discipline effectiveness 
is to evaluate job performance. When officers are successfully, and
efficiently, carrying out their job responsibilities and functions, 
then their discipline is effectively being demonstrated. 

However, REB personnal, PBS personnal, Local Engineering
Consultants and Construction Contractors, in some situations, have 
frequently demonstrated a lack of job responsibility discipline to 
perform effectively. 

Employee formal edunation is evident, however many organiza
tional instruc-io7-s, pol Icies and proceedures are not being properly
implemented, even though continuous formal training and field assistance 
is being provided. With the rapid expansion of the program, and without 
officer personal discipline, the overall quality and progress of the 
program may be adversely effected. 
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The guidelines, and tools, for job responsibility discipline

have been developed through organization Instructions, Proceedures
 
Policies. Organizational Charts, Position Descriptions and Training,
 
both formal and field.
 

Whatever the skill, employee personal accountability for
 
effective job responsibility, must be included to achieve successful
 
personal discipline.
 

C - Administration
 

Planning, itself, is a function that must be planned. It is the
 
thoughtful determination and systematic arrangement of all factoro;
 
including objectives, policies, standards and procedures that will be
 
required in the successful operation Qf an entetpriae inrAchievitib the
 
desired results of a project. Rural Electrification is one of the most
 
successful, and best known, projects in Bangladesh. The REB basic
 
administrative soundness has been well demonstrated, and has attracted
 
donors including the World Bank, the Asian Development Bank, Kuw.'L,

Finland and Denmark to have committed funds,or expressed intertions
 
to support expansion of the program of rural electrificat(Lon in
 
Bangladesh. The short range plan used in developing selection criteria,
 
which in turn establishes the priority of developing Rural Electric
 
Societies, has been well established and implemented. Three of the
 
main criteria are (a) Adequate, reliable power supply, (b) good road
 
communication and (c) potential areas for the agro-based and cottage
 
industries which are necessary for the economic development of rural
 
Bangladesh.
 

Short range plans are necessary, however, long range, or a Master
 
Plan, for Rural Electrification has not been completed. The Rural
 
Electrification Master Plan was started in 1982. To date there is 
no
 
formal project analysis, or study, for long range engineering, constru
ction and institutional development or a comprehensive, coordinated
 
development plan between the REB and PDB for power supply, transmission,
 
substation, and distribution for the Government of Bangladesh Power
 
Sector.
 

The REB must complete a Master Plan which includes total program
objectives, strageties, goals and reource allocations for the total 
rural electrification program. Adequate, reliable power supply for 
rural Bangladesh can be assured only through a comprehensive engineering

analysis and plan of action between the REB and the PDB. A good Master
 
Plan will also be of value in attracting additional and potential donors
 
for Rural Electrification in Bangladesh.
 

Organizing is grouping, dividing and assigning 
the work to be
 
done to best accomplish the goals and objectives of the enterprise. The
 
REB has developed an Organizational Manual which has been submitted to
 
the GOB for review and approval. The Organizational Manual defines the
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groups (Directorates), positions and functions of the position. Each
 
person knows what they are responsible for, who they are resonsible
 
to and for what they are accountable. Presently the GOB has approved

approximately 185 officer positions in the REB. (Section 7, REB
Organization, Staffing and Functions, Statistical Summary and System

and System Review) In organizing, each group (Directorate) has a

special function in relation to the entire structure of the
 
organization (REB).
 

It has been difficult for the REB to keep the sanctioned posts

for junior officers filled. The REB meticulously screens applicants

in an effort to employ the best qualified people to train in the Rural

Electrification Program. Once 
a person has been employeed, trained
 
and has gained valuable practical experience within the REB, about 25%

of the junior officers will leave the REB for enhanced wages or seek

employment in an organization which offers greater incentives. The

quality of officers and staff remaining with the REB is far superior

to the average Government Organization in Bangladesh. However, the

exodus and rotation of junior officers within the REB, has 
forced

expatriate advisors into the role of a superintendent rather than
 
that of an advisor. Because of the exodus of officers from the REB

and the rotation of officers with in the REB, the Consultant must
 
point out, more expatriate advisors may be needed for a longer period

of time than had been contcmplated.
 

An Organizational Manual must be approved for the REB. The organi
zational plan and structure should be reviewed periodically and manpower

requirements met 
as best suited to carry out the objectives of the REB.
An antensitied effort must be made to 
identify outstanding employees

within the organization, train them in management and technical skills

and develop incentives to retain outstanding employees to provide the

leadership that is so desperately needed. Rotation of officers must
 
be kept to a minimum.
 

Directing Is the day-to-day execution of 
plans and projetts, to
 
ensure the activities and the people of an organization are working

together. The rural electrification program has started to expand and
becomiiig more of a complex program. The challanges of directing a
 
program of planning, organizing, directing and measuring results of
engineering, constriction. operation, maintenance, training and
institutional developmnct had riot been satistac:torilv met by the REB.
Thirteen PBSs are now energized and nine additional HiSs are in various
stages of institutional developmcnt, engineering design and construction. 

However, it observedis there is a great need for the learning of jobdiscipline, :-oordinatlon, cooperation, motivation, planning and communi
cation between mot dirvc.orates within the HEll. 
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To meet the challenges of an expanding and complex rural
 
electrification program, there should be developed, and presented,
 
an indepth training program on the Management Functions for the
 
senior officers of the REB. Directing is almost an art, and involves
 
building team work, moral, personnel development and improving
 
productivity. 

Controlling is having standards to appraise or measure with;

being informed of progress as measured against standards; interpreting 
trends and results a.d knowing where, when and how to initiate correction
 
action in time. The overall raral electrifiation project has proceeded 
very rapidly and the rate cf progress has been very impressive. There has
 
been short falls on targets; i.e. mileage and connections; however, this
 
has been due mainly to a shortage of material, and is now being rapidly

claught up. The REB ha~j adopted Policy Instructions, Engineering and 
Construction Standards, Utility Uniform System of Accounts, Accounting 
Procedures, implemented an Internal Audit Cell, developing a Material
 
Specification and Standard Manual, established a Coordination Conmmittee
 
with the PDB a Material Standards and Specifications Conmmittee,
 
Engineering Consultant and Line Constructlon evaluation cormnittee which
 
have standards that performance may be measured.
 

The policies, standards, specifications and procedures which iere 
originally developed, in the formative years of the REB, were those
 
using the REA policies, standards, specifications and procedures as a
 
guide, experience in other countries, then extracting the best and
 
modifying them for the Bangladesh Rural Electric Program. 

MIults-donor [unding procurement requirements, and four ".tars of 
engineering design and construction experience, is now requiring a 
review and revision of material quality control, line design, material 
standards and specifications and procurement procedures. Corrective 
action, by reviewing and revising enginceing, construction and design 
staadards, should be itilated immediately. 

D. FINANCIAL MANAGEMlN 

Finance Directorate
 

Very early [, it s development, REB adopted the Utility Uniform 
System of Accoi'n:s. Thii syite, is almost universally utilized by
plibl c .iil [ties aro,ud the world, but new to Bangladesh. Accordingly, 
eXtenfiLve ntr c':io* to all accotmnt-ing personnel was required. A 
series of Accoiit hwa atnd Financc l)irect ives (Instruct io'in) were 
developed alo'yw .th reqittred lProcedures Mlanuals for thic effective 
hrnplementat lor, of I he I1.. '..-v Ih lform System of Accoontat whIhi will 
be enale to lH'iLh eX':t Iv.- d of properly mon tor and control the Rural 
Electrtflcat Lon Progran. Nlnnvroas workshops were held, followed-tap 
by on-the-job training. 
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PROBLEM:
 

Substantial progress has been made in system implementation,
 
however, compliance with all the established elements of internal
 

control continues to be a problem, which effects work flow. (Improvement
 

is needed in the maintenance of accounting records as required by the
 

Uniform System of Accounts (REB Inst. 600-16) and the Accounting
 

Procedures Manual (REB Inst. 600-9). The Internal Auditor set forth
 

recommendations regarding the Uniform System of Accounts as stated
 

above. The Accounting Procedure Manual includes a procedure to be
 

followed when changes are required, however, verbal instructions were
 

given for system changes which were implemented and forms which were
 

re-designed, without any revision to this manual. The result is 
ineffectiveness of this element of control. Internal Audit Reports 
have set forth in detail, both vergally and in system flow chart 
form, control problems caused by this,and recommendations fdr adequate
 

system and procedure manual revision, however no progress has been
 
made. Additionally material accounting records are not current or
 

reconcilable with the General Ledger Control Account. Construction
 
Work Orders are not being closed out currently, consequently the PBSs
 
and REB financial statements are inaccurate and missleading. Additional
 

improvement in assisting the PBSs with booking of Accounts Receivable
 
billings is needed through the supplying of more detailed and analytical
 

billing information. Statements on Accts. Rec. and Loan Rec. bplances
 
should be sent regularly to the PBS for reconciliation. All Gente al 
Ledger Accounts are not being maintained in accordance with the Uniform 
System of Accounts as set forth in Audit Reports. The Organizational 
Manual is still with the Ministry after undergoing another ievision in 
November 1982, tius leaving this element ineffective. Instructions for 
the financial operation of REB have been issued, however, are not being
 
entirely complied with resulting in a weakness in this element of
 

control. One of these instructions is 600-8, Internal Control of REB.
 
This instruction requires that the adequacy of internal control be 
reviewed by IZEB. Use of this instruction and the checklist included 
would greatly assist in the current identification of problem areas. 

RECOMENIATIONS: 

Internal AtidLt reports are for the purpose of assisting all areas 
of management in the strenghting of internal control. Recommendations 
contained therei shold receive proper attention and follow-up to 
assure develoirnent of a strong system of interinl control. 

All 111 B Instrictlont, and Procedures uhould be complied with, and 
adequately monitored by inagement. HEllB Instruction 600-8 approved 
8 April 191(0 concern[, inter,nl Control of HEll operations. Instructions 
for entabl f idment of Internal cotrol procedures, enforcement and 
r-Jedial act ion are clearly stet forth including a checklist for 
ass ot. lug in reviewing the adequacy of Internal Control. Management 
should establish and malittattn a program for compliianc with this 
Instruct Ion. 
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Continued follow-up should be maintained to assure prompt
 
submission to the PBSs of plan costs and related documents.
 

All accounting transactions should be recorded, and General
 
Ledger accounts adequately supported, in accordance with the Uniforp
 
System of Accounts and accepted accounting principles.
 

Prior to implementation of any change in the maintenance of
 
accounting records, the applicable instruction or procedure should first
 
be revised. The Accounting Procedure Manual provides for a definite
 
procedure to be followed for revision and this should be complied with.
 

All billings and related support sent to the PBSs should be in
 
sufficient detail to facilitate accurate booking.
 

Continued follow-up should be maintained on the Organizational
 
Manual approval for prompt implementatpon of this element of internal
 
control.
 

Budgets are an example of "Standards of Performance", one of the
 
elements of Internal Control. For reports to be of maximum usefulness
 
all items of income and expense should be budgeted so that what has
 
happened, may be accurately compared with what was planned.
 

Reports are a major means of control by management. As with
 
records, reports must be prompt, accurate concise and complete. These
 
should be adequately reviewed by management to detect any probable
 
problem areas (such as large variances over prior year, abnormal
 
relationships, negative balances, all ttems not budgeted, etc.) and
 
aepropriate remedial action taken.
 

PBS Loan & Audit Directorate
 

PBS Loan Branch
 

During the early stages of development, the activities of this 
directorate were centered around the processing of PBS loans. This 
function was, for the most part, performed by Management Operations
with IPBS Loans functioning only in a reviewing capacity. During
1981,organizational meetings were held as well as meetings with MO 
for the orderly transfer of loan activities. The policies covering 
this branch's functions relating to loans are set forth in REB 
Instructions 600-11 and PBS Instruction 200-16,17 and 19. Unfortuna
tely, these inotructions were not complied with from inception and 
loan records were limited to General Ledger Accounts Maintained by
Finance. System flow charts were then prepared from these instructions 
showing how the system In designed to accomplish the various tasks 
involved. Step-by-step prnedure then were written to effectively 
implement the system. Workshlopn were held and implementation began. 
This work was temtporarily delayed due to assistance given the PBS 
Audit Branch lbecause of lack of personnel. 
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PROBLEMS
 

The main problem is the gathering of data to establish proper loan
fund records and commence system operations. The records PBS Management

Operations was to turn over were found to be virtually non-existant,
 
requiring extensive re-construction. This is time consuming, requires

the consistent application of deligent effort And close monitoring.
 

RECOMMENDED REMEDIAL ACTION 

It is recommended that work continue toward the objective of
establishing adequate loan fund records and effective system implementation
 
as documented. Progress should be continually monitored by management.

With application of consistent effort and stable staffing, effective
 
system implementation and work flow should be accomplished by 1986.
 

PBS Audit Branch
 

An Audit Manual and work paper guide was published in October 1980 
setting forth the requirements for PBS audits. 
At that time this branch
 
was not functioning. The Organizational Manual indicating required

staffing had not yet been implemented. Early in 1981 organizational

meetings were held, plans formulated, a projected audit schedule for

the 13 PBSs prepared and staffing commenced. The first PBS audit began
 
on 20 July 1981 with the auditors receiving extensive classroom
 
training prior to commencement, but with no prior experience in electric
 
utility accounting or auditing. 
 Extensive training was conducted both
 
in the field and office together with comprehensive workpaper review.
 
Staffing problems were experienced throughout. A "Accounting Interpre
tations Manual", which provides REB/PBS personnel with interpretations
 
to 
specific accounting problems and a vehicle for submission of their
 
questions; lhes been published.
 

Individual audits are 
taking much longer than anticipated. In
 
order to provide maximum assistance to the PBSs and be effecti4
 e for
 
REB use, these audits should be conducted annually for each PBS and
 
within the time frame required by REB Instruction 600-25.
 

RECOMMENDED REMEDIAL ACTION 

It is recommended that management continue the training prograw.df
personnel In their respective functions and duties as 
set forth in 'the 
organizational manual and improvement of the office system to increase

efficiency, emphasizing adherence to published instructions and procedures.
The assignment of tasks and required traihing be reviewed with the
 
objective of complete effective coverage of this branches assigned

functions and duties as set forth in the organizational manual and
 
respective position descriptions.
 

http:prograw.df
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Internal Auditing
 

Internal Auditing is defined as an independent appraisal activity

within REB for the review of accounting, financial and other operations

as a basis for service to management. It is a managerial control, which
 
functions by measuring and evaluating the effectiveness of other controls.

The overall objective of internal auditing is to assist all members of
management in the effective discharge of their responsibilities, by

furnishing them with objective analysis, appraisals, recommendations
 
and pertinent comments concerning the activities reviewed.
 

In December 1978 REB established a policy through REB Instruction

400-17 requiring a continuous internal audit of the REB program and

functions. This instruction defined the scope of the audit as "an

objective review of REB implementation functions set forth in the Rural
Electrification Board Ordinance - 1977". 
Responsibility for the conduct

of this was assigned to the Dept,' y Director Internal Audit under Member

Finance. Authority was given the DD to utilize the services of REB
 
personnel in the various Directorates during the conduct of the audit and

the Directors instructed to cooperate in making personnel available as
 
needed.
 

During the last half of 1980, REB revised its organizational chart
 
to include this branch in the Finance Departments organizational structure.

Staffing requirements and position descriptions were prepared. 
As
 
recommended in our 1980 annual evaluation report staffing and traifiing

commenced early in 1981.
 

Date Completed Description of Task
 

1. May 1981 


2. June 1981 


3. June 1981 


4. July 1981 


5. October 1981 


6. November 1981 


7. December 1981 


8. December 1981 


9. January 1982 


10. January 1982 


- Publish "Orientation and Training Manual". 

- Commence training of Deputy Director. 

- Prepare "Operational Audit Program of REB" as per 
REB Instruttion 400-17.
 

- Comnence Field Assgn.#l of 14 in REB Operational 
Audit Program. 

- Submit Report to Director Finance on FA #1. 

- Commence Field Assgn. #2 of 14. 
- Design Form for Special Assignments.
 

- Publish "Organizational Manual."
 

-
 Obtain Member Finance approval of Deputy Director
 
position description.
 

- Submit Report to Director Finance on Part I & II
 
of Field Assgn. #2 (Directorate Objectives and
 
Organization).
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Date Completed Description of Task
 

11. April 1982 
 Conduct "Review Financial Activities of Khulna
 
Warehouse" for Director Finance.
 

June 1982 12. 	 Conmence Phase-f of Part III FA #2 (Directorate
 
Operations Cash Receipts Function6,)
 

13. 	 September 1982 - Commence "Follow-Up" of Field Assgn. #1 Recommen
dations. 

14. October 1982 - Submit Report on "Khulna 	Warehouse".
 
15. November 1982  Sul-mit Report on "Follow-Up" of Field Assgn. #1'.'
 
16. December 1982 - Complete Phase-I and Commence Phase-Il 
of Part III
 

FA #2 (Cash Disbursement function).

17. December 1982 -
 Submitted Response to Finance Directorates Comments
 

on "Follow-Up Report of FA #1".
 

The Operational Audit Program prepared in June 1981 includes 14
separate sub-programs, called Field Assignments, in order to provide
complete coverage of the REB functions and is reproduced as follows:
 



- 25 -

RURAL ELECTRIFICATION BOARD 
FINANCE DEPARTMENT 

INTERNAL AUDIT BRANCH 

- OPERATIONAL AUDIT OF REB -


SCOPE:
 

The audit will be an objective review of REB's implementation of its functions as set forth in the
 
Rural Electrification Board Ordinance - 1977. Included shall be a review and report on the dequacy
 
of REB & PBS Instructions for the guidance of REB personnel and their compliance therewith, including

any recommendations for revision; adequacy of REB accounting records; adequacy and effectiveness of

the REB program for implementing REB's objectives as 
stated 	in the ordinance.
 

FIELD 
 ESTIMATED--- -	 ACTUAL 
ASSG. 
 START FINISH START FINT SH 

1. 	 Review the balances shown in the GL balance sheet 
 22. 7.81 15.10.81 22. 7.81 13.10.81
 
accts. for determination of adequate support as
 
required by the Uniform System of Accts (REB
 
Instruction 600-16).
 

2. 	 Determine whether (1) Standards have been prescribed 17.11.81 16.10.83 17.11.81
 
for the operation and management of REB and the PBS's
 
(2) They are adequate and being complied with. This
 
will include a review of REB & PBS Instructions and
 
recommendations for any revisions.
 

3. 	 Determine whether systems where acquired from other 
 13. 3.83 15. 4.83 13. 3.83 14. 6.83
 
utilities and the acquisition properly accounted
 
for and administered.
 

4. 	 Review the development and implementation of the 5. 7.83 30. 8.83
 
loan and grant programme from the Govt. and others
 
to the PBS's.
 

5. 	 Determine whether by-laws were prescribed for all 5. 7.83 25. 8.83
 
PBS's and their adequacy.
 

6. 	 Determine whether completed schemes were published 
 5. 7.83 25. 8.83
 
for the operation and maintenance of PBS's.
 

http:17.11.81
http:16.10.83
http:17.11.81
http:13.10.81
http:15.10.81


- 26 -

FIELD 
ASSG. PURPOSE 

ESTIMATED 
START FINISH 

ACTUAL 
START FINISH 

7. Review the programes developed for preparation, 
execution, operation and management of the rural 
electrification program and related works. 
Determine their adequacy and effectiveness. 

16.10.83 30.11.83 

8. Review the establishment of electric generation, 
transmission, transformation and distribution 
system in the rural areas of Bangladesh. 

1. 9.83 30.10.83 

9. Review the measures takep by the Board for the 
effective use of electricity which fosters 
rural development and the use of electrical 
poser for economic pursuites. 

28. 8.83 30.10.83 

10. Review the criteria established for rural 
electrification and associates works. 

28. 8.83 16.10.83 

11. Determine whether sruveys, feasibility 
studies and schemes, were implemented for 
the establishment of electrical system 
in rural areas. 

1.12?3 29.12.83 

12. Review the organization of consumers 
formal PBS's. 

into 1.11.83 20.12.83 

13. Determine whether plans have been developed 
and implemented for cooperation with various 
agencies in rural development works. 

1.11.83 23.12.83 

14. Determine whether research and evaluation 
methods have been established to measures 
the effectiveness of Board Programs and 
others in the relevant fields. 

16.10.83 20.12.83 
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In addition to the Operational Audit Program a Form to control
 
"Special Assignments", which may be requested by management as needs

dictate, was designed and implemented in December 1981. A schedule of
 
the activities performed in this catagory is shown below:
 

INTERNAL AUDIT BRANCH 
SCHEDULE OF SPECIAL ASSIGNMENTS 

DATE OFNO. SUMMARY STATEMENT OF PURPOSE START FINISH REPORT 

1. Khulna Warehouse Financial Review 
 19.4.82 29.9.82 
 7.10.82
 

2. Field Assign. #1 Recomm. - Follow-Up 15.9.82 14.10.82 16.11.82
 

3. Bank Reconciliation Review 
 30.1.83 7.2.83 9.2.83
 

4. Chittagong Warehouse Financial Review 
13.3.83 6.4.83 24.4.83
 

5. Irfiprest Fund Review-Finance Directorate 10.2.83 
 2.3.83 3.3.83
 

6. Dhaka Warehouse Financial Aeview 
 12.4.83 2.6.83 
 22.6.83
 

The overall result of the audit programs completed thus far has been
 
acceptance by lipnagement of the Directorate of %Audit recommendation,
 
resulting in a strengthning of the internal control system.
 

PROBLEMS
 

One of the problems confronting this branch is limited practical
internal auditing knowledge and experience. Internal Auditing is new to
the country of Bangladesh and not taught in the universities, however this
 
management control is vital to the development of REB. Extensive workshop

instruction is being conducted on a continuous training program, which
 
includes on the job training in audit techniques, work paper preparation

and report writing. 
Progress for the most part is satisfactory and more

importantly employees appear strongly motivated to perform this management

control function effecti'ely; and efficiently. The audits performed by

this branch are very broad in scope and requires a full staff of qualified

auditors. This leads us 
to the second problem which is staffing.
 

As of 31 December 1982 the number of Auditors was one. 
 Thl auditor
 
was posted on 20 November 1981, received extensive training, was developing

well, but was transferred to another directorate after an investment of
 

years of training. Development is adversly effected in situations of
 
understaffing or transferring of staff. 
Under the present system it has
been projected that the development of a professional staff would take
 
approximately 8 to 10 years under the guidance of a qualified advisor.

This is however, contingent upon individual ability and stability of 
staffing. If this branch was 
fully staffed initially and remained faily
stable, full development should be achieved by 1986. If the system is

changed, an with the advent of computerization, etc., development time
 
would be extended according to trait'ing requirements.
 

1 

http:16.11.82
http:14.10.82
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RECOMMENDATIONS 

As previously recmumended, this branch should be fully staffed
 
according to sanctioned posts. Training programs should continue with
 
the objective of developing a fully qualified staff that will perform
 
this management control function effectively and efficiently. Complete
 
and stable effective staffing facilitates training and development
 
time which should be a prime consideration of management.
 

E. Engineering
 

The subject of engineering is discussed in other sections of the
 
report as it relates to various systems within the program, such as
 
construction, operations, etc. Evaluation of the effectiveness in
 
which these systems are working provides tangible measurement of the
 
quality of engineering. Therefore, the discussion here will be limited
 
to some general comments on the proficiency in which the technology
 
imparted to engineers and technicians is being applied on a day to
 
day basis.
 

Between 1978 and the end of June, 1983 REB offered eleven types of
 
engineering or technical courses related to construction, operations or
 
maintenance. These courses were attended by a total of 1,165 REB, PBS,

Consfiltant, contractor or other personnel, compiling a total of 16,080
 
man-days in the classroom, for an average of just under 14 days of
 
training for each individual. A review of the subject matter offered 
in these courses indicates that the training was heavily oriented toward
 
construction related subjects with only about 9 percent of the man-days
 
spent in the classroom on subjects related to system operations and mpint
enance, and very little effort spent on system planning. In addition to
 
the engineering and technical courses a total of 61,237 man-days was
 
acctmulated by 2687 participants in power use, job training and PBS
 
linemen's training courses.
 

PROBLEMS
 

There is a general reluctance on the part of many individuals within
 
'
REB to make technical decisions or recommendations . When such decisions
 

or recommendations are made, they usually reflect the consensus of group

of people, rather than the thoughts of an individual. Often the techni
cal reco-nmerdations promulgated by the REB engineering staff do not 
reflect mat-jre engineering judgment, but are made spontaneously in 
:7esponse to imnediate problems with little regard for future consequencies. 
The expatriate advisors are often depended upon, not only for advise, but
 
to make technical decisions and to initiate action. 

This may be attributed in a large part to cultural factors affecting

the way Bangladeshi engineers think and work. The approach to engineering
 
and technology offered in training people for the RE Program is a departure

from traditional though in the engineering profession in Bangladesh. The 
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emphasis on standardization, insistance on quality, and the practical,

results oriented approach to technology are in many ways contrary to the
 
way they have been trained. It is difficult, and often impossible for
 an engineer who has been indoctrinated with a highly theoretical approach

to his profession to adapt. his thinking to the methods set forth by

expatriate advisors.
 

Most of the engineers prefer office work to field work, making it
difficult for REB to keep competent front line construction supervision

in the field. The problem is further compounded by the REB practice of
personnel rotation which often leaves responsibili ty for control of the
project in the hands of people pookly dquipped to'Cbpe'with the resp0nsibility. 

RECOMMENDED REMEDIAL ACTION
 

There are no 
simple solutions to these problems, but solutions must

be found if the program is to succeed. Operating within the framework
 
of constraints and long standing tradition makes it difficult for REB to
initiate substantial changes. 
But every effort must be exerted by REB
 
to establish the iLecessary incentives to attract, and maintain, the
 
technical talent needed to continue the program.
 

The present approach to technical training must be closely examined
and appropriate changes made. 
 It is apparent from experience in the
 
program so far, that the transfer of technology is not taking place at
 
a rate cortmensurate with the needs.
 

Education of this nature must be 
a continuing program, rather than
 
a 'gone shot" affair, with a small group of foreign advisors conducting a
 
series of short courses on various subjects. Instead, REB must begin
immediately to build within the Directorate of Training a nucleus of well

versed instructors capable of carrying 
on the systematic, continuing program

needed for an adequate transfer of technology. Foreign advisors should
 
not be depended upon as instructors, but rather to develop the standards,

training systems, manuals and aids needed in the program.
 

REB should also work more closely with the local educational comunity,

using whatever influence it 
can to develop curricula to be used in technical
 
courses offered by the local colleges and universities. If REB can influence
the basic technical ttaining given future engineers and technicians, it will
nnt be faccd with t-he presently impossible task of re-training engineering
graduates to silt its nceds. 

F. Construct ion. 

Compared to all other electric distribuition systems previously built
 
in Bangladesh, the Rjral Elcctriffcation constriction program is 
an out
standing success both in the qtjality of construction and in the volume 
of construction work being completed. 
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REB serves as prime contractor in building distribution systems for
the PBS. 
REB engages local consultants to do the construction engineering,
procures construction materials and distributes them to local PBS warehouses,
and engages contractors to do the construction work. 
After completion the
completed plant is turzted over to the PBS on a "turnkey" basis. 

As of June 30, 1983, 4080 miles of distribution line out of a targeted

goal of 6338 miles had been completed for the first 13 PBS in Phase-I, with
64,811 consumer connections completed out of a targeted goal of 73,200.

Construction progress by PBS to date is tabulated in the statistical annex 
to this report.
 

PROBLEMS 

Notwithstanding the many achievements of the program, there is considerable room for improvement. 
Many problems plague the construction
 
program which, if not 
addressed, will cause continued deterioration in
construction quality and make it increasingly difficult to meet construction 
schedules. 

The central deficiency is a lack of good construction management. 
There
is virtually no systematic construction planning. The results of thisdifficiency are manifest in a myrial of ways throughout the entire cons
truction program from engineerirg to material procurement, disbursement and
4iality control, to the actual building of distribution stations and lines.
 

The local consulting engineers are ha.,dicaped by inadequate construction engineering standards. The design guidelines and specifications for6.35/1 KV construction initially adopted by REB sufficed at 
the start of
the program, but 
now nced to be reviewed and revised in view of actual
experience in Bangladesh. 
The present engineering standards should be
expanded and supplemented to include more 
comprehensive engineeing guidelines for renovation of PDB systems as well as for construction of substations,
decondary systems and 33KV transmission lines. 
All of this work is now
being done without the behiefit of adequate standards.
 

'lTle quality of construction engineering is also adversly affected by
inadequate training of office and field engineering personnel. The problem
has been compounded by the inability'6f REB, and 
some local consultants, to
main*:ain contiraiity by keeping copetent engineers in the field to monitorlie work. Gloseo,'t of completed work is comonly neglected, making itIhrossible to maintatn control of materials, fix ccntractor responsibility 
or t establish meaningBfil PBS plant records. 

Material f1]w wthilr the ro,intry from the central warehouse to the jobsites is riot smcoth. Becaase of delays in moving information from the fieldto REB' 6 central offices, it is Impossible to maintain accurate, timelyrecords of materials isa:ed, returned, and in stock. These problems serveto ftirther hifnder construction progress as well as limiting financial 
cont rnl. 
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Material quality control is a growing problem which poses a seriousthreat to the quality of construction. 
The original REB technical specifications relied heavily ipon references to U.S. Manufacturers' catalog
numbers, REA Specifications and American Industry Standards. With onlyUSAID funding and primarily .1mericanManufacturers, a reasonable control
of quality was maintained with a minimum of policing by RE3. 

Now, with multi-donor funding and procurement being done on the
Asian international market, quality control has become a serious problem.
At the insistence of sciate 
donors, 
some of the references establishing

quality levels have been deleted. Some of the man-ufacturers; giveh'the
simple technical speci-Ecations in the REB tender documents, have furnished
materials of inferior quality. 
Unfortunately, many of these inferior
materials have found their way into the construction program. 
REB has
taken some action to correct the situation by making preshipment inspections and making tests on certain items, but a much more comprehensive
 
program is urgently needed.
 

Like the engineering consultants, the contractors are often unable to
keep competent field people on the job. 
Lack of training and a high rate
of turnover are common. 
The problem is further compounded when REB awards
new work to contractors who have shown a poor r-- ord on earlier construction. 
RES's practice of doling out small sections of line on 
a fragmented
basis to several contractors scattered over a 
wide area also makes good
construction supervision and material control impossible. 
With the contractors working on "labor only" contracts, and given the lack of contract
closeouts, it is impossible to fix responsibility for material loss, theft
or breakage upon the contractor. 
Also, there is little recourse if ,:he
contractor's work is found to be unsatisfactory if he has already left
 
the job.
 

RECOMMENDED REMEDIAL ACTION
 

It is reconanendcd that the present construction standards, specifications and guidelines be reviewed, updated and augmented to include ali
types of construction. 
These should include engineering and construction
standards for 33KV, 11KV and LT lines, for PDB line renovation, and for
substation construction: 
 Using training materials developed from the new
engineering standards, at? fttensified training program should be developed
for RE2, PBS, :tsvltant a.d contraztor personnel.
 

It is imperati've that: a comprehensive constriction management programbe developed, in,:luding policies, g':idelines and procedures for all constrjction elated activities. The program should provide for the planning
and implementation of material procurement and control engineering, andco7:str, ction as well as for monitoring and responsibility acccunting for 
these finctions. 

The role of REb as a prime contractor for PBS construction should befoznmalized ir,a constr-tion contract with each PBS. Contracts between REB 
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and the construction contractors should be revised to make the contractors
responsible for materials under their control. 
All REB construction
 
functions should be consolidated within the organization.
 

It is further recommended that REB continue and expand its presentefforts to establish a quality control program 
for procurement of foreign
and local materials. 
The program should include complete material tech
nical specifications, testing specifications and procedures, and inspec
tion of manufacturing facilities and conmodities.
 

G. PBS Management Operations
 

The PBS ManagemelLt Operadlon 
Directurate has the responsibility to
provide technical assistance to the PBSs in the 
areas of management,

administration, rates, personnel administration, member services/power

use aid to monitor their compliance with the REB Policy Instruction to
 
the PBS.
 

The directorat,. has conducted management audits of the Phase-I PBS 
.
These reports were presented to the individual PBS Board of Directors for
their review and necessary action. New Policies for PBS have been developed and existing Policies have been reviewed and up dated to meet the
changing needs of the PBS. 
 The PBSs have provided input for changes in
Wage and Salary Plans; Wiring Standards; Staffing requirements; Accounting

Procedures and PBS Retail Rates. 
Power Use maintains an intensive training
program in the PBS service areas 
that has resulted in up grading consumer
'wiring installations to above average in Bangladesh. 
Power Use has also
been very successful in assistidg the development of several indigenous

industries which will assist in the economic 
development of rural
 
Bangladesh.
 

PROBLEMS 

The rotation, attrition, motivation and untimely recruitment of staff
has caused a high degree of dependence on expatriate advisors to perform
the REB work, rather than fulfill their duties as advisors to the REB.
Officers of other Directorates are not communicating to or coordinating
with the Directorate, activities related to and involving PBS Management
Operations responsibilities and functions. 
Most written communication are
in Bengali, which is in accordance to the GOB, but violates the Technical
Assistance Agreement between the REB and Consultant. Electric rate

schedules were revised in an attempt to simplify the rate structure,however, retail rates still are difficult to interpret and implementby

the PBS personnel.
 

RECOMM1ENDED REMEDIAL ACTION 

All written and oral communications of responsibilities relating to
PBS Management Operat[Icns must be coordinated and conmunicated through the
Director, PBS Management Operations. Copies of these conmmnications mustbe translated into English, and forwarded to the appropriate expatriate
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advisor. The REB must reduce rotation of staff to 
a minimum, implement

timely recruitment and develop incentives to retain and motivate out
standing employees within Government regulations. .A short term rate
 
specialist should be considered to review and revise 
 the PBS rate
 
schedules. The Directorate should properly utilize the expatriate staff
 
for trainLng, and to advise and assist in policies relating to the
 
functions of management.
 

H. System Operations 

The REB/PBS System Operations Directorate has the responsibility to
 
provide technical assistance to the PBSs in the areas of PBS Construction,

Operation and Maintenance, including substation operation and maintenance,
 
and to monitor their compliance with the REB Policy Instructions to the
 
PBS.
 

The System Operations Directorate has divided the area of responsibility

geographically, between eastern and western zones, for operation and line
 
maintenance personnel. Those assigned to a given zone 
are to advise, assist
 
and monitor the PBS Construction, Operation and Maintenance functions within
 
their zone. A third group within the Directorate, has been assigned to a
 
specific System Operational task, which includes central meter testing,

line and station OCR testing and repair, oil filtering, substation pre
energization inspection and tests and annual substation inspections. Plant
 
improvements are in p-ogress to fully equip an OCR testing lab, oil filtering

center and an oil test lab. A substation maintenance program is being

evaluated and a scheduldd plan for implementation is being developed. REB
 
System Operations is definning and consolidating its role within the
 
organization.
 

PROBLEMS
 

Areas of responsibility have been identified, however areas of respon
sibility for personnel are not clearly defined. Technical expertise to
 
provide assistance to the PBS is deficient. Data and records of PBS
 
substations are not compiled. The meter testing facility has only one 
trained technician. Specialized training is required for the operation of 
the OCR test equipment and subsequent repair of OCRs. Additional training
will be required in a timely manner for uther equipment under System
Operations responsibility. Field personnel need better mobilization and
 
specialized training in instructional techniques. 

RECOMMENDED REMEDIAL ACTION 

It is recommended that short term advisors who are specialists in the 
field of meter testing, line and station OCR testing and maintenance and

Regulator testing and maintenance be engaged when proper facilities for 
such training are made available. It is further recommended that System
Operations personnel, attend the "Teachers Training Course" developed by
 
the REB Training Directorate. System Operation personnel must establish
 
and maintain data evaluiation, data retrieval and record keeping systems

for electrical system grids and substations. 
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I. Training 

A centralized training program, with both administrative and technical
 
training facilities, has been included as an intregal part of the rural
 
electrification program. 
There has been 57 courses developed and 6,724
 
trainees enrolled (Statistical Summary and System Review, Section I 
-
Program Development - Training). There is a projected program of formal
 
training for all levels of leaders and employees in both the REB and the
 
PBS, as well as 
local engineering conIltants, line construction contractors,
 
village electricians and PDB engineers. 
The REB Training Institute is
 
oriented to help develop training in all aspects and segments of the rural
 
electrification program. 
Training programs have included the areas of
 
general engineering, technical training, finance, accounting, management

and administration. Progress in institutionalizing Lraining has been excellent.
 

'A. Transfer of Technology
 

It it evident that the scope of work for training must be reviewed
 
and re-evaluated. 
The general training program must continue. However,
 
training priorities must now be considered in directing a transfer of
 
technology for the development of a highly skilled cadre of specialists
 
in Engineering, with emphasis on Material Quality Control, System Planaing,
 
Design, Standards and Specifications; Construction Design, Standards and
 
Specifications and Institutional Planning and Development. 
 Expatriate
 
advisors must be utilized more in this training role, and less in the
 
superintending role, which will then allow maximum technology transfer
 
and developing a more effective, successful rural electrification program
 
for Bangladesh.
 

Only when REB officers are successfully carrying uut their responsi
bilities, goals are being attained and desired reulsts are being achieved,
 
has the transfer of technology been successful.
 
PROBLEMS
 

'A. 'REB Off icers 

Formal education cannot substitute, nor eleminate, the need for
 
training for job proficiency. The previous formal education and experience
 
which all officers and employees have obtained is basically general in
 
nature and focused on developing the general capabilities of individuals.
 
The rural electrification program is general, however the officers and
 
staff are specialists with specific areas of responsibility. For the most
 
part, REB officers have exhibited a lack of discipline for learning the
 
techniques and practices related to their specific 
areas of responsibility
 
in rural electrification. 
They must attend programs relating to their
 
areas of responsibility.
 

i1.'Facilit ies 

The present administrative, technical traifiing and hostel facilities
 
are widely separated, resulting in poor communication and valuable time
 
lost. Office, library, classroom and hostel space is very minimal. The
 
facilities for conducting outside technical training courses are not
 
adequate. There should be plans developed for a future training center
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that can accommodate the central training needs for the total rural
 
electrification program. 
There should also be given consideration to
 
establish area, or district, training centers, to supplement the
 
training facilities as the rural electrification program expands.
 

£L.. Staffing
 

The expanded demands on training, not only affects facilities, but
 
staffing as well. 
Presently the Training Directorate i.s not fully
staffed. The greatest difficulty to date has been staffing with capable
trainees. There has developed a great need for on-the-job training to
 
meet the needs of local Engineering Consultants, Contractors, the REB
 
technidal personnel and the PBS technical personnel. As a result, the
 
training staff must be increased and develop into a highly skilled cadre
 
of specialists. Expatriate advisors must also be properly utilized so a
 
transfer of technology can be effected.
 

J. Program Planning
 

Program Planning is the process of deciding the program objectives,

strategies, goals and resource allocations, which have been selected, so

they may best be applied for the future development of rural electrifica
tion.
 

The Program Planning Directorate is developing and providing studies 
of proposed rural electrification projects; planning for each phase of the

rural electrification program; coordination with project donors to ensure
 
adequate funding; coordination with concerned Bangladesh Government Agencies
to gain approval of rural electrification project areas; analysis, design

and implementation of the program management information system; monitoring

of program progress and impact to support planning activities, to guage the
 
effectiveness of program implementation, and to support management decision
 
making; dissminaten information on the rural electrification program;
preparation of the annual development plan and comprehensive program
 
planning.
 

Plans for Phase-I, Phase-I Extension and Phase-II Area Coverage Rural

Electrification have been completed which have led to the conmitment of
 
funds to the rural electrification program as follows:
 

Foreign Local 
No. No. Assistance Currency 
PBS Thanas (QIJSL_M.lon) .Taka Million) 

Phase-I (USAID) 
Phase-I Extension (KFAED) 

13 
8 

50 
24 

79.20 
29.?0 

800.00 
296.40 

Phase-II (USAID/Finland) 5 17 36.00 508.30 
Phase-II (IDA) 7 26 40.00 674.30 

TOTAL 33 117 195.10 2,279.00 

Baseline Surveys for the 13 Phase-I (USAID) PBS have been completed
providing an extensive data base to allow stndy of the impact of rural
 
electrification in Bangladesh.
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PROBLEMS
 

The Rural Electrification Master Plan has been under development since

early in 1982, however, it has yet to be completed. Some df the assumptions

made in the various forecasts within the draft are inconsistant or contain
 
errors. 
 In addition, the absorption of the PDB rural distribution respon
sibilities by the REB has not been a project analysis for each phase of
 
the rural electrification program.
 

Funding for the rural electrification program is one of the major
 
resource limitations affecting the continued development of the PBSs.

Donors are willing to provide the funds for the 
 initial development of

the PBS, but hesitate to continue funding beyond the initial level. This 
may be due, in part, by the implications of planning documents that indicate

the completion of projects based on funding expectations rather than building
facilities to serve potential consumers. 

The REB must finalize the Rural Electrification Master Plan. This

plan must include program objectives, strategies, goals, and resource
 
allocations which have been selected and decided on in the planning process.

The implications of resource limitations and current policy decisions as

well as the impact of both must be examined. Master Plan computer models
 
need to be modified to provide a more automated process to make them more
 
responsive and easier to use.
 

Procedures and guidelines must be developed to fully define the work
 
that needs to be done in Project Analysis for each Phase of the rural
 
electrification program. 
The level of detail must be sufficient to 
properly assess the required resources for developing the recommended PBSs. 
They must also be in sufficient detail to support the development of 
long-range PBS plans that will be prepared by Engineering Consultants f6r 
the PBS once funding has been approved. 

The Project Analysis for each Phase of the rural electrification program

must provide detailed information and analysis of the existing PDB genera
tion, transmission, and grid substation facilities and planned future
 
improvement, the adequacy of these facilities to serve PBS needs, and the

existing PDB distribution system. 
This study must be completed prior to

the development of final project plans and funding agreements to accurately
 
assess the true cost of developing a PBS. In addition, it is necessary
 
to consider the total cost of developing a PBS to serve all potential

consumers existing in the PBS at the time of the system study. 
In the
 
past, project plans were based on an allocation of theff.nding available 
at the time of the project study. This has caused confusion over the 
resources -that will eventually be required to develop a PBS fully. 
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IV PBS EVALUATION
 

A. Board of Directors
 

Generally individual directors demonstrate an 4Ig6rness to performt

their duties and responsibility. They will quite frequently inform the
 
General Manager of member concerns and problems. Discussion in board
 
meetings is satisfactory. Generally the REB officers attend the board
 
meetings as observetg and the expatriate advisor will periodically

monitor board meetings. Each of the PBSs are conducting Annual Member
ship Meetings and director elections are held in accordance with PBS By
 
Laws and Regulations.
 

PROBtEMS
 

Several Boards of Directors have tried to achieve the role of a
 
"Management Committee" rather than that of a policy making board. 
All
 
directors are not attending the formal training courses provided by the
 
REB Training Directorate.
 

Poor road communications, distances and weather conditions, quite

frequently result in board meetings being poorly attended or not 
startinr
 
promptly. 
Generally, Board Standing Committee functioning has deteriorated
 
substantially.
 

RECOMMENDED REMEDIAL ACTION
 

In some situations, poor Manager/director relationS.has created, a
 
feeling of need for a "Management Committee" within the board. 
The REB

Management Operations Directorate must develop a cadre of trained, highly

skilled and motivated staff, on the function of management and Board/
 
Manager Relations, to work with the PBS Boards.
 

Road communication, distances and weather must be taken into consi
deration when boards establish a time for 'conviehing. board and Standing
Committee Meetings. Active participation by Board and Standing Committee 
Meeting is essential to the successful development of a PBS. 

There should be an evaluation of the overall performance of the Board
 
of Directors, Standing Committees and individual directors, on an annual
 
basis, to measure their resvlts in achieving the objectives of the PBS.
 

B. Management and Administration
 

Generally the Management and Administrative Staff communication and
 
working relationship continues to move in a positive direction. 
Management

Audits, by the REB, have been conducted in the RE Phase-I PBSs. Also,

appraisal teams, comprised of officers of the different REB 
 irectorates
 
responsible for the implementation of the PBS Management and Administrativ:
 
functions, assisted by the expatriate advisory team, reviewed anO evaluated
 
the performance of each PBS by department. Progress, and all areas of
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administration requiring immediate attention and corrective action were 
discussed. Management and the Administrative staff- were advised on how 
to implement necessary lmp.-ovements ard the :orrcctive action required 
to meet the standards of sound business pract.:ices and program objectives. 

Management staff and departmental meetings are held to discuss
 
progress, problems and to develop a plan for remedial action. 
Employee

performance appraisals are conducted on the employment anniversary date
 
of the employee.
 

Institutional training prograr~s have beg-,ni to be implemented in the
 
PBSs, planned and coordinated by PBS Management and implemented with the
 
assistance, and cooperation, of the REr Iraining Department, the appro
priate REB Directorates and expatriatt, advisors,
 

The rapid Transition frm Organizational Management and Administration 
to that of Operational Managenent and Administration however, is creating 
many challanges in the functions of management.
 

PROBLEMS
 

There is evidence that many PBS Management and Administrative officers
 
have not complied with established PBS Instructions and Procedures.
 
Earlier Management Audits have indicated some PBS officers have not
 
demonstrated effective management with the administrative proficiency 
necessary to establish and implement basixc efficient operational practices.
Some management personnel have "short cut" 
approved procedures, thus
 
causing additional administrative conf,,sior. 

Many officers have resigned, been terminated or have been rotated,
which has hampered performan:e, efficiency and effectiveness in carry-ng 
out the rural electrification program. EEfi.cLency has further been 
reduced by the failure of thp REB and PBS to promptly fill these key 
positions.
 

In RE Phase-Il, Management and Administrative effeciency is adversely
 
effected due to untimely staffing and training of management personnel.
 

RECOMMENDED REMEDIAL ACTION
 

Approved PITS Poliy Istruc-or,s arid P:',ced-ires must be correctly 
impl-mented. Each Manager, Tiew or experlen:.-d, will find his job much 
easer if he studies and applies approved PBS Polioy Instructions and 
Procedures i.n the day- ,'-day operatliozns ,.. the PBS. 

There must be a st-dy ard sol'itio;n that is acceptable for timely
staffing of vacant and tew posit io1s wit'hi". hr P'iS. 

An Irtensified technical aznd ot:Thc.-jb sl1.lls training program must 
be carried out with PBS Manage':neat perrs,.',oi] Uhis training should 
include a well plarined anl orgarnized t::afg. tt,.:t ing and performance
evaluation program for indi'f-d.jal d':elpnn, and performance. 
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Staff and Departmental Meetings must be continul;ed to be conducted 
on a regular basis.
 

C. Office Systems (PBS Finance and Accounts) 

Office Systems is under the responsibility of the REB Director,
Finance, and has the responsibility orf advising, assisting and monitoring

the Finance Department of each PBS. 
The Uniform System of Accounts
 
are being implemerited i-i all PBSs. The accountin.g procedure, as approved
by the REB, is being implemo-.ted and Snbsid:'ary Records beingare
maintained. Operating and Capital ExpPediture budgets are being prepared
and Financial and Statistital Report.; are prepared on monthly basisa for 
submission to the PBS Board of Directors and the REB. Permanent Member
ship Registers have been established. Member Account numbers are 
assigned to all energized meters.
 

PROBLEMS
 

Delays by REB in prese-atation of charges for materials and property

delivered and/or constricted for the PBS is a 
major obstacle in the
 
development of the PBS plant accounting. 
When charges are eventually

received, supporting documentation is usually insufficient for proper
accounting and is often illegible and unintelligble. Therefore, Capital
Property Records have not been completed, depreciation expense is greatly

understated, and Pla:t in Service is undervalued. 
The PBSs are not

utilizing work order procedures for accounting of work in progress; labor,

transportation, stores expense, and materials and supplies that should
 
be capitalized are expensed. Trtventory records have riot been established. 

Meter Readers are employed oin a contrazt basis for four months
 
subject to extension of up to onre year. Meter Readers exhibit a lack of
dedication and enthusiasm as indicated by a large Y-urnover requiring
 
constant training. 
Neter Readers work under quite severe conditions. :
They are not given travel or living allowances and their wages are minimal.
Adequate training in detection of pilferage, theft, or other irregulari'.es

has hot been given - nor is zeal for reporting irregularities evident. 
Meter Readers are riot rotated among rotes as is required for adequate

control. Supervisors fail to insist that every meter is read each month

and their work is aot: closely word tored. Soie P Ss, upon verbal orders
from REB, reqtuire reading c- thriee phase meer hivcersonnel other
Meter Readers - usually Wir-cg'.s7-e,:ers. Th is co.xplicates billing,

than 

delivery of bills, and c:.lltctirg s'he these ae',u-Ws are not billed 
along with other ac:ounrt., 

The customer accoiitin:g systew is extremely lahor intensive and owing
to a large volume of transact ions to be rencrded ritplemreritat ion of 
composite controls is a deNi.iLen,.y. B lig Assistalis are, all too
often, not provided needed t:ools. Rate s.-hediles are complicated as
well as confusing, ,o t.cts are .. , 'plete or 1,rexe(c'ed - making 

http:irregulari'.es


- 40 

application of rates and accurate billing very difficult. 
 Staffing of
 
Billing Sections is inadequate for the customer accounting procedures

and record keeping system as set forth in the Accounting Procedures
 
Manual.
 

Constant vigilance over collections is essential. Since virtually

all payments received are in cash, Et is not uncommon for Cashiers and

Collectors to hold large sums of money without any safeguards. Delivery
 
to the Billing Section of receipted bills collected outside the head
quarters is often delayed. Collectors are not firlltiie, 
PBS employees.

Linemen find the task of disconnecting service for non-payment distateful
 
and at times dangerous (due to irate customers who may use physical force
 
to prevent disconnection). Delinquent accounts are increasing 
as service
 
is not disconnected when delinquent. 
This causes the number of disconnect
 
orders to increase to a point where there are not enough linemen availiible
 
to disconnect the meters even if it 
was given a higher priority.
 

From time to time, it has been necessary to alter the PBS Accounting

Instructions to meet the needs of changing conditions and dynamic growth

of the PBSs. Many of these modifications and changes have been, and

continue to be implemented by circulars or orders issued from the various
 
REB Directorates. The documentation of original PBS Instructions remains
 
unchanged. REB officers, who due to inexperience, may not comprehend or
 
clearly visualize the composite purpose of Instructions, or may be unaware
 
of changes, often given verbal directions that result in system breakdown,

cumbersome pricedures, loss of control, or loss of uniformity.
 

Slowness in staffing, excess rotation of department heads and
 
attrition has caused a delay in the development of the PBS Finance
 
Department. 

RECOMMENDED REMEDIAL ACTION 

The procedures REB follows in processing debit/credit memos and close
 
out documentation for completed construction should be studied and reviewed 
for improvements in furnishing documents to the PBSs in a timely manner. 
The PBSs need to implement and utilize the work order procedures to properly
 
account for work in progress.
 

The pay scale for Meter Readers must be increased to an adequate level
 
to attract and retain capable, qualified personnel. The Meter Readers
 
should be placed on a full-time, permanent basis. Meter reading routes
 
should be rotated among the Meter Readdrs and the number of meters read 
as 'special cases' should be reduced. A study should be c.onducted to see 
if the meter reading program should shift to a bl-monthly program. Meter
 
Readers should be trained in detection of irregulariti.es and encouraged
 
to report them.
 

The improvement in customer accounting is essential to the financial
 
viability of the PBS. Elementary instructions on cistomer accounting with
detailed step-by-step procedures with essential controls are needed. All
 
Billing Assistants must be provided with the needed tools to complete

the work assigned. Retail rates must be greatly simplified avd based on
 
the marginal cost of service. Disconnect fees must be increased and
 

http:irregulariti.es
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penalties assessed for non-payment of bills including a more vigorous

enforcement of disconnection for non-payment of bills.
 

The establishment of Collectors as full-time, permanent employees

would likely improve the bill collecting efficiency. Collectors should

be rotated among collection stations and the performance of both
 
Collectors and Cashiers must be strictly monitored. Wherever possible,

bank accounts should be opened and collections should be deposited daily

in banks in the locality of collection stations. The schedules and

locations of collection stations should be advertised to improve customer
 
awareness. 
Collectors need extensive training in collection procedures

and public relations techniques. A vigorous campaign needs to be under
taken to promptly disconnect service when payment is not forthcoming

within the prescribed limits. More severe penalties for late payment

must be included. 
Any attempt at interference in disconnecting services
 
must to be prevented by cooperation from local law enforcement agencies.

Once a customer has been disconnected it should be more expensive to 
restore service than at present. These changes should be clearly stated
 
to the consumers to make them aware of the consequences of not paying

their bills in a timely manner.
 

A review of PBS Accounting Instructions is necessary to reinforce and
 
update them. Alterations of PBS Instructions should be made by either

issuance of revised Instructions or revieL8g'pagest6 Instructi6ng.

Authority for issuance and alteration of Instructions should be instituted
 
and strictly enforced. Competency of REB officers to give sound and
 
supnortive advice and direction to the PBSs should be established, with
 
appropriate testing, before being assigned to work independently.
 

PBS Staffing must be accomplished in a timely manner and Departmental

Head rotation must be kept at a minimum.
 

D. Member Services and Power Use
 

The Member Services and Power Use Department was established in the
Directorate of Management Operations, to develop guidelines, advise and
 
assist the PBS AGM, Member Services, to develop and carry out a service
 
to the PBS Member. 
The Member Service and Power Use priorities were
 
established, approved and issued in PBS Policy Instruction 300-2.
 

The Standard Wiring Manual, PBS Policy Instruction 300-19 has been
 
revised, approved and issued to the PBS Member Service Department. This

Manual establishes definite wiring standards and clear instructions
 
concerning procedures for PBS consumer wiring. 
An intensive wiring

training program has been maintained, which has upgrade wiring installations
 
to well above average for Bangladesh. Progress and improvement is conti
nuing in this area. There has been approximately 3,900 village electrician
 
receive traiing in the 13 USAID funded PBSs. 
There are three manufacturers
 
of single phase motor-pump sets for S Ws and LLPs now in Bangladesh. With

the marketing of these three manufacturers, we anticipate no shortage of
 
motor-pump sets in the future. Several indigenous industries have been
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developed in response to the development of rural electrification. Other
 
than motor-pump sets, wood poles, mercury vapor lights, house wiring
materials, limited line hardware, limited quantities of insulated 
conductor and various cottages industry and several types of agricultural

processing equipment are now being manufactured.
 

PROBLEMS
 

With the demand for Power Use assistance, the total Member education 
such as safe use of electricity, PBS services, rural health and family
planning, electricity uses in the home, village advisor and farmer 
organization are being neglected.
 

The need for additional training on phase converters, motor applica
tion and load cAlculation is very evident. PBS "olicy Instructions aie
 
not being adhered to by PBS personnel and REB counterparts. Slowness
 
in staffing, rotation and attrition, creates delay in the development
 
of PBS personnel, which requires the consultant to superintendent,
 
rather than advise.
 

RECOMMENDED REMEDIAL ACTION
 

To implement the priorities of the Member Services and Power Use 
Department, as approved by the REB in PBS Policy Instruction 300-2, a
 
Member Services Advisor position should be staffed, Field on-the-job

training should be implemented on Phase Converters, niotor application

and load calculations. PBS Policy Instruction must be adhered to.
 
PBS staffing must be accomplished in a timely manner. Connection fees
 
for single-phase and three-phase motor installations should be reviewed.
 

E. System Engineering and Design
 

Prior to commencement of construction of a new PBS system, PEB
 
engages a local consultant who develops and submits for REB approval an
 
engineering design for the system. 
This consists of base maps showing

substation locations and primary line routine, and one-line schematic

diagrams showing voltage drop, fault current, and voltage regulating and
 
sectionalizing devices.
 

The system designs thus developed for the existing PBS were used as 
guides for staking and construttion design of the systems, utilizing the
materials which had been allocated by REB for construction on each system.
The design was based on voltage levels and loading criteria set foith in

PBS Instruction 100-21, "Engineering and Staking Manual," which used 
some of the basic design criteria developed by the Rural Electrification
 
Administration in the U.S. with some modification to adapt it to the
 
Bangladesh situation.
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PROBLEMS
 

The goal of the PBS planning is to establish an electrical distribu
tion system to provide safe, reliable electric power at a reasonable coot.
 
The PBS electrical system must serve the needs of potential. consumers in
 
the PBS area; it must have adequate capacity to serve electrical demand
 
well into the future; it must be a system which can be expanded and added
 
to easily; it must be properly interconnected to the PDB transmission
 
system; it must be properly protected according to good engineering
 
practice; and it must be designed to provide an adequate return for the 
investment.
 

It is essential to have a long-range plan developed for the P1bS In
 
order to anticipate future development needs, to determine ilinediate
 
development requirements, and to establish a systematic development
 
schedule. It is necessary that the plans include proper analysis of the
 
interconnection and integration requirements of the PDB/PBS systems at
 
both the 33KV and 11KV levels. Without this type of planning, it is
 
impossible to get adequate materials to do necessary work, to established
 
proper system coordination, or to determine substation capacity and feeder
 
requirements.
 

At the present time, there Is no long-range planning and only some 
work planning being done for the PBS. The PBS Planning function has not 
been clearly defined; standards and procedvnes have not been adequately 
developed. In addition, the responsibility for PBS planning within REB 
is not aligned organizationally with other PBS development flnctions which 
leads to fragmented and contradictory de.tsior.s regarding the development
 
of the PBSs.
 

As a result the PBS system is sometimes overloaded before the basic
 
system is completed. Substations and backbone feeders are not always
 
located properly with respect to load centers. Some power transformers
 
are underloaded, some require changoitt soon after energization, and 
unplanned substation construction work needs te be done on an emergency
 
basis.
 

System sectionalizing plans are not always ctrnpleted, and failure 
of sectionalizing and protective devices is .ominonplaie. Often these 
devices do not properly coordinate wI.th cab other ur with those on the 
PDB system. This results in unnecessary major iezvL'.-A: i'tcrruiptions as 
well as safety hazards to tile p bl Ic arid to I'BS netscnuel. 

In many cases there are mor,! distrib-:i-t 'n lintes taken over froin PDB 
and renovated than originally planned. The PDIi systems to: renovation 
were not adequately researched to dete.min? -'npac.:y req',(rements, system 
physical condition, transformer configuration (wye or delta), consumer 
connection needs, or other pert inent data necessa-y for proper integra
tion of the PDB distrilution line Into the PBS srsle.n. 
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In many cases more PDB distribution line than originally intended
 
are taken over by the PBS to be renovated and incorporated into the PBS
 
system. 
Often proper study is not made of these facilities to determine
 
capacity requirements, physical condition or other pertinent information 
necessary for integration into the PBS system. PDB lines are often
 
energized from a PBS system without a proper job of renovation. This
 
lack of renovation planning has resulted in more material being used
 
than originally anticipated, and in PBS systems being prematurely over
loaded. These have also been service problems and safety hazards
 
resulting from the 
rush to energize these lines without installation
 
of a neutral conductor or other work needed 
 to make them compatible with
 
the PBS system.
 

RECOIMENDED REMEDIAL ACTION 

Responsibility for PBS system plans must be clearly fixed, both
 
within REB and in the PBS. Planning guidelines must be developed 
 to
orient the system planning and design ftmction to the concept of long 
range service are development.
 

It is recommended that the system design criteria in PBS Instruction
100-21 be reviewed with a view to the actual conditions experienced on the 
PBS systems, and developed into a comprehefisive standard for system design.
This material should be incorporated in a system design manual, separate

from the staking and construction design guidelines.
 

It is further reconmiended that a comprehensive set of system planning

procedures be developed 
 for use by the PBS and the Local Consultants. 
Training materials should then be developed around the revised criteria 
and new procedures, and an intensified training program carried out with 
key REB personnel, PBS personnel and the local consultants. Very close
 
monitoring by REB will then be necessary to ensure the quality of system

planning and the results of its iplementatton.
 

F. Constnuction, Operation and Maintenance 

The first PBS system was energized in June 1980. Since that time,
all 13 USAID funded PI s have now been energized, the last October 1982. 
The gokl of the PBS Constrution, Operation and Maintenance Department

is to keep the PBS electrtcal dtstrlb, tiot system in 
 safe working order; 
to keep consumer ser-ice LnerruptIons within rcasonable limits; to 
provide maximim electrical system service life within economically
feasible limits; to monitor the system for acceptable performance; and to 
provide electric connections at the consnuers request. 

To perform these finctions, the PBSs have established consumer 
complaint centers within the service area. These coplaint centers 
have been up graded to attend service outages in a more timely manner. 
Each PBS is inttlating surveys for rtghit-of-.way clearing. ITn most cases, 
tree trinning iu a scheduled act ivity, clansen In basic OCR maintenance 
and operation are being tatight in the TrafniLng [Istititte and the field. 
Formal classes on record keeping for 11BS Operation and Maintenance is 
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being implemented. 
It may be pointed out, none of the CO & M Department

personnel have had prior 6lectric utility experience in climbing, opera
tions or maintenance.
 

PROBLEM
 

Because of communication problems (Travel constraints), the responsetime to an electrical outage is lengthy, once the problem has been located
 
and isolated. 
Lineman do not always posses the necessary tools and skills
to complete their job efficiently. The right-of-way is not effectively

maintained. Maintenance of line equipment, OCRs in particular, is overdue.

Records and data on system operations and maintenance are not compiled

and up to date. 
Annual CO&M work plans and budgets are not developed.
 

RECOMMENDED REMEDIAL ACTION
 

Prepare a list of approved linemans tools, materials and climbing

equipment from Bangladesh Manufacturers which may be purchased locally.

Develop annual work plans and departmental budget which would include
 
plant improvements and equipment additions. 
Implement training and on
site assistance in problem solving, personnel dispatching, departmental

coordination, equipment operation and maintenance and proficiency

improvement, including j6b safety, for lineman. 
 Improve monitoring and

assist in record keeping, data collection and evaluation.
 


