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1 .0 INTRODUC'TION 

This revie i gives a resume" of the accomplishments of the PTAT and 
WAPDA in the reorganization of the Distr'Ixtion Headquarters,
AEB's, Circles and Divisions in the period from early 1984 to May
1987. It provides a broad oit] ine of the Institutional Improvement
Progr;m that was devolopx'd aft-r exhaustive studies, discussions 
and reviews and the ass istan-e and conco're1c1 of the concerned 
WAPDA officialsh. It includes what remains to done to ensure1-e 
that the Distribution Win.g evolves into an efficient and effective 
organization. 

An Institutional Improvement; Plan for the headquarters organization
that was approved by WAFA al the Government of Pakistan and its
implementation which is about to occur. The new manaement 
structure and r',] i.nment of responsibilities will facil.itat'e the
expansion of the distri-but-ion system to meet the future needs 
includiln, the g,. ofV the Prime Minister's Proram. In the future 
the secondary transmission and grids (Sr&G) wi] I lW- transferred 
from the Generi-ion and Irinsmission Wing tn Distribution. The 
Dist.r.i.bu tion ,k;anis ion 1o1.7 being propos,-d wH.l be able to 
accommodate the staff -aid asstue the responsibility for the 
secondary transmission and grid work. 

A preliminary rep_-ort on the reorganization of the Area Electricity
Boards and Circles has been issued. It is proposed to introduce 
the staff relationship in the Area Electricity P-Dard structure,
upgrade the staff in some areas, add Planning as a line 
responsibility and strengthen the importance of the Meters and
Equipment section with improved maintena-nce, test and repair
facilities. The will transformed anCircles be from auditing
organization to an operational supervisory group with 
responsibility for construction and division operat.i.ons. 

The division org-naization that. has been proposed will be different 
from the present organ~izatlon. Now the divisions of WAFDA have a 
small headquarters staff and a varying number of sub-divisions with 
large staffs. It has b-en proposed that the urban sub-divisions be
combined irt.o a division headquarters with a small number of mostly
rural sub.-divislons relorting to them. rpi i s is a major
organizational change. It is now being implemented in two 
divisions Io ensure that the principles and procedures are correct 
so that any changes which ar- necessary can be identified before
the reorganization of the remainder of the divisions is Lundertaken. 

Also included are: 
Excerpts of the Inst-.Itutiona]. Improvement Plan, Area Electricity
Boards and Circles and the M,:del Division Peorganizations, official 
letters and approvals thati have 'been prepared to facilitate and 
mke poF-ibLe the uc*tccessful functionJng of the new organization, a
list of procedures and Policies, and a status report of PTAT 
activities.
 

The initial steps in reorganizing the headquarters have been taken,
the changes to the eight Area Electricity Boards and their Circles 
have yet to be started and the reorganization of two divisions is
progressing Hit ther. are expected to be about 165 more that have 
yet to be reorgnise,. 
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Since its formation in February 1.958 the Water and Power 

Developmeixt Authority has e<peri~ncel rapid growth in both 
functions ard magni tude. Howeve r, th,_ requislit: changes in 

ket'p face. The management structuremanagement structure did not 
and control still remains centraLized and is unable to meet the 

manage[rient I'tireneits. The Sixth Five Y,.ar Plan from June 1983 

through JLMe 1988 envisaged considIrable irrureas, in customer 
saturation. The installed generation capacity was to be doubled 

from 3954 MV and approximately 3.2 million more customers were to 

be provided, electricity. hn [December 31, 1985 the Prime Minister 
the Five-Point Program specifying that loadshedding mustannounced 

90,, of the villages of Pakistanbe eliminated by January 1990 and 
integrationbe electrif'ed. To achieve these objectives efficient 

and streamlining of methods anld prc.,edtnes of the electric utility 

fWunctions: Training, General Admi-nis tration, ,anagement Services, 
Services, Operations, Planning & Liginaering andFinance, Customer 


Purchasing & Stores is necessary.
 

Project 391-0473 is one several financed (or co-financed) by USAID
 

to develop and improve the Power Sector. The Project Loan and
 

signed in September 1982, provided $,3169,474,000Grant Agreements, 

towards the project with the GOP/WAPDA providing approximately
 

$ 136,064,0(U in local currency and 41 60,500,000 in foreign 

exchange (provided by the A)B to co-firnamce the foreign exchange 
I of the Guddu C 'mtined Cycle Power Station).component of Phase 

The Project consists of 5 components; 

1. 	 Ins titutional Improvement 
2. 	 Training
 

Energy Loss Reduction
 
4. 	 Guddu Combined Cycle Power Station
 
5. 	 Rural System Expansion
 

USAID have provided to Consulting Teams to provide Technical
 
program design aid implementation. Both
Assistance to WAPDA with 


teams were mobilized in early 1984.
 

(then) existing
Consultants were provided to review the 
Distribution Organization (functions, structure, 

communications/reporting channels), Personnel (staffing and 

training), Methods and Processes (po9licies, procedures, practices, 

reporting and monitoring systems). The initial studies were 
and their findings and recommendationscompleted in December 1984 

for program design were presented to the full Authority in late 
The Authority gra-ited a su.'LC3: of approvals, inJanuary 19db. 


principle, at. th- c lose of the pre'etto
 

- Selection of a single service-oriented utili.ty, American 

Electric Power, Cor the intititut, ina1 niodel; 
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- Establ.lshment of a new definition Distribution,of consistent
 
with current and future needs;
 

Establishment of a functional organization, consistent with
 
the model and the definition of Distribution (to provide the 
neces-,"ry staff ,uiwert, .improvo accountabi li ty and provide 
bli] t- in r rrem,-nts for self-improvement and self
assessmont.) 

Conp leti(n and Imp lemnta ti on ,fW the Management rn format ion 
Systems Plan (to imptove and speed and accuracy of reporting 
to inprove monitoring and control); and 

Agreement to prov i Top Management support and l ugetary
support for the tim-.,y implementation of the Comprehensive 
Power )istributtion I'Tri r ing Pl an. 

WAPDA took it.s next; stop bg ,-;-tvb.ilishing the Distrihution Wing in 
April 1985, i",er the administrative control of the Iputy Managing
Director (Dist rib,.tion). At WA['[A's request, USAID expanded the
 
consulting tram to provide support to each functional area within 
Distrilxtion. The majority ol the new Chief Consultants arrived 
during Septem:2r- Nvemly-.r 1985. The first Draft of the 
Institutional improvement Plan, complete with organization charts,
staffing plans, cd- implementation plan andposition scriptions, 

cost/benefit analysis was released in April 1986.
 

The goal of the Institutional. Improvement Program is to establish
 
and implement a comprehensive program to enable Distribution to 
evolve into a more effective, efficient and self-sustaining 
organization. This will p-imit Distribution to better support
WAPDA goals of improving qua] it;y and availability of electric power 
service. WAPA's stated noals and objec.tives, in turn, contribute 
to infrastructure development hich is essential to GOP goalsmeet 
fop growth in the other sectors (including; industrial,
 
agriculture, commercial, education,
health, transportation,
 
communications, etc).
 

Extracts from the Instuh.i.lonal Improvement Plans for Distribution 
reorganization at Headquarters, Area Pards and Circles and
 
Divisions level are:
 

D][SjRTBUTIO.I PFt,3AI ZAT.IC,.. AT }t[EAVO.IATEPS IEI, 

The propose:l DisLribu.tion reorgan i.zation envisages consolidation of 
functions sp1i h between two or more organizations within a single
administrative unit as well as introduction of other necessary 
functions not included in thE stated duties and responsibilities of 
any acministr tive units. Ilie proposed Headquarters organization
envisages the establishment of offices of a Managing Director 
Distribution, Chieff f ''raining and General. Managers in the areas 
of Administration, Management. Services, CustomerFinance, Servicds,
AEB Operations, Planning and Engineering anti P.rchasing & Inventory
C.ntra 1. 
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Training
 

The proposed organization in Training establishes a uniform
 
administrative structure, identifies in-country and out of country
 
training needs and commodity and facility requirements including
 
the preliminary details of a major Training facility to be built in
 
Islamabad to accommodate the Distribution Training Institute.
 

Admin ist ration 

The General Manager Administration Distribution will be supported
 
by a Director General Personnel and Director General General
 
Services. The office of General Manager Administration will be
 
responsible f o r Legal, Medical and General Services functions for 
the entire 1.APDA organization. 

Management Services
 

The proposed General Manager Management Services will be supported
 
by a Manager Computer Systems and a Director General Computer
 
Operations. It is proposed that the Computer Department be 
transformed into a full Management Services organization through 
the establishment of a Computer System Division, a Computer 
Operations Division, a Training Section and a Planning Section. 
Computer Systems future improvements wiji include upgrading the 
Customer Electricity Billing system, linking of Stores and 
Accounting system to the Main Accounting systeLi, integration of 
Payroll with the Accounting system and updating of Distribution 
Maps. The computer operations improvements will include a 
comprehensive scheduling system and a Library Management system. 

Finance
 

The proposed General Manager Finance Distribution will be supported 
by a Deputy Manager Finance. The functions of the financial 
organization will include Budgets and Controls, Rates and Tariffs, 
Accounts and Funds and implementation of financial systems. Other 
activities include confirmation of current liabilities, 
improvements in cash management, vefification and revaluation of 
Distribution assets, development of functional depreciation rates, 
revision of construction/retirement and fixed asset accounting 
procedures, development and implementation of computerized 
financial systems, revision of the financial organization and 
improvement in staff capabilities, establishment of a program for 
monitoring cost of rendering services to the customers and 
upgrading and expanding the internal auditing function. 

Customer Serviccs
 

The proposed organization includes the establishment of an office 
of General Manager Customer Services with a Director General Energy 
Management and a Director General Commercial. The Customer 
Services department will be responsible for customer contacts, 
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Customer relations, custoner acountn, customer surveillance, energy
conservation & load management and customer billing. The existing
functions will be reorganized and strengthened as necessary. 

Operations
 

The Operations function will be headed by a General Manager
Operations, who wll direct Area
the Electricity Board Chairmen.

The General. Manager Operations will be supported by a Chief

Engineer Construction, Maintenance & Operations, and a Director
Headquarters. Other inc]udef-nrtions Distribution Measurement and 
Distribution Projects. 

Planning & Eriineeri ng 

It is proposd to establi h tl,e position of a General Manager
Planning, Engineering & Standards supported by a Chief Engineer
Planning and a Chief Engineer Engineering. The functions 
 of the

Planning oranization will 
 include power marketing survey and load 
forecasting, eitstri but ton planning and rural electrification 
planning and monitoring. The Distribution Engineering functions
will include design, rural electrification and Distribution records. 

Purchasing & Inventory Control
 

The proposed rpiniztrion envisages the establishment: of the office 
of General- Manager Purchnqlng and Inventory Control supported by aDeputy General, Manager Stores Surveillance, Chief Engineer

Inspection, 
 Deputy General Manager Purchasing and Deputy General
Manager Mateorial Planning & Control. The proposal for
 
reorganization aims improving
at and strengthening the functions
of: budget forecasting, material planning, procurement, material
inspection, stock control, storage and 
 receipt and issue of
 
purchased material. 

DISTRIBUTION REORGANIZATION AT AEB AND CIRCLE LEVEL
 

Under the proposed reorganizition the basic structure and functions
of the preqont AEB and Circle organizations will change. The
important chnges wi. incl,,de roeesignation of a number of senior
position and upgradi ng of some Junior positions. Other changes

include intr(dnction of staff functions to establish 
 relationships
between the lle.diqi,rters, AFBs, Circles and Divisions, addition of 
new functions thnt do nnt exist, installation of computers,
introduction and reorgntzat.on of training programs and
improvement in izatton maintenanceuti and of the transport

equipment. 
 The basic chane will be the transfer of rosponsibility
for physical work such ;. construction and expansion of physical
facilities from the AFAt to the Circle. 
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Administration at AEB
 

The Administration function will be headed by Director 
Administration supported by the Deputy Director Personnel, Deputy 
Director General Services and Transport, Deputy Director Safety, 
Deputy Director Labor and Legal, and Sports Officer. The Personnel 
functions Include transfers, promotions, disciplinary cases, 
performance evaluations, compensation, employee fund, advances, 
claims, leaves and personnel record. The Safety section will 
ensure implementation of Safety policies and procedures. General 
Services and Transport function wi.ll be responsible for repair and 
maintenance of buildings, procurement of furniture, office 
equipment and supplies, control of vehicles and scheduling and 
control of their maintenance.
 

Management Services at AEB
 

The Management Services function at the AEB level will be headed by
 
a Data Processing Manager under direct administrative control of
 
Director General Computer Operations at the Headquarters level.
 
The Data Processing Manager will be supported by a Ch±2f DdL8
 
Control and a Chief Programmer. The functions will include
 
preparation of AEB customer system reports, customer billing,
 
general accounting, the work order proposals and costing,
 
monitoring, payroll and personnel records, stores and inventory
 
control. Circle Computer Centers will include entry of payments,
 
meter readings, stores activities, time reports, field completion
 
reports and other input docuineints. Each cent.2r will also prepare 
the bills and maintain a copy of the currett account status for all 
customers for that circle's accounts. 

Finance at AEB 

The proposed organization of the financial section will be headed
 
by a Director Finance supported by six Deputy Directors in
 
functional areas Banking and Funds, Post-Audit, General Records,
 
Stores Accounting, Accounts Payable and Assets. The proposed
 
reorganization will provide a substantial upgrading of the
 
management capabilities as well as some realignment of
 
responsibilities. The strengthened financial staff will provide
 
improved assistance, guidance and control over the financial
 
operations of the Divisions.
 

Customer Services at AEB
 

The Customer Services section will be headed by a Director Customer
 
Services supported by Deputy Directors of Customer Accounts,
 
Customer Relations and Energy Conservation arid Load Management,
 
Energy Surveillance and Customer Assistance and a Special
 
Magistrate. The objective of the Customer Services function is to
 
improve the efficiency in operation with resultant improvements in 
Customer Services. 

The enhanced Commercial Procedures, establishment of an Energy 
Conservation function, enhancement and expansion of Energy 
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Surveillance and a program to construct Customer Service Centers in
 
all the Divisions, as they are organized, will also contribute to
 
the planned improvements.
 

The position of a Customer Service Deputy Director will be
 
established in the Circle.
 

Planning and EniPineering at AEB
 

This function will he headed by a Director Planning and Engineering 
supported by a Doputy Director Planning and Engineering, Deputy 
Director Civil Works, and Dep,,ty Director Records. The Planning 
function will include preparat Ion of load estimates, long term 
expansion plans, circuit analysis and preparation of work order 
proposals. 'he Enpineerinp function will. he responsible for the 
inspection and enforcement of the standards prepared in 
Dist ri bution lleadqunrt:e rs, evaluatIons of equipment and the review 
of plans and estimates prepared in the Divisions. The Civil. Works 
function will handle the acquisition of rental. land, residential 
and office buildings. 

In the Circles the Deputy Director Engineering will prepare work 
orders, drawings and bill.s of quantities from which the 
Construction Divi.sions will bill .d the facility. 

Construction, Maintenance and Operations at AEB
 

The Construction, Maintenance and Operations function will be 
headed by a Director supported by a Deputy Director Maintenance and 
Operations and a Deputy Director Construction. The organization 
will be responsible for monitoring the implementation of policies 
and procedures developed by Headquarters as well as provide 
leadership and rxpertise In the field of construction, operation 
and maintenance of the )iqtrlbuitton system. 

The construtction of 11/33 kV Distribution system will be done in 
t-he Circles tinder an Executtve Engineer Construction who will have 
one or more construction Sub-Divisions. 

Material and Eut4pment Repair Center
 

It is proposed that a Di.stribution Equipment Repair Center and
 
Meter Laboratory he established and located geographically
 
convenient to the Divisions and the Circles. This center will
 
provide complete service and repair for transformers and other 
Distribution eqtipment and repairs and adjustments to new and 
malfunctioning maters. 

Inventory Control at AEB
 

The present Stores system under Director Inventory Control is 
functioning satisfactorily. However, the staff should be expanded 
to include Deputy Directors for Material Planning and Inventory 
Control. Thts action wil . continue to be responsible for 
controlling the stores, ensuring that the levels of stores are 
sufficient to meet the demand, purchasing the decentralized 
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material and coordinating with the inventory control group in
 
Distribution Headquarters, the regional requirements of centrally 
purchased materials and expediting their delivery. 

It is proposed that the Prestressed Concrete Pole Plant 
organization be placed Lnder the Regional Director Inventory 
Control in the Area Electricity Poardi-s. 

'D1LQ_ DJ.YJSJQ i 3_AIIZAL'. 

The proposed reorganization of the divisions will include twelve 
basic changes: 

Restructuring of the divisions so that there will be a central 
division organization with a small nUlmbe r of rural 
subdivisions. 

Introduction of staff fUnctions to the organizational 
structure as an additio. to the existing line functions. 

Addition of new functions to the organization that do not 
exist now.
 

Placement of higher grade supervisors for the financial and 
service functions and engineering suplerlvisors in the technical 
areas. 

Installation of computers in the divisions to perform the 

routine repetitive tasks. 

Utilization of radios to improve communications. 

Increase in the number of vehicles. 

Improvement in the tools and equipment. 

Formalization of training program. 

Enforcement of the safety program. 

Increase in the level of the administrative and financial
 
authority of the Division Manager. 

Upgrading of the existing accommodations and/or the 
construction of new ser-vice centers. 

The Service fLMctions of the new Divisions will be under three 
officers, namely, Administration Officer, Budtget & Accounts Officer 
and Customer Setvices Officer, each reporting to the Division 
Manager. 

Administration will look after the building maintenance, 
transport, personnel, legal, labor & welfare and safety. 
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Finance will handle the acounting, cash management and 
disburseifnnt functions for the division including the 
accounting operations currently performed by the Revenue 
Office. 

Customer Service wI i] ansmo al remaining functions from the 
Revenue O(:ffhi, and take ovr meter reading, bill distriLtiting 
and will alrio inc] i d the new computer operations. 

T hripal F=Qvs> ions 

'Ihe Technical f.Iwctions will be Lnder a Planning Engineer, a 
Service Engineer and Maintenance and Operation Engineer reporting 
to the Division Hinager: 

F] anning vi 11. p1 rn a]. lhel ow tension network and limited 
high tens ior e;< -.ns ions. 

Service will constrict the rHanned facilities and make the new 
connections. 

Maintenance and (perations will operate the system, perform 
preventat i.v maintenance and provide customer service 
restoration. 

T'he Sub-Divisions provide the same services to the customers in the 
rural areas as tme divisions do in the urban areas except the 
Administrative, Finance and Plann.ing functions will only be in the 
divisional offico. 

Sub-divisionrs that. rema.in wi] . be reorganized to handle 
custometr and opera ionn I activities with lower level 
supervisors than in the division office. 

7he staff functi.on that is being introduced in the divisional 
reorganization is a working relationship between the sub-division 
and division in which sub-division supervisors can call upon any 
officer in the division for direction and guidance about the 
interpretation of technical or policy matters.
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3.0 SUMMARIES 

OF[ 

HEAIQUARIERS, AREA ELECTRICITY B)ARf)S, CIRCLES AND
 
DIVISIONAL REORGANIZATION PLANS
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PF1R DJ5TFI]3VYfJQ 
JNPTTVJQW4. J'ITIVP H at 

HEAD)UARTERS 

The InstitutioV.tl Improvement Plan has been developed with the assistance 
of the Principal Technical Assistant 'eajni of the WAPDA/USAID Rural 
Electrification Project 391-0473. Thie Principal Technical Assistance 
Team which is gr9alt fLunded by UISAID, is a Joint Venture of Ebasco 
Services, American Electric Power an(. Intrnational Training and 
Education Company. The 1z:,lance of[ activities under the Power 
Distribution Impiementation Program are described in the Comprehensive 
Power Distribution Training Plan of May 1985 and Power Distribution 
System behAabilitat~ion and Lxpuision Prograimi offNovember 1985. 

The focus of the plan is on the more important concepts and 
considerations relating to the reorguiisation and consolidation of the 
headquarters of the Distribution Wing. The reorgaisation of the 
Divisions have now been reported upon, approved and implementation is 
progressing in two of them. A reoraanisation plan for tlie Area 
Electricity Boards and Circles is being prepared. In the future the Wing 
will also include the J3 kV, 66 kV and 13:- kV transmission lines and grid 
stations and this will result in further reorganisation of the 
Distribution Wing as well as organisational changes throughout the rest 
of WAPDA. 

The distribution organisation has not been responsive to the growing 
demand placed upon it and its operational effectiveness has kept 
decreasing with the continuously increasing work load. This has resulted 
in inefficiencies, rapid increase in the staff, unaccuptable losses, a 
degradation in thte quality of electric service and increased 
opportunities fc- corruption. As there will now be a period of rapid 
growth to achieve the goals of the Prime 'inister's Five Poilt Program 
there will. be a massive acceleraLion of th,_fse problems with the axisting 
organisa tion and regulations. 

The goals of the Institutional Improvement Plan are to provide better 
service to the present custoiners and to ensure that the organisation will 
be capable of satisfactorily and efficiently servicing the future 
customers. 

The proposed new distribution organisation will be suitable for the 
operation of a nxdern service-oriented utility with adequate built-in 
arrangements for self assessment and self improvement to meet changing
 
requ-vements.
 

The proposed organisation of the Distribution Winig has been derived from 
a model of other successfully ope,.'ated utilities. The headquarters of 
-the Wing will function to establish and maintain improved methods and 
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processes that aFure accountability for the activities of the 
headquarters units and the decertralised field formations (APB's, Circles 
and Division). 'I,-y will al r FNot ion an a consult igr grou,p to provide 
guidance to functio"N.-,l nterinrts at t.he Lower fi.eld orma tion; and 
a lso provide srvi.; to the Ma'n.aging Di DiF; tr ibition.;ta ff Director 

In addition, it in Lrin ,ron'.rcd that the existing syntenrus, yardst icks, 
and prc:edures Qe revi;ed and mder_-,rinir.sed where riccensary. A 
comprehensive training plan wi.] ] over the years upgrade We skills of 
rmnst employee6. 

I'1P benefits of the pcrim arn diff'icult to qranti Cy accura.tely as many 
of the benefits such as improved cu:ot:.omer relations, improved safety, 
imprnved service roin.jibi1i ty nn, -vn [h, reduction in corruption are 
intangible. h'e 1.-nefits that, can to evaluatod, the reduction in 
administrative, oper.-ation and maintenance costs and an ansumed rednct.inn 
of 2% in administrative ]enses result, in a bnefit cnst ratio of 2.5 to 1. 

11y upgrading and training the R;taff of the lDistrihution Oing and 
intirx-lucting new trreth(XS arnd pro.e,hdures the customers will have a better 
qua.lity of electric set-vice w.iLh lower distribition costs for their 
energy.
 

1.3 
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1.0 EXECUTIVE SUMMARY
 

1.1 WATER AND POWER DEVELOPMENT AUTHORITY 

Since its formation the Water and Power Development Authority has 

experienced rapid growth in both functions and magnitude. The 

capital assets of the WAPDA Power Distribution Wing has increased 

more than sixteen times in the last twenty years. Over the 
years, the system has experienc ed tremendous growth in power 
demand. However, the requisite changes itn the management 
structure did not keep pace. in 1981, eight Area Electricity 
Boards were formed as a measure to decentralize the 
organisation. However, the managemlent structure and control 
still remains centralized alid is still unable to meet the 
management requirements. 

It is anticipated that the number of distribution customers will 

almost double by 1990. Without an Institutional Improvement 

Program, WAPDA's existing power distribution organisation will 
not be in a position to cope with this expansion and the 
distribution rehabilitation work that must also be done. 

The sixth Five Year Plan covering the period from lid 1983 to mid 
1988 had as its objectives for electric power: enforcement of 

efficient use of energy, realising growth targets, improving self 
reliance on indigenous resources of energy, greater participation 
of the pr ivate sector, proper tI ion ofo Istot t Vmlong1OnLsat 
energy plannLing, monitortng, evaluation and rt tonitLig itton of 
ene rgy 1)rLcetis. The Plan ci lled fot [ri:renuliug the ! utL omo r 
aturation in eLectrifiLed viiluge I'ruw 151 Lu 50 . Among otlier 
targets, the installed generatLion capacity was to be doubled and 
approximately 3.2 million more custlomers were to be provided with 
elect ricity. 

On December 31, 1985, the Prime Minister signed a Five Point 
Program which affects the Power Wing by specifying that 
loadshedding must be eliminated by January 1990 and modifies the 
last half of the Sixth Five Year Plan by the mandate that the 
Distribution Wing electrify 90% of the villages of Pakistan by 
June 1990. To achieve these objectives, efficient integration 

and streamlining of methods and procedures of all the electric 
utility function; Training, General Administration, Management 

Services, Finance, Customer Services, Operations, Planning and 

Engineering, and Purchasing and Stores will be necessary. 
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1.2 PROBLEMS WITH THE EXISTING ORANISATION
 

The problems with the existing distribution organization fall in
 
three catagories, namely;
 

I) Inadequate Organisational Structure, 
ii) Personnel Administration and; 
III) Methods and Procedures. 

The current distribution organisation 
is less than effective
 
because some important functions report to senior 
management
outside the Distribution Wing. The human resource development

functions do not reside within distribution. The existing
training programmes are of a general nature. Generally, there is 
no form al career planning. Candidates are selected on the basis 
of seniority-cum-fitness rather than by their qualifications.WAPDA's existing yardstick for sanctioning new distribution staff 
leads to the cellular ,'xpansion of the organisat ion. The 
yardstick has not been updated frequently enough to keep it 
responsive to WAPDA's changing requirements. There is little 
communication between those who formulate policies and procedures
and those who are rerpons LbLe for their implementation. The 
operating div[sions get little feedback on their performance and 
are poorly informed about WAPDA's plans, problems, opportunities 
and goals. 

Most reports received at Headquarter' s are consolidations of 
lower level reports, compounding the opportunities for human 
errors and adjustments, which cannot be treated as valuable 
management reports. The current manual systems do not provide
adequate inputs to the top distribution management for decision 
making in a timely manner. 

Some functions are split 
between two or more organisations within 
a single administrative unit. Other necessary functions are not 
included in the stated duties and responsibilities of any
 
administrative unit. 

Senior management Is involved in too many decisions. Many 
managers tend to refer decisions upwards without any valid 
reason. The present system is based on mistrust. There are too
 
many checks and balances which slow down the speed of 
implementation. The organisation is 
ill-equipped with Facilities
 
such as transportation, suitable ac ommodation, communictions 
and computers. The malfunctioning of the organization has 
resulted in a high level of theft of electricity, excessive 
technical energy losses, a high rate of accidents and a poor 
public image as a service organisation. 
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1 3 PHASES OF THE INSTITUTIONAL IMPROVEHENT PLAN 

The Institutional Improvement Plan has been divided into five
 

different phases. PHASE-I represents the WAPDA organisation
 

effective April 4, 1985. PHASE-II is identified with the
 

organisation that will result from the formation of a
 

Consolidated Distribution Wing. PHIASE-II[ will involve the
 

reorganisation of the Generation and Transmission functions in
 

the Power Wing. The transfer of the 132 kV and 66 kV networks
 

from the Power Wing to the Distribution Wing is PKASE-IV. As a 

result of these reorganisations, tie Distribution Wing will
 

become and remain a self-supporting organisation.
 

It can remain as it then exists in WAPDA, or it could become more 

autonomous as a Power Distribution Board a part of WAPDA. 
Alternatively, Distribution might become a separate government 
authority. The organizational structure of these latter two 
options are included as PHASE V. 

1.4 ORGANISATION AND REORGANISATION OF DISTRIBUTION
 

Organisations in 1984 and 1985
 

The organisation of WAPDA and the Distribution group as they
 

existed at the time the consultants were mobilized in March 1984
 

are shown on the charts identified as INITIAL A and INITIAL B
 

which are at the end of this report.
 

On April 4, 1985 a change occurred with the creation of the Power 
Distribution Wing and the appointment of a Deputy Managing 
Director Distribution having Jurisdiction over Purchasing & 
Inventory Control as well as Distribution. The organisationof 
WAPDA and the Distribution Wing that resulted from this change is 

the one that exist at the present time and is shown on the charts 
identified as PHASE I - A and PHASE I - B. 

Training 

The training organisation which was in position at the time of 
the initial organisational studies was fragmented and lacked a 

central unified administration. During the first stage of 
development the Comprehensive Power Distribution Training Plan 

was developed and approved in November 1985. The Plan 
established a unified administrative structure identified 

in-country and out-of-country training needs, and commodity 
requirements and facility requirements including the preliminary 
details of a major Distribution Training Facility that is to be 
built in Islamabad to accommodate the Distribution Training
 

Institute. WAPDA personnel were posted in 1985 to the posts of 
department heads and a Chief of Training was appointed and 
designated as the administ rativo authority in WAPDA for 
distribution training. Curriculum developmetit was started and
 

support courses were identified. By January 1987 thirty-one
 

curriculums had been completed and implemented and twelve are 
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under development or awaiting Implementation. A major portion of
 

the out-of-country programme has been completed. An interim 
distribution training facility has been established at Lahore and
 

classes started during December 1986. 

The training organiLsation presented in the Comprehenive Power 
Distribution Training Plan in November 1985 will be implemented
 
under PHASE II. The organisational structure is expected to 
remain in place throughout the next several years and the only 
changes will be in the posting of un-filled positions as the new 

facilities become operational A General Manager Training will be 
established in PHASE IV when the 132 kV and 66 kV networks become 

part of distrlbution and the Principal Training Institute in 
Faisalabad and the Principal G.S.O. Training Center in Tarbela 

are taken over. At the Area Electricity Boards anld Circles, the 
general stru+Cture will be maintained 

Administ ration
 

A support organisation for administration does not exist in Power 
Distribution. A General Manager, Administration reporting to the 

Chairman assists the Authority in formulation of policies, 
ensures their implementation and posts and transfers grade 20 
officers. lie is responsible for legal, medical and general 

services functions for the entire WA-PDA organisation. A Chief 
Engineer, Administration exists in the Power Wing and he is 
primarily responsible for administration, the selection, posting 

and transfer of BPS-17 to 19 engineers and is the guardian of the 
personnel records. In the AEBs, Directors of Administration get 
functional direction from the General Manager Administration. In 

the circles, divisions and sub-divisions the administrative 
functions are handled by clerks. 

The existing administrative function has a number of problems 
including; the lack of personnel and general administration 
support in the divisions, deficiency in performance evaluation, 
lack of career planning and development, dual administration 
control, system of promotion on the basis of seniority cum 
fitness resiulting in a large cadre of journeymen which results in 
a lack of motivation for excellent performance, lack of effective 

training programs for junior level administrative staff, lack of 
position descrlptluims defining major duties and responsibilities. 

Under PHASE 11, recommendations will be developed to remove 
deficiencies in tmh personnel policies, performance evaluation, 
career planning, system of promotions, compensation and benefits, 
personnel records and human resources information system. Safety 
codes, safety organisation and accident investigation and 

switching operation procedures will be developed and 
implemented. A similar approach will be adopted for the General
 
Services functions at the Headquarters, AEB's and Divisions.
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A new position of 
 General Manager Administ ration, Distribution
 
supported by Director General 
 Personnel and Director 
General
 
General 
Services will be established at the Headquarters. At the
Area Electricity Boards, Directors of Personnel and Directors of 
General Services will be established. 
 In the Division, a
 
separate administration 
section will be established that will

also manage the administrative affairs 
 in the sub divisions.
 
Under Phase IV, the role of General Manager Administration,
Distribution will be upgraded with additional responsibilities
associated with those involved with the 132 kV, 66 kV and 
33 kV
 
transmission lines and grid stations work.
 

Management Services (Computers) 

The present organisation consists of eight major components

including; the billing system design 
and programming group, a
 
systems group, operation group, administrative staff, a budget

and accounts staff and three Area 
 Electricity Board computer

groups. The organisation is responsible 
for a billing system, a
 
payroll system, a personnel system, report printing and support

of program packages. The 14APDA Computer Department isadministered by the Director General who is responsible for allthe staff at Lahore, Islamabad, GuJranwala and Peshawar Computer
Centers and for Data Entry Centers which have been established at 
Faisalabad, Gujrat, Jhang, Gujranwala, 
Sialkot and Sheikhupura.

The functions at these centers will 
 include entry of payment,

meter reading, stores activity, 
 Lime reports, field completion
 
reports and other input documents. 

The computer organisation has a number of serious defects. Top
management spends most of 
 their time with operational problems

and hab 
 little time to manage and plan for new systems or upgrade

the current operations. 
No one has been specifically assigned to
plan, acquire, irnstall and maintain equipment. The Department
only has a training programme for entry level positions. No 
staff has been assigned to develop and monitor the use of
methods, procedures and standards. There is an inadequate number
of senior programmers and analysts. There is no staff position

for creation and maintenance of a departmental plan.
 

Under PHASE-Il, the computer department will be transformed into
 a full Management Services organisation including appointment 
 of
 
a General Manager, establishment of 
a computer system division, a
computer operation division, a training section and a planning

section. Functions within 
 the new management services 
organisation at Headquarters will result 
 in improved management
service planning, computer system development (billing system,
stores and inventory system, gene ral ac .ounting system, work 
order system, payroll personnel system, planning and design

system and management reporting system), and computer operations
(scheduling and control techniques, training and installation,
equipment maintenance 
and a training program for programming and
 
computer network operation).
 

L8 1.0 SUMMARY 



In the AEB's, regional computer centers will be established to
 
operate electricity billing, accounting, work orders, payroll and
 
personnel, stores inventory and control, and distribution
 
planning and design system. Data entry computer centers will be
 
established at ten additional Circle locations during the next
 
two years.
 

Micro computers will be isnstalled in all division offices for
 
data entry, validation of customer transactions, meter reading,
 
stores transactions, accounting entries, planning, estimating and
 
work orders, and analysis of local distribution network
 

conditions. These computers will also support similar functions
 
for the sub-divisions.
 

Computer system future improvements include upgrading of the 
customer/electricity billing system, linking of stores and 
accounting system to the main accounting system, integration of 
payroll with the accounting system and updating of distribution 
maps. The computer operations improvements will include a 
comprehensive scheduling system and a program library management 
system at Headquarters and at the at the AEB centers. Operations 
in the circles will not be affected during PHASE-Il. At the 
divisions, chianges approved during the Model Division Pilot Test 
will be incorporated system-wide and will include;, customer, 
stores, accounting, work order system, payroll processing and
 
personnel system transactions. No computer activities will
 
affect the sub-divisions.
 

Headquarters enhancemencs will be made in mapping, planning and
 
design systems, the customer billing system, and the work order
 
system. A load management system will be introduced. A new
 
headquarter computer center will be built and tied via high speed
 
data link to the WAPDA Headquarter& building.
 

AEB computer centers will be updated to handle mapping, planning
 
and design systems, on-line customer enquiry and order entry
 
system, and transformer load management. No changes will be made
 
affecting circles, divisions and sub divisions in PHASE-IV.
 
Under Phase V a separate computer division will be established to
 
support all non distribution computer systems. Equipment and
 
operation staff for the rest of the WAPDA computer system group
 
have been provided in the plan.
 

Finance
 

The Deputy General Manager Finance, Distribution reports to the 
General Manager, Distribution on an administrative basis and 
General Manager Finance, Power on a functional basis. Similar 
patterns of administrative and functional organisational 
relaLionships are present in the AEBs and Divisions.
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A number of activities will be completed during PHASE-I
including; confirmation of current liabilities, improvements 
in
cash 
management, verification 
and revaluation 
of distribution
assets, development of 
functional depreciation rates, revision of
construction/rettrement 
and fixed asset 
accounting procedures,
improvement of manual accounting and reporting systems,development and implementation of computerized financial systems,

revision of the financial organisation and improvement in staffcapabilities, establishment of a program for monitoring cost ofrendering service to the customers and upgrading and expanding
the internal auditing function. 

A number of tasks including; inventory valuations, appraisal ofcurrent assets, 
 fixed assets accounting manual, preliminary
revaluation 
of fixed 
 assets, determination 
 of management
information requirements and computerized accounting and
reporting system for divisions AEBsand have been completed. Acost of service and rates study have been prepared. Improved
cash management procedures and operations have been 
developed. A
proposal for reorganisation 
of WAPDA's financial operations has
been developed. 
 Initial auditing capabilities have been assessed.
 

Under PHASE-II, a General 
Manager Finance, Distribution and an
additional Deputy General Manager 
Finance, will 
 be appointed.

The functions of the Financial Organisation will include budgets
and controls, rates and 
 tariffs, accounts and funds and
impleme.atation and 
 financial systems. At AEBthe level, thestores inventory accounting and payroll will be 
consolidated into
the Accounts Directorate. No finance organisation will beestablished 
 at the circle 
level. The two accounting units in
each operation division 
will be consolidated into one. There
will be no finance oicganisation at the sub division level. 

Under Phase the
IV, 132 kV and kV66 line and grid station
organization accounts 
functions will be transferred to Deputy
General Manager Finance at Headquarters and the
to Director
 
Accounts at 
the AEB's.
 

Customer Services
 
I 

At the present time, the head of 
the commercial function is
Chief Commercial Manager 
the
 

who reports to General Manager
Distribution 
 and is responsible for; commercial operation,
commercial system operation, commercial 
 warehousing, tariffs,
rules and commercial procedures. At 
 the AEB's, the commercial
function is headed by a Director Commercial. In the circles, a
Deputy Commercial 
 Manager gives functional guidance 
 to the
Revenue Officers associated with the 
 division 
 and sub-divisions.
In the sub-divisions, the sub-division officer is responsible for 
all commercial functions.
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with its current
has several problems
Customer Services 

staff is overburdened with
 

organisation. The Headquarters 
and are deficient in the planning


day-to-day operating probLems 
functional


and control functions that are required. A lack of 

bottom.
top of the organisation to the 


guidance exists from the 

input into tariffs, the study

While Customer 	 Services should have 
not bl 

and design of tariffs 1.s of a financial nature and should 

The Customer Service organisation in the 
in Customer Services. 

good service to
 
currently not structured to provide
division is 

often contact several offices to customer must 
often confused 

customers. The 
of business, and he is 

transact one piece 

This situation is

the required procedures to follow.regarding 
sub-division officer who
 

further aggravated by an over-burdened 

service activities.attention to customercannot devote the proper 

will be the new designation of WAPDA's 
Customer Services 

organisation t:hat deals with customers: customer contacts, 

customer accounts, customer surveillance,
customer relat ions, 

billing. Those
 

energy conservation, load management and customer 

being performed will be 
customer functions that are now 

reorganised and strengthened as necessary, those that are done 

those that
elsewhere in the organisatton will be transferred and 

are not now performed will be added. 

II includes the

The proposed 	 organisation under Phase 

an office of General Manager Customer Services
establishment of 

a Direccor General Energy Management and a Director General
with 

at the WAPDA headquarters. A Director Customer
Commercial 

will serve in each AEB reporting directly to the AEB 
Services 

to General Manager
Chairman and will he functionally responsible 

service
Customer Services. In the Divisions, the customer 

will have customer accounts, customer assistance,organization 
customer relations, energy surveillance as well a computer 

reading, bill distribution and customer
section. Meter 


the sub-division offices.
assistance will be available in 


The later phares of the planned reorganisation will not affect 

functions.the Customer Service organisation structure or 


in staff 
as the number of customers increase, additionsHowever 


and equipment will be required.
 

Operations 

that exist in distribution -
All the present operations functions 

finance, commercial, construction, maintenance

administration, 


and system operations have been delegated to the AEB's. All Area
 

to the General
 
Electricity Boards Chairmen report directly 


Manager DistrlbutIon.
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In the divisions, sub divisions and revenue offices, where most 

of the distribution employees work, the administration and 
financial functions have been carried out by lower level staff. 
The contacts with the custowers have not been less than 
satisfactory. The technical functions have been beset by a 
number of problems including; lack of distribution records, poor 
safety practices, poor construction work standards, inadequate 
and poor design of protective equipment, defective meters, and 
low workers skill and morale. At the circle, no staff has been 
assigned for active participation of the maintenance of the 
system but construction is being transferred to them from the 
AEB's. Construction, Maintenance and Operation of the low 
tension distribution system is done by staff in tile sub-divisions. 

Under PHASE 11, the operations fuictLoll will be headed by a 
General Manager, Operations who will direct the Area Electricity 
Board Chairmen. 

A plan for reorganising the divisions oil a very ilimited scale is 
being implemented and, if successful, will later be implemented 
in all the divisions. Proposals for reorganising the Circles and 
Area Electricity Boards will be put forward shortly. When the 
reorganised operations group is functioning, the Planning 
Engineer in tihe AEB will be able to obtain technical and 
administrative guidance from tihe Ungilneer in charge of planning 
at headquarters. Each discipllIne will function in the same 
manner and this will also apply betwe,:n sub-divisions and 
divisions and between divisions and their counterpart in the Area 
Electricity Board. 

In PHASE IV, the l'J2 kV and 66 kV facilities will be transferred
 
to distribution. 'he operation organisations coining from 
Transmission & Grid will be integrated into the functional 
organisations at headquarters, AEB's and Circles. 

Planning & Engineering
 

The offices of the Chief Engineer, Design and the Chief Engineer, 
Rural Electrification Organisation (REO) now are responsible for 
many of the functions that will become part of the Planning,
 
Engineering and Standards group. The current activities under. 
Design include; engineering of the larger projects, preparation 
and maintenance of technical specifications and project 
descriptions, equipment inspections at factories in the country 
and abroad, preparation of bills of quantities, review of the 
technical aspects of tenders, and circuit analysis of the 
distribution feeders. At tile present time, the REO monitors the 
construction of foreign financed projects, prepares tender 
documents for these projects, reviews the comuercial aspects of 
the tenders, and administers the contracts. 

In the AEB's, the Director Technical is reuponsible for the 
design and performance of the distribution system and certain 
civil works. Tile Executive Engineers in the divisions review and 
approve plans and proposals prepared by tile sub-division officers
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under whose supervision the low tension system is developed and
 

changed to serve the customer needs.
 

In PHASE II, the name of the organisation becomes Planning,
 

Engineering and Standards headed by a General Manager. The same 

functions will generally remaiL., and some new ones added. The 

Planning organisation at Headquarters will be under a Chief 

Engineer and will include; Power Market Survey and Load 

Forecasting, Distribution Planning, and Rural Electrification 

Planning and Monitoring. The functions of Distribution 

Engineering organisation, also supervised by a Chief Engineer, 

will include; design ,rural electrification and distribution 

records. A third Chief Engineer will be in charge of 

constrmuction, maintenance and operation standards and procedures 
as well as energy measurements. 

When PHASE IV is implemented, the functions will be expanded to 

include the planning, engineering and standards and procedures 

for the 132 kV and 66 kV system. 

Purchasing & inve n to r[jControl 

The Purchasing & inventory Control responsibilities for the WAPDA 

for Distribution are split between different organisations under 

two General Managers. The present Inventory Control organisation 

under the General Manager Inventory Control reports to the Deputy 

Managing Director Distribution. Ile is currently responsible for 
the inventory control and stores operation for tae distribution 

organisation. The functions include; inventory control 
management and monitoring, stores operation, disposal of excess/ 

obsolete material, material inspection, material imports and 

customs clearance, and purchase of common use materials for the 

entire power wing. Within the Distribution Wing, there is a 

purchasing and inventory control function that is headed by 

Deputy General Manager, Inventory Control, reporting to the 

General Manager DI stribution; with the responsibilities of 
purchasing distribut ton catalogue materials, inventory control 

and stores operations. 

No inventory control techniques are in place to monitor inventory 
level requirements or to determine optimum order points. The 

existing warehouse fac.i. ties are inadequate. There is 
insufficient material handling equipment. Transportation is a 

problem. Inspection of purc ha sed material and equipment is 

currently handled by Chief Engineer Material Inspection under the 
General Manager Inventory Control. The present material test 

facilities at Faisalabad Is not well equipped to the perform the 

required mechanical tests.
 

The proposal for reorganising the Purchasing and Inventory 

Control function aims at improving and strengthening the 
functions of; budget forecasting, material planning, procurement, 

material inspection, stock control, storage and receipt and issue
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of purchased material. The organisation will be divided into
 
four functional areas: Purchasing, Inventory Planning and
 
Control, Stores Operations and Material Inspection.
 

Under PHASE II, the office of General Manager Purchasing and 
Inventory Control will be established. To make the purchasing 
functions more effective, consideration will be given to the 
introduction of automated systems for planning, monitoring and 
reporting. Systematic inventory control techniques 'ill be 
introduced. Material Disposal will become a part of the 
Inventory Planning and Control function. A Stores System will be 
developed in three phases covering; modifications and extension 
of manual procedures, design and development of micro-processor 
based stores system, and design and development of consolidated 
Stores Information System. The Inspection function will be 
included within Distribution Purchasing and Inventory Control. 
The existing material testing facility at Faisalabad will be
 
upgraded or a new testing facility established at a new location.
 

In PHASE IV, the large procurement group involved with the 132 kV
 
and 66 kV system will be integrated into the Distribution
 
Purchasing and Inventory Control organisation that then exists.
 

1.5 Analysis of the Benefits and Costs of the Plan
 

To evaluate the relative costs and benefits of the Institutional
 
Improvement Plan, two scenarios were studied:
 

Case 1: Business as usual
 

The projections of this case are based on the WAPDA's projections
 
of energy generation and capital iavestments to meet the
 
objectives of the Prime Minister's Programme to electrify 90%
 
villages'and eliminate load shedding by 1990. The Program does
 
not reflect full scale implementation of a wide ranging
 
Institutional Improvement Programme.
 

Case 2: Plan
 

Under this scenario, the entire WAPDA programme is supplemented 
by a comprehensive Institutional Improvement Programme. 

Estimate of Costs
 

The Plan envisages institutional improvements in 167 divisions,
 
38 circles, 8 Area Electricity Boards and the entire distribution
 
headquarter organisation by 1990. After 1990, all new divisions,
 
circles and AEBs shall be established on similar lines. During
 
the period 1985/86 to 1992/1993 the additional capital cost due
 
to institutional improvement programme is estimated at Ra 4,952
 
million. The expected decrease in operation and maintenance
 
expenses during the same period is estimated at Rs 8,793 million.
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Quantifiable Benefits
 

Only two tangible benefits were quantified while evaluating tile 
Institutional Improvement Programme, the reduction in O&M and 
administration costs and the increase in revenues due to 
reduction in administrative energy losses and energy 
conservation. The increase in energy sales due to these measures 
is estimated at about 2% of the energy generation. The 2% 
estimated administrative loss reduction should be considered as 
conservative. Once the entire dU.L.ribution organisation has been 
reorganised and the modernized functions have been established, 
up to 5% redurtlon in administrative losses is considered to be 
possible. 

Benefits whicn were not Quanltified in Terms of Rupees 

The establshment of thi proposed Functional Organisatlonal 
Structure will increase the effectiveness of the organisation. 
The quility of training will contribute to human resources 
development. Coordination among functional organisational units 
will be improved. Frequency and 9everity of accidents will be 
reduced. The planned automated customer billing centers will 
Improve the t ine between meter reading and customer billing. The 
customer service will be improved, this will also improve WAPDA's 
public image. Automati:on of different functions will provide 
WAPDA management with more accurate and timely information for 
sound decisi on making. The refinement/development of improved 
position descriptions for all Distribution Organisations will 
enable the authority to be delegated to the level most 
appropriate to make decisions and accurately define 
accountability when work is not accomplished on schedule and 
within budget. 

Benefit Cost Analysis
 

Benefit cost analysis for the Institutional Improvement Plan was 
carried out for the period 1985/86 - 1992/93. Based on 2% 
administrative loss reduction the net present worth of benefits 
of the plan is Rs 7,665 milll.on against net present worth of cost 
of Rs 2,937 million. The benefit: cost ratio is 2.6:1. 

From an investment view point, the Institutional Improvement Plan 
offers attractive benefit cost ratio even at a modest reduction 
of 2% in ;dnil-stratlve losses. In addition to these quantified 
benefits, the itntangible benefits of the programme are 
considerable.
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4.2 ADMINJtq 1OINJQ1 

The Administration organ-:ation prov':,6ed for the AEB's, will be 
augmented to ensure the efficient handling of administrative 
matters and to clarify the r sjponsibilities in regard to 
personnel, general services, n.rLaiLpor t, safety, legal, IaLor 
welfare and sp:rts. 

Th,= Personnel sect. ion wi I lok after recruitme:nt, 
tralsfers, proir -,tions, Aisc.i p1 iriaiyi cases, erfo raiice 
evaluations, compensation, employee fLund, advances, claims, 
leaves and personnel records. 

The General Services section will be responsible for the 
repair and maintenance of the bid ]ii n.;., procurefficl, t of 
furAniturLe, office elju ipnh 1. aid supplis. 

The Transpo~rt section i l I ei iSI r': tile pC'oLiT_ ULir..- Id 
control of the vehicles and schedule arid control their 
m[a in|tenanlce. 

The Deputy Director of S.afety will te responsible for 
ensuring that the 6adfkty poxlicies and procedures are 
implemented and followed and that thusre is contiluui.ns 
awareness abxut safety. 'ie section wil.1 also assist irn 
accident investigations. 

Legal and Labor Welfare wil i 1,aintaili records of legal 
cases and provide assist.ance to couwsel engaged in defence 
of cases and provide guidance to the 1)ivjsions EUd Circles 
on legal and labor nmtters. 

Sports. 

4.3 111MIE4JU 5YJCXE 

Computer Centers in the Area Il],:otricity &Dai-ds, while under the 
direct curntrol of the Director ereral, Oi~c~uputer inOperations
the WA[I )A distribution, have been established to 
supprt the needs of the AE.s. The CIILPLIte- center will prep.a-Ire
AEB customekr system reports, lertofo, cus tower billing, gei eral 
accountiug, work order standards, prc,:saIts aud cost mnitori 4l, 
payroll aind p:ersonnel records, stores auVd invenatory control. 

Each AI B will have the faci Ii ties to run the WAPDA iunagement
reporting system. Data collected will be available to users 
either on the main frame processor in headquarters or on 
microcompu ters. 'These upeeratioI)s will be improved with tle 
installation of a scheduling system to gu!ide local operatiorFs. 
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They will document the network of operations for daily, weekly,
monthly or other p-rid out[uts. A change management ;system
which will administer changes to all programns c.-r operatirng
protocols will bev installed. The system will help eliminate 
operational errors and simplify any reruns. 

In the 
 ftit.rire tly AFIR c,r,,p, t.,r corf.er, Wi ] bew ,l-'r ,]tt :Ih,"i.I] ]
the mappinn, panninr and design systems. 'liis will allow 
decentra.,.i mt..inn of those data lKvwes to the sites where Lh, y ,:,ni
he maintain-d and ursed. 

An on-line cuistomer inqu iry and order entry system wi] 
L be 
developo7'd ro, major ,q.,:',liii s This will a l.]ow ARB Pf-,aff
responsible 
 for t:.h,- ac',,un s to ensure al.l th. correctins and
the changes are made accurat.ely and when needo, nllowi ng the 
accounts to V 
hiliie as ,.r]y .n as error free a:n. ,;,.isle. 

Circle computer centers will b? established at. moost; of thecircles th.'t, are no. vry close to an AEB office (in Gujranwala
there will be computers at. the Sheikhupura and Sialkot circles).
Work at these centers will include entry of payments, meter 
readings, sthores act.ivQ,lies, 
 time reports, fie].d completion

reports arid other input documents. Each center will also prepare
the hills and maint-ain ai Copy of the current account statu.-t for 
all customers for tha ,Oi.nre's account. 

4.4 FIRAWE 

The proposed ,.gan'i.aion of the financial s:ection of te Area 
Electricity Wards, under a director, will provide a substantial. 
upgrading of the management capabilities as we].l as some 
realignment of responsibilities. The strengthened financial 
staff will provide improved assistance, guidance and control over 
the financial ov:ra|.i ,ns of" the divisions. 

Effective financial mnna,,ment requires a SOWrd basis of 
forecasting, budet, ing, ,contro].lngand onitoring. Forecasts of 
future revpni ws and financial requirements for capital
expenditures ,nd operat-i,-n and ma.intenance expenses are essential
elements i.n the marnern,-rit process. FD ,taied bu4-dgets are i-r-pared 
based on the forcasts and priorities establiha. l-y manap,'-mernt
and once approved b-corp m,-nagemerits plans for the fut.ure. The 
financial irriits are mnitored on a corntinui ig tosis and any
differences l-tO.M'rn WrW.ed amounts and actual ,nmmnts disfursed 
and received sip nals tlho nod for correci.]ve action. 

Financial resourcs and ,hligat.ions are reflected in We receipts
and disbursements of funds. Strict accountabi lity controland 

must be maintained. The primary vehicle for hand] ing t -e cash
 
assets is the b.anking system. Accounting for and cnt.rollinn the 
flow of 
funds thrugh the baink ir g system is a primayt frlrnct.ion of
the financia l,organizat-ion. (,ptimizing cash i eflows rj,.tlred tO:, 
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derive maximum benefits from the available funds. Impressed
funds are used as vehicles for transferring funds within the 
organization to provide the means for various formations to pay
employees, vendors, contractors and others. Effective controls
 
must be provided to ensure proper use of the fRuids. 

The result6 of all of the accoLunting proce3ses are the financial 
statements and reu-to. Ti- is &cr.pl ishe , by t-he outpu)ts from 
a logical and well organized system of ledgers aid records that 
are nmintained from processing the accoUntilg transactions from 
all sources. This provides ovtall control of the financial 
process. 

The accoulting and financial controls for all non cash assets are 
handled by the asset accoulting/ system. The system covers 
capital assets, depreciation, construction and retirement of 
capital assets and material, equipment and stores inventories. 

Tile financial obligations are recorded, accoutIted for and paid
via an accounts payable system. Payments must be made on tile 
basis of proper documentation and approvals according to the 
policies and procedures. Fxpenditure transactions are analyzed
and classified for recording in the applicable accounts so that 
they will be reflected in the fi.icial statements. 

Employees must be paid wages, salaries and allowances due each 
pay day. The payroll system must produce these payments 
accurately and on time. In addition, the system records and 
accouits for social and other henefits and maintains records of 
each employee's earnings during his career. 

All expenditures are subject to detailed audit to ensure the 
propriety of the payments, proper approvals, conformity with 
budgets and classification to the proper accounts. 

All of these financial processes are based on the development,
docunentation and implementation of the required procedure. 
Procedures must be mahitained and upgraded on a continuing basis 
for efficient financial operations and Monitored to ensure 
compliance.
 

4.5 CUT IE' $9FYICES 

The objective of institutional improvements being recommended for 
WAPDA's AEB and Circle Customer Se&-vices function is to improve 
the efficiency in the operation with resultant improvements in 
customer service. To accomplish this objective, changes in the
 
organization structure as well as functional revisions are being 
proposed. Additionally, a new I["unction to improve custorrier 
relations is being recommended. Customer Service m-tnagement will 
b strengthened with the improved nmni toring .. controlnd 

facilities being proposed.
 



Other funct ional oimrat,ions will also benefit from the
 
improvements hei n reom:mnded in Customer Services. More 
accurate and timely computeri.zed reports will allow managerial
 
decisions to be made sooner based on more factual information. 
Support of field o-perations will be enhanced when the 
headquarters, AEs, cir-cl,- and divisions are rporgan.ised and 
functional r'mp[onsihi 1.i ties havo direct and clearly defined ].ines 
of authority .and responisibi I ity. 

The key to the success of the plans being laid in Customer 
Services is twofold: well trained and experienced personnel must 
be placed in Mc'y positions and secondly, the attitudes of the 
implementators must refloct anticipated success. 

Responsibil..ities for the overall Customer Services activities in 
the reorgan i:',l A'ra Elet ricity ,-oards will 1be dividod by, and 
into, dit..in.t fiin'tions. 'hese functions will coincide with, the 
planned ,omani I,.,ns i mplemen ted in distribution-a W ing 
headquarters and the nK:,ei. divisions. A new function for 
improved Ci:?tonie.r S,rv.i,,s in the area of energy conservation and 
lod manageiinnt wi 11 V in cluded in the organizati:,n. The energy 
survei I lance ,rouIps wil] lI xpaOndod to theWi .- accormdate increased 
emphasis boin,, p lann-t in this field. These two functions will 
be fieJd orinitd, i nv,l,.,in, all c'lasses of customrs with some 
responsibility for gi vi g funcLional guidance to the divisions. 
Energy survei l lance staff wi 1.1 have the support of computerized 
monitoring of cu.stomer usage which will indicate exceptions and 
provide the basis for routine checks and if warranted, 
investigation. Key psts must be filled wi Vii trained and 
experienced personnel who are dedicated to achieving the intended 
results. There should be ample opportunities for career 
advancement to motivate per:onnel and keep them committed to the 
Customer Services function. 

'lhese new Hanagers must demand strict adherence to established 
procedures. They must become involved with, and interact with 
division personnel, monitoring their performance and effectively
 
correcting deviations from the prescribed policies and procedures.
 

The enhanced commercial procedures, establi.shment of an energy 
conservation function, enhancement and expansion of the energy 
surveillance function, and a program to construct customer
 
service cent'-rs in all divisions as they are reorganised will all
 
contribite t the planned improvements.
 

In the circ],- a wpolty i)irmtor - CuStomers Servicr.s, rep7,orting 
to the Superintendi ng Engineer, will function in a staff 
position. lie will accumulate data from the divisions as 
prescribed by the commercial procedures and assemle reports as 
required by iho AEB. iHo w1wi also control division fiunctional 
activities as d irected by the Superintending Engineer, and ac.t to 
maintain the effective flow of communication between the AEB and 
its divisions. 
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4.6 PLA&II' AND EI4FF.RET 

One of the objectives of changing the technical services in the 
Area Electricity Boards is to introduce engineired planning into 
the organizaLon so that the future renovation and expansion 
programs are properly eiigLeer<:d and then constructed to result 
in tht. mis,,t economic distriution system. 

The first requirement for effective planning is a lad estimate. 
To obtain this requires kofowie c ht xistilig 1oaCs and hlw 
they might increase plus on dppralsal ci where thi future loads 
are likely to develop and thei t uir:gni tude. 'T obtain this data 
it is necessary to have the past load growth history, field data, 
consum1ption .Uld demand da ta all tl.:n a j ud(]genent. Cin how these 
elements will combine to result in a lcad folecast. 

A lon: term expansion plan is a primary re-quirement. Because the 
future is so uncertain they mist. b3 revised periodically to 
incorpoirate developments that becme known as time passes. Fr'm 
a long term load forecast in indication of the future system can 
be visualized - the probable lccation of future grid stations and 
the 11 IV dist ribUtion circuits emanating from them. 

The nmore immediate planning problem is for facilities to supply 
loads that are ready to be comnect-d. Wi th the long tenn system 
plans as a guide the circuits to the new loads car be routed so 
that they will fit into the future system. The planning 
organization will be continually uLlvati g their plans and making 
changes with changing conditions. 

Planning is an area wide function. Ivery element must. be planed 
always considering what its function might be in the network of 
the future-. The circuit. analysis that should be done in plaMing 
system expansion or system relabil i tation can best be done at a 
central Ixcation - the AEB. 

The engineering fUnction of the Area Electricity Boards will be 
responsible for the inspection and enforcemient of the standards 
prepared in distribution headquarters, evaluations of equipr ent, 
and the review of plans and estimates prepared in the divisions. 

In the circles the Deputy Director Enineering will take the 
plans prepared by the AEB plaming engineers and convert them 
into specifications and prepare the work orders, drawings and] 
bill of quanti ties from which tihe ,onst.rcthin divisions will. 
build the facility. 

The LAeIty Director Engineering will also ensure that the 
facilities that have been constructed conform to the work order. 

The rkXputy Director Civil Works will hnidl the acluisition of 
rental of land, residential and office buildings. 
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4.7 COWN5WYJC - M TEANCE k QPaJIQ1OS 

The Construction, Maintenan'ce and Operations organization in the 
Area Electricity Boards will primarily be- monitoring the policies 
and procedures developed by headquarters to ensure their correct 
application. Th-ie section is not ivow)vd in performing any field 
activities. Its oran izational arrargement is to provide 
leadership arid expertise in the field -. constrict.iori, okerationof 
and maintenance of the dictriU.ition ysterm. A dedicattd approach 
will arrest the present Trend of system deterioration aind restore 
a higher degree of oeratingz- capacity. 

The construction of the It kV/33 kV system will be.done in the 
circles under an Executive Engineer, Consti-Iction who will have 
one or more constr.ction sub divisions which will have the work 
force arid special consti.iction equipment to coristriict the 
distribution 11 kV/33 kV facilities for both rehabilitation and 
expansion. C,ricentratiri-g the available work force a id directing 
the effort towards a dedicated objective will not only reduce the 
time and monev involved, but assures standardization and quality 
of the work. Constructior scheduling will *erAre easily and 
accurately predicted arid the amunt of additional contracted 
assistance will. be identi fied sorer. 

4.8 RNY.ITJ QMRQM 

The present stores system in the Area Electricity Bo:ards is 
functioning satisfactorily and it is recommended that the present 
practices be continued. However, the staff of the Regional 
Director Inventory Control should be expanded to include Deputy 
Directors for material pl..nning and inventory control. 

The Regional Director, Inventory Control under the C',hairman cf 
the AEB is and will be responsible for controlling the stores, 
ensuring that the levels of stores stock are sufficient to meet 
the demands, purchasing the decentralized material and 
co-ordinating, with the Inventory Control group in distribution 
headquarters, the regional requirements of centrally purchased 
materials and expeditiag their delivery. 

There are ten Regional Stores in the Area Electricity Poards with 

two in Mult.an, two in Hyderabad and one in each of the other 
six. A varying numhr of Field Stores are in each area and a 
small number of Remote St.ores are in the outlying areas. ThIe 
Regional Store re-eives all the materials and all,c-ates them to 
the other stores for use by the operating -nd .-'nstuctio 
divisions.
 

[lant 
organization be placed tnder the Regional Di rector Inventory 
Oontrol in the Area }letricity Boards that have sii-ia plant. 
The plant produ7ces tL.)1] s and size and nuttmber of 1:es rc:l ir::i 
and their a1.lxatIon as well as the purchase of m.-_terial:s; for 
their constrtction are irive t.ory control functions. 

It is propcsed that the Pre-Stressed Concrete Plle 
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4.9 MKF~IR AD_ EQU.IENJT 

it is proposed that a Distribtition Equipment Repair Center and 
Meter Laboratory be established aCld located geographically
convenient to the divisions and circles. In thf AEB this.: Center 
will provide complete service arnd repairs for t ransfomers arid 
other distribution equipment and repairs an-d adjustments to new 
and ma Il Ifc t ion ing me te rs and cormtul ica t ion equipment. 

No attempt has been made in this re:,rt to justify the cost of 
establishing or cost oeration and maintenance ofthe of this 
Center. However, realizing that the future dictates emphasis on 
costs and with it the stress which will be placed on the 
efficiency of o[-ration, it is of vital impo.,rtance to study "the 
use anud flow" of materials. 

To meet this concern partially it. is propoL ed to establirh a 
Center in each AEB. The philosophy being "'quipeIit on tle 
ground is revenue lost; Equipment. in service is I'even'.i gained".
The report., available from Shalamar Di stribut ion Transfcitwjrm4r
Reclamation Workshop and from other WAPDA sCurc,_.s indicate the 
urgent. need for additional Centcers thrgL4houtC WA-DA which adds to 
the justification for this proPOsal. 

The estimated cost to ,onLitrct and equip a Centu.r _.;.estimated 
at 20 million mgpes, employing rou~ghly 100 employeties .:tr with 
capability of between 2500 to 3000 transformers processed pr 
year. Personnel are presently available in the A/LM&'I' 
organization. 

IT IS FURTHER RECOMMENDED THAT A__ BE MADE OF THE ME-TIfTY 


ACTIVITY AND THE "USE AND FLOW" OF KATERIALS. 
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5. 0 REORGANIZATION OF THE GUJRANALA AREA ELECTRICITY BOARD AND THE
 
SHEIKI[UPUPA CIRCLE
 

CU PANWAI A -- G MA-MI 
2ND CIR-.cF 

SHEKTIUPUA CI 1/L, 

GUJRANWALA
 

AREA ELECTRICITY BOARD
 

The GLuj1.nw-ala AEB, with its headquarters in the city of 
Gujrariwa.1a has fo>,,r circes and seventeen i €dm: TheT 
service arrri e17coml:,,, , 7 300 SIquare k ]ometero and th,.!r,- are 
alcut 70H,(l0 i'.,e total- load i:3 more Itan. . I. 0 'g.ens t0o/wwc,- II 

In the ha-ii arttr. , f tis AEB ther, are n . 3"74 s,.acF.tbred 
employees. There a"'r, it arddition, 369 wnrker, in the various 
stores Ic''atled wi.ithin i. :-,'itndaries, in the I nn,:, schools and 
in the P.C.Pole Fl.ant.. There wil. also he a -ccpt ter center 
staff of 95 workitw ,i,xc]lisIvelyon (i.u.irarwala AIP hi . i n-s -it 
they will e t.in-, t.() I: e l)i.'rc-:to r ( ( :urlp[vW r to the n' i,.., 
(:era iionsin distritit.,in headqntarters. 

IThe She i khup, tra Ci r. , has an area of nearly 6)00 squa re 
kilometers, 17), (lcft ,.-s- rrers ard a load of over 2('00 IV. In this 
circl, thore i.S a staff of 1401 which inclhudes a small 
headq a ters organ i . t i,,n .and one cc'nstr ict,ion di i rn w i t. two 
sub divisi.onis. 

The prout:el orgri t-ion ,.,f the Cnujra.al.a AEB an the 
Sheikhupura rircle will I-. s Imilar to that out] inr.d in 5,.C tjr,ri 

4. 0 of th is, repirr. e:-t'ept for the nnirnL-r of c i re .nridthe 
number of, ir,- e ,,fllt cen ters. 'he char-t. i ow4 :Th,w' t-he 
organ iza t ,-,i .ii th Lh, t it I s of tho officers of PIl",IP, and ,,.v: 
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4.0 PROPOSED DIVISION ORGANIZATION 

The proposed reorganized division will consist of a division office 
and in most cases one or more rural sub-divisions. The division 
office will be (ormed by combiiLng the exlsting divisic. 
headquarters Staff, the revelue office persoannI and the staff jf 

exist ing ceIt ra I ly located aid geog raphica I Ly cOnt iguous urban 

sub-divisions into a single operatLoal unit. A Division Manager 
(Executive Engilneer) will be in clhargu of the rUorgaUized division 
and he will report to the Supernl teilidig Eiigl aeer. 'rite rural 
sub-divisions will have a different organizational structure than 
that that now exists with the sub-division officers reporting to 
the Division Manager. The admlistL-ative, financial and planning 
functions will only be in the division office. 

Tht proposed reorganization of the divisions will involve twelve 

basic changes: 

- Restructuring of the divisions :io that there will be a central 

d ivision organization with a snall number of rural 
subdivisions. 

- Int roduct toil of staff funct Ions to the orgatizat lonal 
structure as an addition to the existing line function. 

- Addition of new functions to the organization that do not 
exist now. 

Placement of higher grade supervisors for the financial and 
service functions and engineering supervisors in the technical 

areas.
 

Installation of computers in the divisions to perform the 
routine repetitive tasks.
 

- Utilization of radios to improve communications. 

- Increase in the number of vehicles. 

Improvement in the tools and equipment. 

Formalization of training programs. 

Enforcement of the safety prog ram. 

Increase in the level of t he admiist rat ive and financial 
authority of the Division Manager. 

Upgrading of the existing accommodatiois and/or the 
con8st ruct ion of new service centers. 
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The chart below shows the proposed reorganized division. 

FIV 

3jIS1011 MAIIAGER 
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CStIPSIS'R surr.-vl lurr.fv', $olUI I,p I 

FSMI I I tAIII-l'-Ci 

__c EXAMPLE OF THE 

PROPOSED 
SUPE.IvIS DIVISIOU ORGANIZATION 

The Service Functions of the new divisions will be under three 

officers, each reporting to the Division Manager. 

- AdinI nt strat Ion "Iil look after the buI lding maintenance, 

transport, personnel, legal, labor & welfare and safety. 

- Finance will hand le the account ing, cash management and 

disbursement ftic t tons for the (Iiv ts Lon includ .ng the 

accounting op!. rat ions currently performed by the Revenue 

Office.
 

- Cust omer Service wi1. 1 assume all remai.nIng functions from the 

Revenue Office and take over meter reading, btll distributing 

and ,t II also Include the new computer operations. 
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The Technica I FUnct ions of the div Islon related to the physical 
system will be carried ouc by three engineering section heads 
reporting to the Division Maager: 

- Planning will plan alL the low tension network and limited 
high tension extensions. 

- Service will construct the planned facilities and make the new 
connect ions. 

- Maintenance and Operations will operate the system, perform 
preventative maintenance and provide customer service 
restoration. 

The Sub-Divisions provide the same services to the customers in the rural 
areas as the divisions do in the urban areas except the Administrative, 
Finance and Planning functions will only be in the divisional office. 

- Sub-divislins that remain will be reorganized to handle 
custoner and operational activities with lower level 
supervisors than in the division office.
 

The staff funct ion that is being introduced in this divisional 
reorganization is a working relationship between the sub-division and 
division in which sub-division supervisors can call upon any officer in 
the division for direction and guidance about the interpretation of 
technical or policy matters. 

Presently the division personnel are housed in leased and usually less 
than desireable quarters leading to iiployue ,,orale p'ubems, WAPDA image 
problem, inefficient operation and uncontrolable expenses. In order to 
functionally and operationally integrat e the proposed division office 
staff and to provide space for vehicle,; and vei1.cle repair facilities, 
materials and supplies it would be highly desireable and customer service 
oriented to centralize these fuoC. tulls aL one location and in one 
Customer Service Center building. The same reasoning applies to the 
sub-division offices operation and personnel. This program by WAPDA will 
provide a visible and desireable impact on the coimllunities. 

Other functions may be added to the organizational structure according to 
local or timely requirement such as an Energy Surveillance Cell and a 
computer in the technical area. '[his divisional structure can readily 
accommodate changes. 

It is visualized that as the reorganl.zat Ion of tLhe Area Electricity 
Boards, Circles and Divisions progresses the maintenance of the equipment 
and testing of the meters will be delegated to the three groups on the 
basis of complexity anid volume of thL rtepair and test work. The majority 
of the equipment repairs and meter Lesting of a routine nature should be 
performed in the Division and Circles with the more complex work that 
requires expensive and sophist icated test equipmeit undertaken by the 
AEB's. 
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4.1 Administration
 

being proposed for the new divisional
An Administration Section is 

that will be included are
organization. Some of the activities 


already being performed within the presentlorganzation; others are
 

not.
 

The responsibilIties will he: 

- General Services wl It he responsible for acquisition of office 

buildings, houses, land, maintenance and repairs of WAPDA 

build ings, procurement of of fice equipment, furniture, 
stationery and the opera: Ion and maintenance of tie divisional 

vehicles. 

- Personnel wi ii be res ponsib Ie for the employee personnel 

problems, employment, traintng, orientation, records, and the 

processing of promotInns, deinottons and transfers records. 

- Legal and Labor Welfare will be responsible for assisting in 

providing evidence, monitoring cases,choosing legal. counsel, 
and advizing on labor probl.ems and grievances. 

- Safety Coordinator will actively enforce the safety program, 

inspect for compliance of safety code, res6lve safety 

enquiries, assist in accident investigation, recommend safety 

equipment, conduct regular safety meetings and assist and 

conduct safety training programs. 

4.2 Finance
 

It is being proposed that the accounting, budgeting, cash 

management and I isburetenent functions of the present Division 
financialHeadquarters, the Revenue Office and additional 

responsibilities be combined into a Finance section in the new 
moredivisional organization. This new section will be directed by 

senior accounting staff than are now in the divisions and this will 

strengthen and improve the work in this field. 

will be little change in the accounting proceduresInitially there 
but with the advent of computerization of accounting, procedural 

changes will be necessary. 

The Finance funct ion wl11 be responsibl.e for the following 

activities:
 

- Mainta ining accounts and ledgers and preparation of financial 

and managerial reports. 

- Banking relationships, transfer of funds to AEB accounts, 

reconciliation of bank statements and handling of imprest cash. 

- Processing and payment of bills, invoices and payroll vouchers. 
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- Accounting for capita. contrlbutions, f ied assets and stores. 

- Preparation and the monitoring of budgets. 

- Interfacing with inspection and auditing groups. 

4.3 Customer Service
 

Improved customer service with associated improvements in customer 
relations Is a basic objective of the reorganization. The changes 
that are beIng proposed are desIgned to provide improvement in 
service to customers. Customer Assistance wilI be equipped to 
effectively hand ite customer reques ts and complaints . Tile concept
of one-stop service will be empas ized. The Current practice of 
repeated customer visits to handle a single business item will be 
reduced. Tile iew organization with tihe use of computers in the 
division wi 1l improve the divisional efficiency and 
accountability. Customer Service employees will have less 
opportunity to use their personal discret ion in customer financial 
transactions, aod computer generated reports will provide managers 
with information on which to take appropriate action. Applications 
for service, meter reading, billing including adjustments, bill 
distribution, debtor control, service disconnects and reconnects 
authorization, customer enquiries, customer advice, and energy 
conservation and load management will. al.l be in the Customer 
Service section. All commercial functions dealing with the 
customers will be coordinated and directed by Customer Services. 

A Customer Service Center buiLd~ing or complex housing all division 
operations and support facilities will enhance the operation. 

The proposed customer service functioll will be responsible for the 
following acLivitles: 

Customer Assistance
 

Customers requesting a new service will make their application to
 
Customer Assistance. The required documents will be prepared and 
processed. The design of tile physical facilities will be done by 
the Planning Engineer. ApplicatLons for service above 70 kW will 
be forwarded to tiLe Superintenlding Engineer for uctLon. A proposed 
Energy Coa ;ervatlun and Load V-Iageuaent cell operating in the AEBs 
will handle time large customer appllcations. 

Customer complaints regarditg billing, meter reading, and tariff
 
application, will be resolved by Cust,mi:r Assi,;tance.
 

After having been disconnec ted, cusltoimer will be provided 
assistance in making arrangements for restoratlon of service. 

Bill distritutlon will be a funmctin of Customer Assistance as will 
the litigation responsibilities. 

Customer Accounts
 

Customer Accounts will be responsible for tie meter reading 
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function. The meter readintg will be entered Into the computer in 

the division. Exception lists of Irregular usage indicating 

possible error conditions will reduce incorrect billings to 

customers. Estimating readitg and adjustments to readings will 

then no longe.r be at the meter readers personal discretion which 

will reduce exprqtrn o Ill,-gal gra tIFcatio. 

Adjustment to c.stomers b 1fs as well as billtng factor changes
 
will be performed by Customer Accounts. Thi.s data will be entered
 

daily into the computer. Debtor control will also function in this
 

section and operato under the guidelines promulgated by the
 

regulations governing their application.
 

Computer Operations
 

The use of computer system will he an Important tool in providing
 

management with informnt ion for improving control. In the
 

divisions a computer wi 1l he aval lahle in the ;Customer Services
 

Section and will be used fr:
 

- data entry and valdatlnn of "ustomerorders, adjustments, and 

meter readlngs; 

- data entry and va tiidat Ion of stores transactions; 

- data entry, validation and processing of division accounting 

act ivi ty; 

- support of work order planning, estimating and the preparation 

of bill of matorltls; 

- data ent ry and validation of payroll and personnel 
transactions and tlme reports. 

The purpose of these changes Iq to reduce the drely between capture 

of data and thp time It is ready for processing, to simplify the 

operations by automat lag some of the routine tasks and to provide 

support for new and Improved division operations. 

Technical Services 

Under the proposed reorganization the divisional technical 

functions will be concerned primarily with technical matters with 

an engineer in charge of each vital function of electrical 

distribution. These engineers along with the Sub-Division Officers 

will also be responsible for the Maximum Demand Tdicator meter 

readings. 

4.4 Pl anning_ 

It is proposed to establish a Planning Section in the divisions. 

This section will plan the method of supply to customers that will 

result in quality service at a reasonable cost and with minimum
 

losses.
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There is present Iy no coord iated mniIform plannii ng in tile divisions 
and as a result there are many services that are too long, with 
conductors too small or other practices that result in low 
voltages, high losses, poor reliability, difficult maintenance and 
erratic applicat ion of standards. 

The Planners will plan the service connect ions from the secondary 
network to tie customers p rei ses and add it ions to the primary 
network. 
The requests for servict! ILr0111 Customiuer Assistance in the 
division office will he sent to the P [an urs who will plan the 
expansion or modification tu the network, prepare est [mates,
specify mater i aIs and prepare work orders adhering to accepted 
standards. Requests for service iln the sub-divisions will also be 
sent to the Planners except in cases where the service involves 
only a service drop or a mninor extenusion li1 which case the Service 
Supervisor in tile sub-divisions will process tile request and do tie 
work. The Planners will prepare monthly reports on transformer 
loads, service requests, connections and removals, feeder and grid
statiton loadings, tranlsformer [ailhtucs auid loss of service with tile 
cause. In addition, records will be maIntained on estimates, work 
orders, work order status, poles installed, poles removed, primary 
extensions and removals, Seculndary uxtenisions and removals, 
transformers Installed and removed, street Iiglit installations,
removals and replacements. WI tit the collaboration of the 
Maintenance Ope rat ing Section tie Planner will monitor loads on the 
grid stations, lines aniid transformers a lid recommend changes that 
will resuLt in minimizing losses. 

The records of all Technical Sections will be filed with a 
Supervisor Technical Records. In addition, they will maintain 
plans and records of the electrical system and monitor capital and 
operating expenditures. 

The Pl aiming Sct ion also Inc lUde draft. lug services. 

4.5 Service
 

The Service Section will make the installation of customer 
services; extensions and modifications to the primary and secondary 
lines atid service drops; the iiscotnectLions and reconnections of 
customer services; meter installationi, removal and testing. Work 
orders, issued by the Planning Section, specify the work to be 
done. Customer Accounts will provide disconnecting and 
reconnect ing orders to support proper bi Ilitig and in turn must be 
kept informed about the status of all such orders. 

Metering instruiieiits are electru-mechianical devices that require a 
specialist to ensure proper performance. The customers and WAPDA 
view tle metering with great colncern. It Is therefore proposed
that there be trained meter technician in each division who in 
addition to installing and removing the instruments will also test 
them. Field accuracy tests and jruventvlyu inaiitenatice can be done 
by tile meter e lect ricui bitL major rtpaI rs , recall brat Ion and 
acceptance testing must be done in a meter laboratory. 

A technical IEne rgy Surve LIilance Cell wi l. be2 aIt to monitor this 

act ivity. 



4.6 Maintenance and Operation
 

The Maintenance and Operations section will be charged with
 

operating the Service Dispatch Center, 24 hours a day, 7 days a
 

week keeping the lines and equipment in operating condition,
 

are failures of facilities, and
restoring service when there 

determine where maintenance is
surveying the distribution system to 


necessary.
 

The Service Dispatch Centor will receive and transmit information 

about work ,crlvity, qymtr, cnrdtt ionn, giving clearances through 

the Dist ribut ion Inspectors to ensure safe working areas and 

conditions and will arrange for maintenance and operating crews to 

restore customer service in the division. The Dispatch Center 

receives customer calls concerning service and the staff estimates 

the corrective action by assessing the available data. It is 

proposed that there be radio communications between, the Dispatch 

Center and the vehicles of tho maintenance and operation crews and 

offices. truck transportthe sub-divii.on A small with driver will 

2 two-men crews to troubl.e locations along with ladders, tools and 

repair supplies.
 

The communicat l.ns equipmnt will ml so be maintained by a technical 

assistant attached to the Center. 

of the divisions andThe Maintenance and Ope rat ions crews 
sub-divirions will be doing routine maintenance during normal 

working hours. When there Is a need for service restoration work, 

the Service i)ispatcher contacts the closest crew by radio and some 

or all of the crew wl i be directed to the trouble. At other than 

normal working hours skeleton complaint crews will be available 
can assembledwith communi cat ion to add i t lona l staff that be 

quickly. 

When there are a large number of complaints, other available 
called and when theremaintenance and operatronq crews would be in 

are major failures, crews from other divisions that are not 

affected by the cause of the tocal outages, can be called upon. 

With time the distribution system facilities deteriorate and this 

requires continuous evaluation if system events are to be
 
as equipment
controlled. Dist ribut ion Inspectors (trained 


and emergency switching) will be in
operators to perform normal 
the division and qub-divisions reporting the current condition so 

directed to potential troublethat maintenance forces can be 
also assist the service and maintenance crews in areas. They will 

switching out and restoring line sections and equipment for 
to
performing the work. These inspectors provide safety insurance 

work personnel as well as monitoring the security of the utility 

investment. 
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4.7 Sub-Divisions
 

The Sub-Divisions of the proposed organlization will include
 
Customer Services, Service Connections, Meters and Maintenance &
 
Operation Sections headed by qualified supervisors.
 

With the new 
Customer Services Section and the enhanced supervisory
 
staff and with functional help and guidance available from the
 
divisions, the sub-divisions will be able to operate, maintain and
 
expand the distribution system to meet the needs of customers.
 

However the adminlstration, customer accounts, computer operations, 
major service and line extension and engiLneering planning will be
performed at the divisional office for the sub-divisions. 

4.8 Purchasing and Stores
 

Existing Stores System
 

The stores organization currently in use in WAPDA has Regional
 
Stores, Field Stores and Remote 
 Stores in each Area I'lectricity 
Board and this organization should remain in effect. The system 
ensures a reasonable allocation of centralized and decentralized 
materials. 

- Regional Stores are located in each Area Electricity Board. 
Centrally purchased materials allocated to the area and 
decentralized materials purchased by the Regional Director 
Inventory Control are placed in these stores. 

- Field Stores are located in some of the divisions and support 
the divisions and sub-divislons activities. These stores 
receive all their materials fro'm the Regional Store. 

- Remote Stores in of the remoteexist some sub-11visions and 
support one or more sub-divisions receiviLng their material 
requirements from the Field Stores. 

The Regional Director Inventory Control in each Area Electricity 
Board is responsible for: 

- The forecast of maximum and miLlimum working stock levels for 
the Field Stores sufficient to allow restocking before the 
store's supply is exhausted.
 

- The control of all stores. 

- The direct supervision of all stores personnel. 

- The coordination of the area requirements for all
 
decentralized materials and the purchase of those materials.
 

- The coordination of the area requirements for all centrally 
purchased materials and the expediting the delivery of those 
materials through the Lahore Office.
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all. centralized and decentralized materials
The allocation of 
to the various Field Stores.from the Regional Store 


Proposed Stores System
 

so that there will be
 
Field Stores will be reorganized 


the
of materials available to support

sufficient stocks 


The Field Stores
the divisions they serve.
activities of 
shortages of any


Manager will advise the Division Managers of 


stores materlials.
 

the materialwill communicateThe Division Manngers 
special projects directly to the Regioial

requirement for any 

A copy of the requirement mLust be
 

Director Inventory Control. 


to the Field Store Hanager.sent 

an annual materials 
The Division Managers will present 


forecast to 
 the RegIonal. Director Inventory Control. This 

be updated quarterly. 0forecast must 

utilize the
 
The Regional Director Inventory Control will 


to purchase and/or expedite the
 
annual rind quarter.l forecast 


required materials.
delivery of the 


divIsion pe r-onne requiring materials from the Fi.edJ.6 

Stores will present an approved Materials Requisition b,: cze 
- The 

materials are issued. 

Stores in the 
- Consideration is being given to construct Field 

the new ntcreuis proposed thatModel Divisions. it 
close to or preferably at .'be located asbuilding/warehouse 


same site as the proposed Customer Service Center.
 

OF THE MURIDKE AND S[IEIKHUPURA DIVISIONS
5.0 REORGANIZATION 

will require more vehicles than they
The two model divisions 

ftill advnntogo of tho propoced
presnntly hove in order to tako 

new organizational structure. 

-communications equipment and the The 

will result in a workable
 
number of vehicles being recommended 


has so few vehicles that more 
functioning division. Muridke 

in this division than in Sheikhupuraare neededadditional vehicles 
Ls a much larger division. More office 

even though Sheikhupura 
will also be needed in each division. 

space and furnishing 

5.1 Muridke
 

of a divisional headquarters, a 
The Muridke Division consists 

revenue office and four sub-divisions: Muridke I, Muridke II, 
aare within 

Narang and Sharaqpur. The offices of Muridke I and II 

other on the boundary between them in 
few hundred meters of each 

Narang and Sharaqpur are 
the city of Muridke, and the offices of 

in the respective cities.the each sub-divisionnear the center of 
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There follows a map of the Muridke Division showing boundaries of 
the present 8ub-divisions and the location of the various offJices: 

NARAN 

W~O I IIINFRI: MURIOKE 

AU City of
 

UI U 
SDO HURIDkLt01 

MUIU KE I 

511AHAQP'UR 

10 ~~o1 SO PARAgruA 

MURIDKE DIVISION 
LOCATION OF' THE VARIOUS OEFIFCE.S 

In the reorganized division the present headquarters staff, revenue 
office personnel and all the personnel in Hurldke I and Mluridke II 
sub-divisions along with the pe rsonne I requi red for the new 
positions will be brought together to form th new divisional 
office organization in the city of Huridke. The proposed site for 
the new Customer Service Center In the proposed organization will 
be located in the vicinity of the present Muridku I and II offices 
thus the distances the customers will have to travel in the future 
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to contact the utilIty at the Customer Service Center will hardly 
be any different than at present. 

The sub-divisions of Narang and Sharaqpur will retain theIr 
identities when they are reorganized and wl I continue to function 
from their pr ent orrtce,. 

The chart be low qhows the revised organizat Lonal structure wl th the 
titles of the supervisor of BPS 12 and above: 

I OPUAI10
SLX 

er 1MI o I 

I" IMiiluOt:iz l !ii' i 

_ _ isop ti:C 

_L . _.. .. 

ME-P"SOA ...0 

ShIV ICES [72...... .....- FAIK5LIt 

ktANIJO 
/orrtc IA
 

I pnoor7.OLSO O 
1~g'. IIur 

ITI
CFOP"cc 


'he eleven pages of Exhibit I show the staff complement, vehicles, 
electronic equipmont, furnilture and accommiodat ion requirements And 
the estimated capital and ad dit ional1 a nnul operating costs 
resulting from the reorganization of the division. 

At thle pregent t ine there are 477 emplo yees ILnthle Mur idke division 
serving 36,000 cuntomerr. The current norm is to limit tie number 

of customers to About 4s0,000. The complement for the division 
after reorganization will increase by 19 to 496. The reorganized 
division will be able to manage 60,000 or more customers with an 

increase of only 19 employees. The increase of nineteen is 

created by obtaining 70 employees from elsewhere in WAPDA while 51 
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employees wilI be made av I Iable tor Uther a slgiiieits ill the 
organizacton. ThIls situation is 6ue to the existing staff not 
having the required ski 1Is or because of the exist tg procedures in 
WAPDA. For example, a S1p rv is or He te r Reader B3VS-7 is not 
permitted to be placed in a posttlon of a driver of the same salary 
classification even if he is capable of driving. The surplus 
staff, Nowe!ver, will continue to be posted In tie division until 
they are placed somewhere el.se in WAPJA. 

The estimated capital costs for tle reorganization of Muridke will 
be Rs.17,000,000 of which Rs.10,900,000 will be recommended for 
US Al1) f ILianic Ivig. The a liiiial costs Of the ILicreased and upgraded 

staff , tile addit ional costs of ow1n ig , ma il ta iin Ig and operating 
the vehi ci es , coiiuuniica t ions , accoiimodat uits, and the other 
additfoital costs will total abouit R.3.2,870,001) per year. 

The table below differs f roin the table in the Draft report of Sept 
30, 1986 by incuding the couIstructlon of a ModlI Division Customer 
Service Center in Huridke and a Hodel Sub--division Service Center 
In Naratig as rQtl11eiided froLll CoillmleittL.J g ive onI the Draft report. 

As noted the construction costs of these Model Service Centers will 
be recomeudud for USAID ftianciLig. The cost of laud will be a 
WAPDA project and which already ISatiuder study. 

Semiary : tlurIdke 

Capital Costs Rs. 

US AL Dik WAPDA 

Model Division 
Customer 
Service Center* 7,500,000 

Mode 1 
Sub-division
 
Service Center* 1,000,000 
Land 2,700,000 
Vehicles 3,05t,000
 
Comiputer* L50,000
 
Mobile Radios* 868,000
 
Radio Towers" 935,100 
Test Equipiment* 476,000 
Furniture 334000 
Total 10,929,000 6,085,000
 

*Reconenided for USALD financing: Rs. 10,929,400 

WAPDA Cost : Rs. 6,085,000 

Additional Annual. ()PiIuL!nC i IstsRs. 

Building 
depreciation 213,001 Building iualntenance is 

Vehicles 991,000 equal to the.cost of renting 
Electronic 148,000 accoiunaodations 

Staff 1,518 000 
Total 2,870,000 
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5.2 Sheikhupura 

The Sheikhllpura Division now consists of a divisional headquarters, 

a revenue office and seven sub-divislons : Fort, Attabad, 

Khurianwala, Civiil iMe, Farnoqabad I, Farooq;b nbd [I and Khanqa 

Dogran. Ih of fI cos nf ho d i vision headquarters, the revenue 

office, ani, the .c )-d lvi ions of Civil line, Fort, Khuri anwala and 

Attaabad aro in the city of Shel iklpiira and are located within a 

short di sto of e-h-e ohlior. FaroorInbad f and Faroorlahad II 

sub-division off Iceo are both lit the city of FarocIabad and that of 

Khanqa Dogran Is linthe city of Khanlna Dogran. 

The map sIv-ioj tI I oc.-i I i of Iheon b.-d i v a lorI and the location 

of tIe var I I of f, es:i 

SD) VJA-)1 Mr.Xkt* FAPCC)A9AP 11 FAROOhIJBAD I 

SHAuQ AH DOGRAII 

~Aii DGRAIICIVIL LIlIE 

ATTA ABAD 

Sivl.tL s w 

10 L5 

City of 

SHEI KIIUK RA 

SHE IKHUPURA D lI Sl1o(1 
LOCATION OF 'IE VAP...US (il'i FS 

YIIJ RI AIfWALA 

In the reorgantied division the present headquarters staff, the 

revenue office psonnIel , and the staff of the sub-divisions of 

Fort, Attanhad, Kirlanwal i, Civil Line and Farooqnbad I along wi t 

tie perqoIIn 1. reqi red for tile new po ti.on wiII be brought 

together to form tHI new divisional office organiezation in 

She ikhupurn. The proposed 9i.te of the new Customer Service Center 

will be l.oca ted in the v.cinity of the exist ing sub-division 

of fices ,i She iktiupitra thus the distances the cuistomers will. have 

to travel In the ftiture to contact the util ity at Customerthe 

Service C-nter wii. hardly be r if ferent: than at present. In the 

Farooqabad I stib-di.vil.,on, howevr, the customers will. have choice 
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of contacting a Customer Service Office to be established in the 
city of Farooqabad or the Customer Service Cejiter in Shelkhupura. 

The sub-divisions of the Khantla Dog raii and Farooqabad I[ will be 
combined and become the only sub-division of the Sheikhupura 
Division. It will be known as Khanqai Dogran and the office will be 
in the city of Khanqa Dogran. 

The chart below shows the revised organizational structure with the 
titles of the Supervisors of BPS-12 and above: 

I PIOIURA 

K. L 

1tu BUD'rLT CUS01tOi, MI ML-lLCA21 I 
CC T I t 01. 

. I "-U5 VI , IK I C A I__ O .....OF" ..... CE1_. Ort iI I I £JS+_vlo IL.... -&"F
 
U" 10310 EI ;z3APICL 

t-o- OPERATION . .. _,o. ..
 

- I.LAIO. 1n !II*, 

= "T' 
c $R11J. ......0, L IS
FI I i1
 

SFOR TH
 

111" 'I I$ I; I 0, 1 1t
 

~PROPOSED OIRGANISATION 

1' FOR THE 

fT IZ A ISIIEIkHUPURA 
DIVI SIOH 

The eleven pages of Exhibit 11 show the statf coiupl ement, vehicles, 
electronic equipment, furniture and accoinwodation requirements and 
the estimated capital and additional annual operating costs of the 
reorganized division.
 

After the Sheikhupura division has been reorganized the proposed
 
staff establishment will be 693 which is nineteen less than the 712 
employees now in the division. The re will, however, be 45 
positions created for which employees from other locations in WAPDA 
will have to be recruited while 64 present employees of the 
division staff will be made available for other assignments in the 
WAPDA organization.
 

53 



The estimated capital costs for the reorganization of the
 
Sheikhupura Division will be Rs.15,000,000 of which about
 

Rs.1l,000,000 will be recommended for USAID financing. The annual
 

costs of the increased and upgraded staff, the additional costs of
 

owing, maintaining and operating the vehicles, communications,
 

accommodations, and other additional costs that will result from
 

the reorganization total about Rs.l,900,000 per year. 

The table below differs from the table in the Draft report of Sept
 

30, 1986 by including the construction of a Model Division Customer
 
Service Center in Sheikhupura and a Model Sub-division Service 

Center in Khanqa Dogran as recommended from comments given on the 
Draft report.
 

As noted the construction costs of these Model Service Centers will 
be recommended for USAID financing. The cost of land will be a 

WAPDA project and which already is Linder study. 

Summary: Sheikhiipura 

Capital Costs Rs.
 

USAID* WAPDA
 

Model Division
 

Customer
 
Service Center* 7,500,000
 

Model
 

Sub-division
 
Service Center* 1,000,000
 

Land 2,700,000
 
Vehicles 961,000
 

Computer* 150,000
 
Mobile Radios* 1,042,000
 

Radio Towers* 804,000
 

Test Equipment* 476,000
 
Furniture 334,000
 

Total 10,929,000 4,061,000
 

*Recommended for USAID financing: Rs. 10,927,000 

WAPDA Cost : Rs. 4,061,000
 

Additional Annual Operating Costs Rs.
 

Building
 
depreciation 21.3,000 Building maintenance is
 

Vehicles 510,000 equal to the cost of renting
 

Electron.c 168,000 accommodations
 

Staff 1)023 000
 

Total 1,914,000
 

With the management structure of the new organization and with 

upgraded equipment the division will be capable of serving more 
than 60,000 citstomers. 
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4.0 IMPORTANT LETTERS, MEMORANDA, ORDERS
 

AND PRESENTATIONS RELATING
 

TO
 

INSTITUTIONAL IMPROVEMENTS
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EEQLJEST_ FOR APPPOYAL. OF PEQt(AN{ZATiON0 OF- IER DJSTRIB1JQL'N 

On September 30, 1986, Member Power subMitted a request to the Secretary 

to the Governnent of Pakistan, Ministry of Water and Power for approval 

of the proposed Instit, tional Improvement Plan for reorganization of the 

Power Distribution organization. A copy of the Member Power's letter 

along with a working papeor of Institutional Improvement Plan is attached. 

MFF_ D.ISTRIB _ OF - THEAPPROAIL_ - OF_ - j iVEtFN'. -O'F. I__ IEFARTMEI WD_ BYO
)CYFRIMENT-
OF- PAKI2TA0., 

The meeting of the StFtading Committee on the improvement of Distribution 

Department o.f WAPDA was held on January 12, 1987 under the Chairmanship 

of Deputy Chairman, Plannini Commission and it was decided that a 

separate organization for Di.stribution at the Headquarters level be 

created with Deputy Manag.ing Director Distribution redesignated as 

Managing Director Distribution. It was further decided to approve a 

number of BPS 20 posts. The office memorandum dated January 1.5, 1987 

from the Planning and Development Division is attached. 

An addendum to the minutes of the meeting held on January 12, 1987 in the 

Planning and Development Division was issued by the Planning Division on 

January 25, 1987. 'lie addendum specified the manner in which the 

approved posts are to be filled up. The office memorandum dated January 

25, 1987 is attached. 

Vide his letter dated January 22, 1987 (copy attached) the Member Power 

brought to the notice of the Planning Division that instead of the post 

of Chief Engineer Headquarters the post of Director in BPS 19 was 

approved. Further, the post of Chief Engineer Construction, Maintenance 

and Opration was approved but was not to be placed under General Manager 

Operations. In his letter the Member requested the Planning and 

Develdopment Division to issue a correction. Thie required correction is 

still awaited.
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On may 18, 1987 WAPDA issued an office order covering the creation of new 
posts, upgrading and redesignation of existig posts and abolishing of 
the post of Chief Engineer Headquarters Distribution. Copy of the office 

order is attached. 

Appointment of persons to the different position is under implementation.
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Phones: 211JU10 
69911/221 

Grams 	 : WAPDA 

PAKISTAN 

WATER AND POWER DEVELOPMENT AUTHORITY 

WAPDA HOUSE, LAHORE 

Ref. MP/PS/2,00-B
 
Dated 30th September, 1986.


Member Power 

4.1 	 The Secretary to the Government of Pakistan,
 
Ministry of Water and Power,
 
IS LAHABAD. 

SUBJECT: I NSTITUTIONAIL I.IPROVE.,ENT - REORGANI ZATION 

OF POWER I)ISTRIBUTIOU._ 

As fore-most utility in the country, Power Wing of
 
growth in the previous fewWAPDA has experienced a phenomenal 

years. The distribution Organization in particular has under

gone a tremendous chang 
- in the last seven years. This is 

the number of consumers has doubledevident from the fact that 

since 1979 and at present the number stands at a little under
 

It is estimated that the number of consumers will
S.00 	million. 

million by the year 1993 alongwith
further increase to around 12 


further expansion of
 
the increase in generation capacity and 


future
transmission net-work. The problem of coping with the 

be further compounded with the
increase in demand for power will 


of 90% village electenormous effort required to meet the target 


rification by 1990 as per the directive 	of the Prime Minister. 

2. The present position is that distribution Departmen 

is 	 organizationally inadequate at the ilendmcunrters level, It 
The strain introducer!.cnnnot even mcct the preseut work load. 


by 'the continuous expandinig system is affecting the level of
 

efficiency at various echelons There is a certain lack of
 

operational responsiveness to the ever increasing staff work.
 
attributed to chronic inadequacy
This situation can partially be 

of funds required for reinforcement and improvement of the 
organizational deficiencyentire distribution system. The inherent 

load.
 
were not initially discernible due to the manageable work 


system however, has accentuated the
 
The rapid expansion in the 

inadequoncy in the organization resulting in delays in the 

execution of rehabilitation programmes unacceptable high losses 

the volume of corruption.and increase in 
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Miii ln, (PuwOi) Wnl)(a 

3. In the past all the adjustment/marginal increase
in staff to meet the demand of ever-expandin, system weremet on adlioc basis. This course of action has not solved theproblem. The fact remains 
that the piesent organization structure at the headquarter level does not possess the requisitearticulation/flexibility to meet with the rapid expansion

the system in future. The present orpanization suffers from

of
 

shortage of training staff, poor coordination amorg functinalunits/inadequate communication and almost total absence of 
management service. 

4. With a view to affecting institutional improvements
in Power distribution, an in-depth study has been carried outhy WAPIA in conj tnic t ion itii fA I'-US Aid C nsul tants The study
focusses ma inly on exaMininj! the adequacy and efficacy of the 
presenrt orgatnizationi structure o distribLutionl viz-a-viz

future enlarged activity. It 

its
 
has been determined that distribution department would have to perform as a self containedentity. All functions of distrihtiion would be consolidated


in a single distr ibution unit under 
 direct control of its head as opposed to the exist ing fractured arrangement ,here Supportfunctions report to utle r orga n i at ions wit Lh ill IAPDA. Theproposed strategy i s to create a team of top functionaries inthe headcuarters . These staff maIkigers would ;analyse tiledifferent funct ions, lay down procedures and sys te m and develop
practical achievable standards and keep them tinder constantscrutiny so that changes are made commensurate with the growthand other peculiarity of the system. They wilI also be in aposition to provide the manigemeH. wi th prodI Ctive information 
and not merely tihe stereo-typed data. 

S. As a first step towards bringing about institutionalimprovement in the distribution department there is a need to
establish a headquarter orpanizt ion as under 

a. D)cptH y ; InaP,in g Il rector FExi, i nx1), (Gene roIlIU a p. r ( AIlil ) I) i s t l' I e creI ted 
Two II. (;,s gi le- 211 i existing 1 .tobc ctented 

c. ;encral !anaerIifli;L.IIlt Cne 
Services G.l 

O cxisLing. To be made 

anajper Computer Systemi ) o to be created 

1) G. C,o m t e r (pe ra t i on ) 
d. G.M. F:inance (I)) Redesignation to be 

done. 
e. G.Ml. Customer Services One existing.
 

D.C. Energy Management Two to be created. 
D.G. Commercial ) 
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f. G.M. Operation Already existing 
redesignated. 

to be 

g. G.M.l. Planning, 
F, Standard. 

Engg. 
To be created. 

C.E. 	 Distribution,ingg) 
to be redesignated.G.E. Constr-uction, )Existing 

Maintenance f, Opera
tion Standa rd. 

h. Chief of Training " Already existing. 

6. As would be seen 1rom1 the 1bove, the proposal 
envisages crcation of cieht now Grade-2U appointments. The 
creation of these additional alpoinrnments is in consonance 
with the primary objec:tive to consolidate all reqLi Site 
functions into a se I f-conta ied systeC and the above 
incumhents would control and guide the resources (human, 
financial etc.) reclui red to develon and implement their 
plans in the context or enlarged activities in the future. 

7. The antici pa ted additional expendi ture for the 
reorganization at the Ieadquarters level has heen worked out 
and the sncumory o[ the same is tahulated below: 

YEAR 1986-S7 1987-98 1988-89 19119-90 TOTAL 

Expenditure 6622 5536 69.30 2336 21,124 
(Rs. 000 )
 

Average increase/annum ........ . ... 5356 
( fs.000) 

SAY ............. .... . , 3 il lion .
 

8. It WouL IN be Seen from above that the add it iona l 
f.x) endi tu re 1 a ni1,i n I amoIntL and can ) absorbed 
c.:oinven iC tlyI)' l o[1! a l,ut 15 or theinucrea 
expenditure on estahl i brie lit a lluud Unle ' ScI f nanlcJ ln.:Pi 

by the Gove rnmnnt o a i s a i1 

9 . I n v i w '}f he pco i tt i i Xl a i nod above the .i n is t ry 
is reques ted to :ptorove Lhe proposed Ora11i zat ion at the 
Ifeadquarter's level apnp ec'eH ill para-5 above and crea tion o'f 
eight additional posts o r Genera I Hinagers and Chief Engineers/ 
Director General as under (already included in the provosed 
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establishmei t):

h. (G.. Plannin!, ([)istb) and lngiiieercing.
.I. i ri ion).c . H. isiton r Services ( s t 

d Director General, General Services (Distb.)
 
e Di rec tor GeneraI [Iner,'* Myanap eierit.
 
f. Chief lni eer, l)istrilhition Planning. 
g. Mlanager (:ompiLter Sy'st:t i.
 
h Dirctmr ;enera I , COm uter Services.
 

10. A working paper giving detai Is of the proposed 
incumbents is attached as Annexure 'A' . Copy of the 
PTAT report on the subject is also attached for refer
ence . 

11. In the above context reference may also kindly 
be made to para 4 of US .lI) I tter of Atu.st 13, 1986, 
addressed to you, wherein Mr. Stapples has requested for 
an early mee ring with (; P and WAIP)A to review all activities 
of the Powe1 i st ri but ion Pro.ramrie. 

fo i'AI'ER i POWER DEV. AUTHORITY 

Inc 1: (m. A/ 6 B1 SAI)OZJ~I ) 
As above. ,HFII.BER (POWER) 
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IN.QTF FLI I ,IA[I. I1lf P1('I(. ' !:I1,,1' :, 

M/s. PT,\T have developed an institutional improvement 

programm e in c5nsultit ion with '1/APr)4 Funr tonaries for 

commencenlaiL of impl,''ro'U, al. ion with 40ffCch from the current 

finencial year. Preliminary discussion with the Authority 

took place early last year and the revised arft was submitted 

in M'iy, 1986. 

2. The recommendati ons p-'rtain to ' Interim Consolidated 

Distribution Organizatinn' ith brief descripti on of responsi

bilities of various functional heads. fhese were examined 

by the Authrity in dotail. and somew.hat modified according to 

Lho present od;. Authority's views are (lOven in succeeding 

paragraphs :-

DE~PUTY MVrJA';1!C )wrroRpsfIrlt1 

The post of Depuly Managing Director (Distribution) 

alrprdy exists and he exer'cises the powers of a Managing 

Dirrctor. He functions as Chief Operating Officer of the 

DisLribution O-ganrizaLion and Di]sL rLb titi Operations. le 

is assisted by 8 functional heads Loprovide adequate coverage 

of all adm nistrat.ive anud te-chnica] Sup~port functions including 

Training, G-neral Administration, Finance, Customer Services, 

Srvices, fprations, Planning and Engmineering andManagement 

Purchasing andt Invrntory Control. 

It is proposed to re-designate this post as Managing 

Director (nistrihut jO) so as to enable him to exercise his 

w titiout any inhibilt.ion.
 powers e f,-t:ti,.-ey and 
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'INIpl IN 1 

Aajnst the recommended post of Chief of Talning, 

the post of Chir Fnginirer ( Training ) already exists. 

He will be attach;.d wiLh Lh, Managing Director (Distribution 

He is primarily responsible for implementing the training 

progr-amme for r)ij5 'rih't in accor'ding to established policy, 

proc-Jur'S and o:erati, nal imnaals. He makes the annual 

projections for trainirnq and fotmolates on overall plan 

to moet the training n-eds of Dis -ihul ion personnel of 

all cateories and lev-1s. He co-ordin otes and directs 

other dornest ic. as -,-elli s [iS ruirgn Lraini,,g pro,]rammes. 

His role in thr, Career Mianagmnt of Distribution personnel 

is of great irnpotrtance. 

ADM I:NI S F A I' lol 

In the proposal, a General Managjer (Admn) has been 

rpcommended throuqh the upladtion of tie existing post 

of Chief Engineer (Admn) Power, which is presently under

t.em be r (Po .er). The Gneral Manag,,r (Admn) Distribution 

will be respuins'iti fo t I. u', lJ I Slp vision of the 

fujct ionin oit .he mu : aIMl (;enerJl1 )ervices Depart

ments heaYb?( DLrecL.or - M" U. These twoby i,r, in 

departmu ; v, Ii estaillli ,nd iai iLaln de, ,atLmental
 

policies, pruci:dures .,. jViCtic,'. for i omletniation
 

th-ou'jiinut Dist LbJ ion -id 'i 1 llncArovi I, Li:)nal (staff) 

guidance to Iar.(nl ,ml G.,-.ra .rvic:s functions within 

,\rea Electricity lo,.rds. 

Out of tLhe reCOIleiI.,:i 3 posts in 1FPS-20 one post 

two )O.n . are to be created.
alre-3d/ exists and 
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M4'!A(.I.II !1.1I 351 I V I I:r! '3 

In the proposal 3 posts in ,BPS-20 have been 

reconmrendfI The G(Tneri] Manajer, Management Services 

against the existing post of Director General, WAPDA 

Computer Coll is responsihle for the evaluation,planning, 

development, opr,?iition arid maintenance of all computer 

elitipment. iui d khrotilrhrou "/APDA. ie is -1so responsible 

for eva Imw~in, i:i .ion, installat. ion, operation and 

m-3ink.enancn of lpoci il purposes comnpunter equipment or 

programmes. For t.h, discharge of. the responsibili-ties it 

has been pcoposed that lie should he assisted by Manager. 

Computer Syst.em and ')i rector General, Computer Operations 

(both in 11PS-20) as against the existing posts of Chief 

System Analyst anl System Maniager in UPS-19. 

One post in BPS-20 already exists and two posts 

ar, to be created. 

F I I1AHCE 

In t h o proposal , a General. Manager Finance has bee-

Manage,recmmenclrd as annainst the existing post of General 

Finance (Povwer) with ,Mannaging Director (Po,,,er). His res

ponsibilities wo,,hi be to act as Financial Adviser on all 

"a~crHt; i mm , hu-.tr in1" .-i id " inane ia l matters of Distributim 

He ,.,,ilt hce respommible for developing and implementing the 

poli i es for.. ma ni qem,.iri. oC cas i, funds, custody of assets. 

He wi.ll 1 so be reS1r'![Op ; ihble to fo-rmulate and administer 

the pe rsonneel polici '2 in finance and ensure proper dele

gaL ion of almignistraLi ve and financial powers to VIAPDA 

at all lev?]oflicrs/)fficials .:,il, L.h lr judichll exercise 
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Ill,' ,' t 1 .1i' ' H 11. 1 (. ( I fClhf3JL j ()(j) woLl ld h~of) .1,,o 

asStSteLd by i0,luLy), ',IPU'1j , (lIN l) and Deputy (ienrrahiv MiLijt,. 

Managpr (Co-ordinat ion) ( Both in RPS-20 ) which in the 

present set up alreidy exist as Mniger Finance (Distributio 

and ieputy Gener'l Manaoer Finance (Power) . As such no 

new post of APS-20 is required to be created. Only re

designation is ivolvrd. 

CUjS f(tIE!I -S.IV[U7 1:51. 

N GoneraI'Manajer, Customer ServLces assisted by 

Dir ctor Goneral ,Enecqy Aal jement andlIiUet or.General
 

Commercial 
( all the three in DPS-20) have been recommended 

for developing and administering the policies, procedures 

and practices of lV'P')A Customer S',rvices function dealing
 

with the cu~tomor re],- ions, customer contat, customer
 

ener0y conservat ion and load manaijement . lie will also 

re.commend changes in policies, proc-,dures, pr'actices and 

programmes that affect all classes of customers 

lie will, however, work directly undL-t? Mnaging 

Director (Distribution). One post in BPS-20 already exists 

and requires re-designation while two posts in RPS-20 are 

to he created.
 

OPEQAricus 

In the proposal, tihe 
e:: isj ng post of General 

Manager (Distribution) is to be re-named as General Manager 

Operations, and he will be assisted by Chief' Engineer, 

ieadnua rter. lie will be respoon,;ib e for efficient operation 

and manapement of the Area Electr'icity [Poa'ds, lie will 

recommend the policies and p[roc',du['es and budgets for 

offIcIont funcAlining of Ar Ul,"ct vi (l floird§ and would 



:l M ' 11) 
I 

('.I I ()I 
/ 

Jt .31r " . I oI11 " i 1 L]II;I'j1 I ",t I o c I.Eu (I) I h, ll. I ) o I1 

clo5,e co-ordinition of the Ileadqurters functional staff
 

and the Area [E:]Pctric.it'y Boards operatino staff. No new
 

post. inl RPS-'.O Ito e ct g "e!d.
 

PLA'"N HG ,V,[) E; f iERI NH 

In the proposal , follo ing four posts in BPS-20 have 

been rcommrencled for the Pi.mnning and Engineering function:

a. Gen,.ral Manager, Planning, Enginrering & Standards. 

b. Chi,,C En i nee r, Dist ribut ion, iPlanning 

c. Chief Enrjirnver, Dist ribuion, Fngineering
 

d. Chief Enqin,,er, Construction, Maintenance and
 
Ope rat ions Standards. 

General I.Ionr,jer, Planning, Engineering & Standards 

has the overall re,.ponsihilities for, technical service 

support of all asprcts of the Distribution System. His 

functions include co-ordin.t3ing financia]. and technical 

activities for dist.ribution planning, engineefring, design,; 

and safety requireconstruction, oper,tion and maintenance 


ments in the areas of work.
 

The ahove indicat.ed posts of Chief Engineers would 

assist the General. t4anagnr in carrying out the assigned 

responsibilities which lthrotlgh lack of att-ntion have
 

suffered a qr,-at dral. Ve al'eadhy have a Chioie Engineer
 

(Des ign) ond the Authority endorses the propo.,a nF
 

Cont;' I ant po or a
Lh.il; a 1;I: (;Wn,:rai Manaijer and post of 

Chief" Ungineer, Distribution Planning be created. The 

existing posit of Thi:f "-nu-nez, Di-trii'"tie Desion wcu2. 

he re-named as Chief 1hngineer, Distribution Ehgineering. 

The posL of Chief I:rng tneet (hEO) jr, mr;esent.;.y UhchUnder 

Genr c,i1 M,)uagevr 
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L.i I 

and re-des ijn t,I as Ch .f E ,jLn oe , Const ruct ion 

Di. , u;LLu1) I trin'j ferut!d Lo Lhis set up 

Of.) 1 

Pt JWC IiS f Vu; 11) II* I[Of!vY :,:'iI"F: 1()I. 

In tLh pi'opoi 

M'.ai n P.Pi ,: i C:ot1,J o, % aoLida r(I 

:I, followirg pnsit ions in BPS-20 

ha vo beon r.-commen,.kd for tli funct ion:

a. GenecaL. Mand jr! r Purcha sinj R Invent orry Control 

b De ,t1 , r oeo, I .) (jo r (St.St rr,i Surve i lance 

c. CIii.h qngne;,r (In sp)ection) 

d. Dep,-ty Geneoa M nag e r (Purcha sing 

e, D.puty Gner-l M,)nae r (Planning & Control) 

The Gn.,ra M nl,,.r (Purchaisinj and Inventory 

Control) is responsibl. for the develorpnent and 

administration of pucclha,;i.ng and storC.s policies, 

procedures and systems; iclud:iing material purchasing, 

stors, roon oper,it ion, mWa3,,rl. 1 plann i ng and cont ol, 

material cataloging, disposal of excess/obsolete/scrap
 

matecials and inAterial insp,:ction. 

"rher,: is no ,natevial change in the proposal from 

the onle that already exi-,ts, It involved re-grouping, 

in that, the post of Dlputy General Manager (Inventory 

Control) whiich is at. present under General Manager (Dist.) 

will 'be transferred to General Manager (Inventory Contro.l) 

and will he re-desinated as Deputy General Manager 

(Purchasing). Others posts will be re-designated as -per 

r-coaimendjtIions of Cuniultants. 

Contd... P/7
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F I ,Ira1) I ' G.t s a L r mm nded forur. r 

crf.).it ion in . iv above (J,.,ccibed Set up:-

L. 	 G1 .nr ,.r, 

2. 	 Di vrekor Gerr, I 


,
3. 	 Genera I M.' nai -.

S 1 nlC'CaDi [',:,0 . 

5. Genecal Man-),.y 	 r, 

.",d in i istraL ion 

Gene a I.Se rv ices 

CtjsLome v .7.'ic 2s 

F., e.jy I.,afr: najei;nl 

Ptanning 8. Engineering 

6. 	 Chkfr :rnin-er, DistributLon Planning 

7. 	 ltanayjer Computer System 

13. 	 Dirrctor Gene'ral, Computer S':)vjices.
 

AH,'I" XU11:S 

Annx: - A Ixhst inq Oganil7a t ion 

Anrw;x: - 0 Interim Consol 
Orrgan i -:.jt'i on 

idat e 

Annex: - C Position Description 
in BPS-20. 

of UDsLribuL ion 

Dist ribution 

of Appointments 
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•r -. ( L~lPLA I G AIJI) IU;lAlrnIl l.OlI ll1 .1r 

do. 1(6)1:1..I1W1/'11/116 b.~ih, bd , .1,11, 15, 191 

kIJ-iCtI ojc.r 4.2 OF ,lC, H,.1,o,^,AUH 

AA 
]tihj 0 o 1 PROVEHENTl' OF UI 5STIMI UTLO[01 -111UEIAIlfRC M"WAFWAA 

The ulnlrslvs ,'rid Is directed to ,say OaL the seconid 

meeLi. ng of Lhe Sralid ilg Cominl ce oii the above ,tib jc L waS held 

a.c 4.00 p.m. on Ilonday dated 12th Jan. I81 iil he Committee 

Rloou 0 f the I'laliiiii and Dieve lujill-1l. C lJivi!;1on. I ejoLy Chlilrmian, 

I'laianiiig CommtusL [uii, was lit the Chailr . ftiulotcs of L ie metiiig 
f'sl 

all, Iurew ith for ti(le fur" ilt fil'il Lt0.Io . 
* \ ,:"' r 

(*Ihl;.;iud II, Klzlhbash ) 
T'o Chitic 

1. Hr. II.U. leU, 

Secretary, 

HIt it ry of Fianice, 

I s I amalItad . 

2. 'i. A. Walab A. Shalki, * 

Secretary, 

Nhttistry of Water andI Power, ~ 

Additional Secrecary (l'owe r) 
H llistry o" Water .1il1i I'L.el 
1:; 1 llabad . 

,4 . fir. H. Ayuh 'Jadhozal . 

Mhembte r ( I'owu i ) 
I/AI')A HIuus , 

WA ITIA q e 
j 

.,ihore. 

5. tir. Itlyazlilaq, 2 " '_ 

Jolil Secrotairy, I/., , 

I .s Ilma iad. ,- . 

b . Hi . S daqal; 1Iasalt fi , I/ , 

Seni r Chief, l'iiergy Allpratisa1 Section, 

.'lliaiti ll & Dl velo tille l" I iv l;Ion,. 
I s linabL.-d 

7, Hlr. Asihfaq Hlaliuood 

Iline r'y Appraisal Sect ion, 

1I1annliig anld Duvelolmli OtIv iiull, 



Dec stoI 

•rak 	tp, into con, Iderat lo the observat ions of 

thlt n rcparnte organisntiolndecided
Mlember (|'Vinnacc) IJAL'DA, 1.t was 

level be created wlthLite HIeaddqoarLet'sfor l)lstrllctt lo at 

as .D. 	 (Distr tbutton). It
rede igiatedDMID (Dl.trIhcttton) 

III'S 20 ports:decided 	 toapprovC tite followingwns (rtiher 

Chief of Training 
:or1he proposed post of Dize 

r(t) 	 General. Iiana, (AuTn.) 
generil (Services) was not 

Gtneral. 	 (Personnce1).(ii Di rector 	 the post ofapproved. Instead 

Director(Servlces) in 

IBI'S 19 was approved. 

(i) 	 General Manage r (HlanaCemeit Se rvices) 

(.I) 	 Mnaer (Compoer System) 

Director General (Computer OIer t ion)(11.1) 

Malinger (lFinance)() ( 	 Gcheral 
(i) 	 I)y. General minager Finance, ld Oicprat ion. 

LL) IDy. General anloagcr Flinntce, Coordination. 

The proposed post of Chief 
(1) 	 General. Ilaiager,Customer Services. 

(11) 	 Director General ([nergy latnageme1it) Engineer, Iicadquavers 
%ns not 	approved.
 

(lI) 	 Director eneral (Commercial) 
General. Ilanaler (Opearntion)(iv) 

ThriTepropos;d p)ost of Chl.tif 
(I.) 	 General iI:inagtr (I'lanninl', IrmVhp l r g 

Engtiner (Construction,.
and Stantiiris) 

Opuritto'l nrid Ma1lilttenntice 
(it) 	 Chitef Engine cr (1) stributton PlaningI u) 

Was nol 	apnroved,).,. instead 
(Lit) 	 Chief Engineer (Enipneertig). 

the post of 'Ilreetor in IIPS 

19 was applroved. 

Mamti er (Purcha ltg and Inventory ControL.)
(1) 	 Ge no a. 

(Stores 	 Surveillance)(i) Dy. General lanager 


(Lii) Chic f Engineer (Inspect Lon)
 

(iV) Dy. Geriral I tma (Purchl lg)
a"r 

General Ilanntger (I'latmint l and Cont ol).
(v) 	 Dy. 
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LIST 01. 	 PART[CIP AITS 

I. 	 Hr. II.U. Ileg, 
Sc 'ccary,
 

iirrlartcy of F nancrrc,
 
Lsla ira ha d 

2. 	 Hr. A. Walrab A. Shaikh, 
SecreLary, 
linistry of Wacer and Power, 

I s la i1a ad, 

3 . Hr. HI. Akrari Khan, 
AddiLlollal Secreta ry (Power) 

Htirisery of Water and 'ower, 

I. laia b a d. 

4. 	 Hr. It. Ayub Sadozal 
Membler (Power) WAI'I)A, 
WAI'I)A Ilouse, 
L.a li r u. 

5. 	 Mr. Riyazul Ilaq, 
Joint Secteary,
 

Economic Affairs Divt iou,
 

1 I ; a 1)ad .
 

6. 	 [I. Sadaqnat Ilasan IIIt', 

Senior Chief , Eiierg;y Appr.alsaL Suction, 

Plannlg & DevclolrLnc I)lvision, 

IS lamuabad. 

7. 	 it. A'0i'acl lI,lrrrrood,Chlul , 

Erg rly Apipra[sal SucclOr, 

P'lrnulrng & Development iv[sto, 
Islamar~bad. 

3. 	 tHr.HIasood II. Kizilbash,
 
Chie C,
 

Foreign L.oans & I'ECoriuic l'otLcy Secotlo, 

'laiinrg and Devaloilmunt Divi.i;on, 
Islamabad. 
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WIEIMI;NT OF I'Ak ISTAl 

I'1,AIIING Ai DFVEI,1OIIICIr iuv istio 
I touic[ 1LOAIS 	 AI) ECO OII[C POLICY 5I*CT'I'OI 

No. 1 (6)FI.1AIA'/PII/f6 IslIamabaI Jan. 25, 1987 

''?r -J?/ 4.3 oF;FIuF. II10RANDuHt 

IV A 'I/ 

S 16.t1 	 ItNSrI TNI'OIIAI. 11H1IROVEIEriT - RE-ORCANIISATIOlI OF POWER
 
1)I Il.! IT Nil1WAIDA.
 

Ilicanti[mntion of tl,i Divislon'r Officte Ifemoirnrium
 

of even mi',,er dated I,, 15th .m. 1987, on the nhovc riibJect,:
 

th u ;I.Ill I Is c .o rd ;idde
e I 	 Lct OI Cot w.1 an thiu to; litmilin !. 

of thlir. ee t lIIli lor Id oil I2th Jl m . 1987, In tle C ,,ml rtee RIotm of 

tile Ilml;giIii llm Dev.. lopmontli ly oslDIV I -0 

Enc l: 	 1l.isoad 11 z1Ia hAr nbove. 	 ( II. Kizllloslh )_... 	 .......... 

Chie f 

To 

2( i. hA. . Shaikh 
Is 1.1 Iia bad 

lI r.itry 	 of Wi.aii etand ,o 

3. 	 it'.It. Al,rnm Khoo,,
 

Ardflrion.1l !;ecretary ('Owel.)
111i11stry 	 of Wt er and Power, 

' 

1..+	 th. Aytib ;ia,flI. Sitlrn,+I/ 


flemhr,r (l owei ) y
o I'oA,
 

t I I ',.7, I
1.4AIPIA 	tiolse ' 1 , 11( 
Laho re . 

I"'cOiintitic 	Affanirs. Divlrion,+
 

6. 	 1 r . S; ,a(1 ' '1,at 11I.!;an1I Ilr ,
i E 

I'l111nnln1r and Di!v0lollnlentt DIJvintonl,

I 1, hlb 


enillnl- hief, A gI,) Appraisal Sectilol, 

ad.
 

7. 	 Mr. ,,+hf.t,,,,,,,,o,,., , Z.,,:i
,EST AVAILABLE DOCUMENT 
lnli ret' a l .lril l full,
 
Ilaii hi,l and vIvll Ildnlent I)iv ision
;I .....r I IA , r o S 72 
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TO mtrtIUTES sIiI 
OF '1I11, STANll)[tIC COt tI 'i'TEE. 
AI)I) IMiIUtI TIlE 01 lE ECO11D IICI 

Alit it ltlll 

'lhe pI,,osLapproved fo a ;2parate orCiniiaitLoui for 

fIlled 	up inthedisttibluilon at the lleadquatcer ' level will be 

ll llll :-Ehe fo 	lowling hla 

LA :I ita) Chief of TrainingC 

1hw . ' b) -1,) Ceneral ttan.ile ii iil'itrot Joi ;
) 

i) lt)I'eccor General ?,ttiuhnel.) 	 CK(Admlni; racion) lower to be 

redeSignlLcd. 

flew .
c) .1) GenerOl tI.una el ttI, 'cieuint Sccvic2: 

ii) tllagler Coll;uter Systemn flew -"
 

Ill) Dilecial ijeju rit.1"C, uteL OlpearClull Exi;L Inie
 

Ft1.iice E.ilitLIitg to be redesl nated. 

Di),tjsIut 7 (:iiei.l 11-11;Ie Fli.iince 1 1cld 
d) I.) GCnearli taIIln.;er 

.-do

iii) itputy GenILu. . Fill,iuicC Coord1.11.1tLonu 	 EAIs Iit1 	 ri~ugec 

EI.ist.in, to be 'ede1lgndted,Cliierat (ruGtcIueea) 'l) ttlIiii'Ct aeIvhcei 

flew -,ill) I liectuL (; Iiii.el . Icr Il 

LI' lE.tinr, to be redesignatediv) leneIul I ilHi.;1u Upel[L i-i ll 

) (G) , r itIe) tIi C',(t'I ultiltb, Ci.(l, JO) tu t)e retd u ! nated. 

L ll.iite ii ,, lid I atd ) 

it) Chief tLli :(t 1 iutl(Iol I'lauu lniig) flewg I It 1:',1 

fhief igl liet (I I!.L i[tLIu ll 1.gl ie C I iliJ L);1 Ltll', - t be redesilgnatedie) 

I; cu 	 be ccdes~Ignaced.
g) i) j,e (I'uLchallIlnIg li i vet tol7 Lx !lt iCciiCral Itt1ulniin 

Coot t o U 

doii) 	 lDeputy .':rl Ie!.i2 ( to eb u vei il ti -ll 

ii) CtIie t E iIIeC I I sii1uecCC io ) -'do

i) e pui ty CeiI,r.i Iltanouie r c Iais iL 	 -,h,
"
 v) 	 Dlelpb ty ;eieraL lai t,,i r (I Ila i il; flew 


atill CottroI)
 

BEST AVAILABLE DOCUMENT 

73 

http:EI.ist.in


Phones: 	211910
 

69911/221
 
Grams 	 WAPDA 

PAKISTANl 

WATER AND POWER DEVEL.OPMENT AUTHORITY 

WAPDA HOUSE, LAIIORF 
llef. MqP/J'S/ , o 

Member Power Dated 	 22 ,m11nr-j 1987 

4.4 /Mr. 1;1nncII.Vi.ilhnvh, 
Chief, I'll:inin r,I),?velopieii t I)ivisi un, 
("ovelmm'eit I( P ki!;tall,
SFori, ,1nIn1nailmiic1: Policy Section),
Islani;i!,8(.
 

Ref: Planninp Fi Devclopment Division's 
Memno. No.1(6)F I1E.P/II)/86 dated January 
1F, 1987. 

hIy Deari 

I have 	 the honour to bring to your notice that: 

I. 1he post of (hi, f E"n .ineer, Ile lh l,Ir ors Wa s
110 ;(1lI t-VerI Iaipptrav the pO.t )I* Iliire(tor if) IIS-19 
was approved. 

2. Ii post orf Chivr Eng,.ineer (Con trtcriin P,htintennncC 
& Operation) was approved hut this In,;t was to he 
placed u"njd r ;.M. ()pcra tion). 

I will 	 ie very girateful ir you 	 will .issuc this correction. 

IVith best wishes,
 

Yours Sincerely, 

/ 	 . 

c.-: Mr. I. ItIlotolo, aeneral r, EIA SCO ,Ila 
I.ahnrc , a lonpwi Lh copy of the decisions communicated 
by G;OP under mC11o referred to bove 
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Dec Is iol 

['aking into considerat [on tie observw lofns of 

lember (Finance) WAIDA, it was decided thot a steparate urganlsatioll 

for Distribution at thu llIeadql.trter's level be reated with 

Dii (CDistrlbutlon) redesignated as M.D. (Distiibutlon), It 

was further decided toapprove the foLlowing lBPS 20 posts: 

lerso te I He ma rks 

a) 

b) 

C) 

d). 

e) 

f) 

g) 

Chiet 

I) 

(ii) 

(I) 
(Ii) 
(ill) 

(I) 
(it) 

(iIl) 

(a) 

( 

(ii1) 

(iv) 

I 

(ii) 

(i i) 

(1) 
(il) 
(I1I) 
(iv) 

(V) 

of [rat ing 

General flMnlnni'er (Adinn.) 
DIrUcLor Ceinltj lI ('er'sOil1lel). 

Geeral tfaniager (arnagemec S.:zvIcezs) 
Manager (Comlutez System) 
Director Generattl (Coirmputer Opuration) 

General Ifl,itthger (Finnance)
Dy. Genet kI Manager FI'hnance, Field Operaltion. 
DI. I;elIIt, l tldn g',uL Findlnce, C:uordin1 Cioi . 

Genera I Hlinger ,'ustumer Services, 
DI)I lrecoLr General ('neCgyL'l tfanaIcnct) 
ircector Genetal (Ctnmmerctal) 

General tllma !e (upicr t.nio) 

(Generll annager (N .lining E- iliIctriii 

.111d ';tanldill'dt )
Chief Ltigineer (DIIstL LbutLOn llanlilg) 
Chief Engineer (Engleeing). 

General fliagur (l'rcIhl n g a ind InIvetILo1y Control) 
Dy (;.G lIu I a lIag erL (jtol Ses tL eI I ICce) 
Cief EJ.cf liiee r (II16pct iQ1) 
Dy. GeItl Mlig1 r (III-urch ai il1) 
D y. Ge ret'it Manaiiaiecr (I'laii iIn g ai d Co itr1 ol), 

The proposed post of 1)1rec1or 
fgInera. (Services) wits l.ct 

itl'l'LQVUd. IDsLeldd the pOst oI 
DII rectUt (Services) ill 
Ill':- 1) wan!; appruved. 

The proposed post of Chief 
Enigineer, Headquarters 
wais nut approved.: 

'ln irolpo~ed post ot Chief 
E'n6g1incer (ColstL'uctloln, 
Operation and Maintenance 
was not approved). ln 1tad 

tht post of Di rector In IS 
I1 wati approved. 
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LIST OF PARTICIPANTS 

1ir. IIU, Beg, 
Secretary,
 
Mitrilstrry of 
 lnar-,
 
IrI'a ma 1-1 d 

2. fir. A. 14hab A. Shnikh,
Secretary, 
Minirtry of Wacer 
and Power,
 
IsIn ma a (I..

3. 	 fir. M. Akram Khan,

Additional 
 Socretary (Power)
Ministry of ater and Power, 
Is]amabad. 

4. 	 Hr. It. Ayvub q,,tjozjj
 

Heriber (Po'er) 
 ;2APIIA, 
WAI'I)A 11ouise, 
-a h nre. 

5. 	 Mr. l1ynzill I11,1q, 
Joint Secretnry,
 
LCr-Ornomi 
 Afflr 	 1)1% toi,Di 

I r a 	 (I.1 

6. fI'. 
 SnnqnA flasan ir,Senior Chief, Erergy Appritsal Section,Plarnlning . Deve Iopilient Division, 
Islanmabad. 

7. Mr. Ashfaq Mahmnood,Cie, 
Enerpy Apprasil Sef:tion,
Planir1luigl 1, I)evriopnrt I)lvision,
I .sI,"riml,and, 

8.r, lasood II. k1. lbash,
 
Chief,

Forep Lonn 1,Economic Policy Section,P1ilrtng and Devclopent Division, 
Isiomahan!.
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Pages No.77 - 84
 

RESERVED FOR FUTURE USE 



PAIKISTN tiJITEF1 FtID PDJER DEVELOPtiENT IAUTHDRJTV 

Telephone 91/7:1 	 3 C 110une1,01 -Wupdo
Telegrams I WAPPDA LAHORJE Lohorc. 

2 9 6 3-No, DEQ /AD(E-IIA)O70U1/15/3 3 3117 Dated: 18-5-1j917 

4.5 OFFICE ORDER
 

tAs a rojaritbof re-nr~nnization or Distribution nt Hc'nd
quarterin level, of Rower Wing, Aluthority In,plaoco-i Ad

*a) create tho roiiow,,ng pontij

1. 	 Genornl fi~nugior(ldmnn) Distribution. 

2. 	 General flonu-,1or(flanag emant Servicuo). BE AVIABEDCM T 
3. 	 Mnngr (Pn-r.;ttni Syntem). 

4.* 	Dirortor Giral~id(Ennrgy hornoqmant) . 

5. 	 Direecttir f;i-:ic rril(floinmonr ci n ) 

6. 	 Chief. Fngirnu;r(FInt.ribttpn) PlnnninU.

7. 	 Deputy Gutw.n'l Minngnr(MF tei~rn., Pni~ u
 
Contro 1).
 

b) 	 up-grode and rL'-rii~nnto tho fCPllowi'xg poti;

1. 	 Deputy Mnni.-.li"-4birclctnr(Dhi3tributioni) 

2.. 	 Chief Cnmmoit5n1./4nnngr~r ati'GiinorAi
 
Hunuger(Cuotr-.ur flrvicoo). .s
 

3. 	 Chiof EnginucrHZQ) wi Gunaril Maniur.
 
(Pinnning, Engincuing & Gtrjndeard).i
 

c0 	 oboliah tii pnt ci7 CThief Englir(H1) DitstribUtIon; 

d) 	 ru-dcn1q.)rA.u the! vxint.ir.y~ n.un ijivan bulou--

Exinting Pont 	 flodonl qnatad no 

1. 	 Guflcro1I;r;a2 Dit Gv-v:'ni HoIngc r(UPL~rW . n) 

2. 	 GL'ncpra Mlinnnter (1 J Gannnral * hiintiqrr(Purciif ing &
 
InrvuntcrV Control)
 

3. 	 Generajl Hnnngr.'r(Cntinci) flunernI fioagor (Finirtcc) 

4. DOPLIty (W111'rn11 Mrnn-,.,r Or'puty Genu(rn1I .llnaqt.,r Fiinc
 
Financu(DlnLr Ibu-'ior ) (Fi1421d Olp crtlIon)
 

5. 	 Deputy Guriuro1 Mnrirjur D(.p)L)tyV floncrnl IInrinojjr Firirltcu 

6. 	 Doputy Gornarol ftlc':innnz Drvputv-frmr-iorn1ol hOnqLju
 
(I D o.'t(Purchningj)
 -C) 

7. 	 Deputy Gdnevol I e':r [h-1tyD ri-ricru1 fIlnngur
 
((ti ioponi ) (C-to ru 5ur'vul I ornco)
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8. Chict Enginaor(Tratning) Chiat of Training
 

*9. Chicvt Enqlnoar(fAdmn)Power Director Ganarnl(Pdroonnol).
 

10. 	Chiut EngintierCDO~ign) Chief.Engintior(0istribut1.on
 
* 	ioltribUtion Enginoaring)
 

11. 	Chief Engincqor(hatarin.1 ChioF' Enginrnor(Inmipiaction).
 
Inaptictioi)
 

2-o ConaquantLV,-the revised not up of.Diatribution- aido will
 
bu an Oer Annaxura.
 

Job tjnacriptiono of' the panta will be notifiead auparotaly. 

4. PondlnQ~othar arvdngunnt to be mae, Director Genural
 
(Pernonnal) ond Geornl innog~r(FIhOnca) will continue to performn
 

thou' wdiotipg tiination, In aiddition to thair otiaignrnvnto tin
 

Diotribution uido.
 

I..(UHnAD IOL
 
DIRECTOR EEA!3r) 

CC*.

1. 	Sccratiiry, '66vurnnt6t'Pzjkitdfl, Ministry of Wator R POWar,
 
Iulamtibad, wi.r.t. Planning &',Dvoualpuzant ofiirion(I'areign Latina'
 
ond Econrxmia Policy.,S~ction)4a 0..M~o.W5j)FL&EP/PD/8fi dritad
 

2.' -'acratarVy, Clovcrnmant of Pnk~intuJ,.-Pimning & Davaldpimnunt Divicianp 
(Foreign Latina &.Econnmlc Polib-y 6octian), Ilicimabnd, with rufarence
 

tohaoftaonad lattor.
 
3. 	'Sqtrotury, WAPOIA.
 

1vin~ila Mnnerm, UflPDAI 

5. 	 All C.Ea/t)1GHe/D,1Ga/1Hnda or Diviotona. 

6.cDIrlaotbi Gonoral', UfAtIIH Audit, Lohoro.
 
7--* 'hiar Cnriiorcicnl Manager.
 

E3I '*OtiiaF -Audite~ri WJIDf. 
9. 	Director Goarnl, LiJ(PDfl Computqr Contra.
 

10. DIreotni, Lanarnl, Public Rni/Dtiofls.'
 

11.' Dli otor(Entntue & Sarvicuo)r 

12-.. 6aSc to'Chairm'nn/Mcrnboro/Gr'I(fldmn).f 

13.* (AO03tnnt btractnr(C,M), &Gfl. 
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5.0 	 List of
 

SYSTEMS AND PROCEDURES
 

To assist WAPDA in / implementation of the proposed Institutional 
Improvement Plan the Principal Technical Assistance 'eam has prepar dd
wide range of systems and procedures. 
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May 19, 1987 

IB81UiR QUIC-IiOU5.1 D)1.EI _JpjAQU 

U8,10 BE135 i 

Training PlanlCornprehensivre Power Distlrihuttirln 

Position Des:riptinr Manual - Distribution Training Organization 

PrOcIdures marnml -- Di tLributioni lralning F'rogram 

CUBICULUS: 

TCHNICnL: 

Lineman - Trainprs nmanial (Vol. I., II., & III.) 

Lineman - Train.e manual 

Assistamit Linrman - Ir aiiirrs mn ual (Vol. I., & II.) 

Assistant Li neman - Trainee manual 

TE)ILI I G OF -TIR NERS: 

manualTraining of Trainers - Trainers 
Trai ni ng of Tral no.rs - rrainrees manual 

Training of 'Trainers - R-ference manual 

INVENTORY CThTROL: 

Gate Clerk Trainr.rs manmual 
Gate Cler, - Trainee manual 

Stock Cler-" -. Tr ii n.r s manual 

Stoc k Clerl" - Trainee manual 

Storq Clerk - Trainers manual 

Store Clerl - Trainee manual 

tUOGEU-1~r: 

Basic Fupervision - Traiiers manual (Vol. 1. . I)
 

Basic Supervi sl on - Traie maMInal (Urdu)
 
Basic Supervi si on - Trai nee manual (Engl i sh)
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May 19, 1987 

.UBL/LILEJU9A!L 

Bill Distributor - Trainers manual 

Bill Distributor - Trainee manual 

Meter Reader - Trainers manual 

Meter Reader - Trainee manual 

General Clerk - Trainers manual(Vol. 1., II., & Ii) 

General Clerk - Trainee manual 

Commercial Clerk (Computer) - Trainers manual (Vol. I., II., & III) 

Commercial Clerk (Computer) - Trainee manual 

Commercial Clerk (Manual) - Trainers manual (Vol. I., II., & III) 

Commercial Clerk (Manual) - Trainee manual 

UISSELLANEOU~ LpULIAIONS: 

Curriculum Style Book 

MIS for Distribution Training Program 

Distribution Training Program(Revised)MIS for 

AEB/CTC Training Facilities Visitation & Summary Report 

AEB/CTC Training Facilities - onceptual Designs 

Wang Professional Computer Word Processing Training Program 

Contractors
Napping & Survey Guides for L5C Crews & 


Hodel Literacy Report
 

Quarterly Report: July - September, 1906
 

Uuarterly Report: October - December, 1906
 

Quarnterly Report. January - March, 1907
 

WAPDA Safety Code(Revised)
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May 19, 1987 

IR1N,:: Pu!-4LICTjIjQOs NEXT ITH" N 

Accounts Clerk - Trainers manual(Vol. I., I., & III) 

Accounts Clerk - Trainee manual 

Middle Management - Trainers manual(Vol. I. & II) 

Middle Management - Trainee manual 

General Safety - Trainers manual 
General Safety - Trainee manual 

Accident Prevention - Trainers manual 

Accident Prevention - Trainee manual 

Accident Investigation - Trainers manual 
Accident Investigation - Trainee ,oanual 

OPEIAL PROJECTS OR PUBLIcYrIONS: 

Slide/Tape Safety Program
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5.2 GENERAL ADMINISTRATION 

POLICIES AND PROCEDURES 

Dated: 5.17.1987 
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A. SAFETY 	 STATUS
 

1. 	Revision of existing Safety Code Done/Approved
 

2. 	 Installation of Safety Organization: 

-	 Phase I Done/Approved
 

- Phase II 	 Done/Under Approval
 

3. 	Development of Accident Tnvesttgations Done/Approved
 

4. 	Procedure for Implementation of Model
 

Divisions Reorganization Done
 

5. 	Generate awareness of safety practices 

in Power DLitrtbutlon through extensive Continuing at 

Safety Orforitntton rneet[ngs, audio-visual fu.l speed 

programs, posters etc. 

6. 	 Establishment of Safety Advi ory Cormittees
 

at Headqarters, AEBs, Circl' q and Divisions
 

7. 	 Improvement of preventive mea ires through 

analysis of accidents, improvi g availability
 

and quality of Personal Protection Equipment
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B. PERSONNEL 	 STATUS
 

1. 	Reorganization of Distribution
 

Organization:
 

- Divistons Done/Approved
 

- Circles Done/Under Approval
 

- AEBs Done/Under Approval
 

-	 HleadquarLer Done/Approved 

2. 	Procedures for Implementation of
 

Model Divisions Reorganization Done
 

3. 	Revision of Personnel Policies and
 

Procedures:
 

-	 Employees Record Management Policy Done
 

- Wage and Salary Package
 

- Performance Evaluation Policy
 

- Recruitment Policy Being Done
 

- T,.ansport Policy
 

- Retirement Policy including Gratuity,
 

Provident Fund Policies
 

- Separation and Disciplinary Policy
 

- Reduction in Force Policy
 

4. 	Development of Human Resource Information System
 

i 

5. 	Development of Positions Classiftcarion System
 

6. 	Employees Development System
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C. TRANSPORT 
 STATUS
 

1. 	Reorganization of Transport function:
 

- Divisions Done/Approved 

- Circles Done/Under Approval 

- AEBs Done/Under Approval 

- Headquarter Done/Approved
 

2. 	Procedures for Implementation of
 

Model Divisions Reorganization Done
 

3. 	Revision of Vehicles Repair and
 

Maintenance Policy Done
 

4. 	Revision of Policy to Eliminate
 

Misuse of Vehicles Being Done
 

5. 	Review of Transport Procurement Procedure
 

6. 	Review of Repair and Maintenance
 

Facilities and recommend yardsticks
 

7. 	Develop realistic vehicles yardstick based
 

on functional and re-ponsibility level:
 

-	 Divisions 
 Done/Approved 

- Circles 

- AEBs 

-	 Headquarter 

8. 	Develop detailed procedures for
 

implementing revised policies:
 

- Divisions
 

- Circles
 

- AEBa
 

-	 lleadquarter 
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D. GENERAL SERVICES 
 STATUS
 

1. 	Reorganization of General Services
 

function:
 

-	 Divilsons Done /Approved 

-	 Circles Done/Under Approval 
-	 AEBs IDone/Under Approval 

-	 Ieadquarte r Done/Approved 

2. 	 Procedures for Implementation of
 

Model D)tvtbions Reorganization Done
 

3. 	 Revision of 1ousilli, Policy Done 

4. 	 Development of procedures for Land 

Acquisition Protectlca and Disposal 
 Being Done
 

5. 	Development of standards for office
 

space and office furniture
 

6. 	Revision of proce,,:es to ensure efficient
 

office services support
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MAY 1957
 

flistrPicio t4orl Orcic-'r G3y tten 

£prxificai~ons for RevPs.icn'- f.o tA*' 
Elcrciv1iiling '7wtc'm 

Sp-c ifi1c~ Li csi for U11D~ i t~wyi 
Inforakit irn 

I . xr-UIit c t n U([ ,iri~ t S tirr I 

(rnvj;!r ~niF 1nini '';'-AI r I 

i) ii if .i hi'r- zu-d1 i riat-r: i , v;hj~,~i 

t t 1:7.f r-i cos fonr vcr~itq Sy';triv-,11le 

FA-1tj~' .i:f cI. ri-, *i 1 

In U~e 

Ccv np Ice< 

In Prqrre-s-

FIIKLIrViri 

F'-w lip I (- ed 

A(hrp Ieted:K~ 

Ii Ia I~t~C) h 

J an 1 E~lb 

Feb 19%~ 

I X 

Ma~y I -

A Ig I 9,3e 

July .l?86 

l'~.'~v 'rIu1-;f3 N lo t.'n 93' 

1- 'Il -f i?--.'1oTR f-[x)i foVg vkr iid r W u-&iLr

II(-xn I-re-1 

t~~~~~~ cii I1,vy)ror ifr-
hartc--rinihl PcE?~ 

IrwiLr '- Ki47, irp.6parf1 

F

- t2l 

Lfped 

t.~idI 

I - -ue.I-

t'bv 

v*ro 

V;'v 

jiA; 

5"1 

96 



WATE 

Ca i 'trac : l'b-. 3 1-4A73-AC-1-:1cL Eqpt. In prcxjrz~ss (pri 1 1907 

CO.o '~~F'~uLorDapatjpLftIriirlig Fr..tic4 Iji~ Ini i loqL Tst 

I~1.~i 1e 'r,i I. flrir~ Systmi rxn~kficuattirln, In prcx3r c,-s 

Ak~r F (Jrcic-r Sy 0jICj-or t-icri',; GA.iu l -Lt t 

PA) irnl I /1osi~iif ESysti.:r rofra] i prc-rL's; 

Ii.I ~ i:Repor~ting fSysttm1 rFio.ossal In prccqre-'-, 
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MAY 1987
 
5.4F I A N C E
 

Key Documents List 

Financial Work Plan 

Management Information Requirements 

Economic Regions Study (Financial Annlyis) 

Inventory Va.uation 

Fixed Asset Accounting Manual 

Flnancial Statements - Rocom;nenlattons 

Ca ,h Management lrprev onrie utF. 

To rmnr of Referonce for !ip;, md n; WAPIA Internal Audit 

Ut i t y Ftlnanc tal Hanagoments Con rse Outine 

Preliminary Rate lh,1gnfin St:,d' 

Cost of Service and Rato Study 

Tariff Change Honitnring - Manunl. Procedure 

Tariff Change Monitorting - Spreadsheet Procedure 

Confirm Current A!sets 

Confirm Current Liabti]Lt. 

Confirm Fixed Assets (Pilot Test) 

Confirm Fixed Assets - Work Plan 

Revise Account Code 

Computerized AEB/Div Accounting (Part I) 

Computerized AEBI/I)v Account lnp (Part II) 

Asset Revaluation - Phawe I 

Loation Codes 
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MAY 1987
 

. LIST O PROCEDUORES
 

Annex- -- - -- - -

Derrlc: : Hayes - End of Tour RPpor t - Commercial"A" 

,'rocpdur e Enhancement CocrcopIt.
 

V Proposed Commercial proce'dures.
 

"C" Standard Fcsi r aiat ion Codps rroposal.
 

"D" astl,'r L,,'rrr Prcr'nsa I.
 

E" 	 SaIn 1le Conpic, (If Frnrrqjy Surveillance CompuLrr 

Gvneratr,I Fx , pt, ircnn . i st . 

,) C I I ,r r 1-P 3 !;it ify."F "3 

"6" Powr',r Fac rCr lau '-, Proposal. 

"" Enerqy Cc nrvat on/l oad iManagqment - Cuslomer 

Relat io.n F unctionn Proposal. 

I ir d I ) i 'i , , r qan i a l i on an 1 tl cn i nrj Char tIs 

"3" Divii on Sipiri r.cry Posilion Description. 

"K" Arrea ElcLriciLy Board Gr rjanizaLional and Mann i n 
Char I s, 

Area Electricity Bloard Position Pescriplions.
L" 


"IM" Customer S:,rvicc, Organi:at inon.
 

"N" Ileadqiarter- , lr'jnizatinnal IChart.
 

mil lleadqtiarter Position Dn..criptions.
 

Itp"of Sister 1)t ii c t - chr Jt Ie. 

"tIo" Hnd r, 1 )iv, 1cr arid Sub-D Ivi Ricn Customer Service 

r:pentr EC rnnr-'Iu i rawinqs. 
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5.6 OPERATIONS (DISTRIBUTION)
 

PRCCEDURES AND CJIDELINES 

1-	 WAPDA Distribution Construction, 

Maintenance & Operation 

- Distribution Construction Procedures Manual. 

- Distribution Maintenance Procedures Manual. 

- Distribution Cperating Procedures Manual. 

These procedures have been developed for use by line crew
 

personnel an-I for management and supervisors who supervise
 

the line crews.
 

The manuals contain procedures and guides to install,
 

maintain and .perate the power distribution equipment in
 

a safe, uniform and efificient manner.
 

The procedures are in, strict adherence to the WAPDA Safety
 

Code.
 

2-	 Distribution Communications Systems Report
 

The report lays doln basis for radio communications
 

equipment requirerients for safe and efficient operation of
 

distribution syst'ems. IdenLifies maintenance and operations
 

organization and personnel training for the recommended
 

communications system.
 

3-	 Distribution Measurements
 

- Meter Standards Manual 

The manual lays down standards for tesLing, repair,
 

storage and installation of WAPDA energy meters and
 

the allied equipment.
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- Centralized Meter Test Laboratory Report 

The report provides NAFnDA wi tl a descript ion of a 

typical centralized meter test laboratory. This 

information can be used as a bench-mark in 
establishino centralized meter test labs in WAPDA 

System 

4- Distribution Mapinq 

- Distribution ,apping Report M-I 

The report recommends survey criteria and lays down 

standards for distribution property record mapping 
and foeder -ne-iine maps with an analysis of 

distribution mapp.ing cost estimation. 

- Repo]rt: on W'APDA Distribution System Mapping Project 

The report discusses mapping requirenn nts for 

providinq accurate data to be used in load management 
planning and engineering, organization to produce and 
to maintain the maps and procedures to be used to assure 
accuracy and uniformity of distribution maps. 

- Terms of Reference and Contract DocuJment for the 

first WAPDAmappi'nq project. 

5- W.APA Po,,or Distribution Load Management Program 

The program determines the normal diversified hourly load 

characteristics of each principal customer class, the 
impact of direct control load management on these customer 
classes, the effectiveness of the load management control 

strategy, customer attitudes, reliabilil.y of load 
management eq.ipment instalations and practicability of 

direct controlload mnnaament on the 'AIDA System. 
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Switch.ilij Operdtion
6-	 WAPDA Distribut) on 

Procedure V"anjal 

details the marnier vlhureby
The procedure marlnual 

]ileHs and eqnjipmdi,t. are energized, de
distribL~tioll 

to the manual 
or re-energi ed. CoipliailcLCenergized 

%%ill ensure safety of equipment, employees and the 

general public. 

It .(~i )( Gtiide:jr

7-	 ',;iAIDA [Dist.ritlmt] ol) tFie(,d 

to Svji tchiiig Operation
with 	 referenceThe Guiide, 

ty and action 
Manual., delineates respionibii

Procedures 
For i 	ssjance of Permit-to

ns involvedof the organizati' 

on [ciI tiLie;.
distribitutwork 	 clearance on 

t/ore 	em
8-	 WA:DA Distriution 'Nork )i t 

A
 
system has been developed to assist .:.A 

The ,Aork order 

plan, execute, manage,
Distributioni personnel to and 

works.for distributionacc-unt 

Procedure
F ie]. Ma itance -ank9-	 Capacitor 

for inspection, testing
down proceduresThe document lays 

H T 	 line capacitor banks and their
 
and maintenance of 


allied control. equipment.
 

l- Institutional1 Iiprovernents PrggoLaU
 

Model Division R{eorganizati(..n (]mlplementation)
-

t.ransporl. and equipment
- Organization, staffj-ig, 

related to Service (Construction), Maintenance as 


Operations func tions.
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proced...New (connecltinns) atppl..Cauiol 
service engineer and to d.ivision
(as related 

service supervisor).sub divi si('n 

the Dwspatch andComplaint Centres Operation of 


cenLre.
coordinaLingDivision operaLtims 

Radio operlating procedures. 

Training Course,
Meter Electricians' 

and Circles
oardsArea Elr'c trici ty 
. Operation functions)

(Constr iction, Maintenance 

onT'rjnnizat. i onal -han qes and 
Draft r,c nmr :a trn 

have been dre,eloped after
 rql re,,,eriI.srelated staf 
the ';AID distribution

"arinus levels in

discussion at: 

f unc tion. 
i].- Mon itorinoiU&[?2ec-tiP2 and Certification 

Sys tem Line Construction Monitoring
Distrihiltion-

Procedures.and l[npnction 

define the
 
have been developed t 


Draft procedurs 
syst.erm line 

scope and coveraqc of distribution 

nohritoring during the active 
construcLion 

inspection and 


referonce for dtermiin.ng the as thephases and 

in the process ofare
The procelures
completed work:. 


tion.
finaliza 


n Progr-am
WAPDA CrashlieiJa.li
12-


General procedure for feeder rehabil.itation.
 -


feeder physical and electrical
 
- Formnats for collction of 


data
 

1.iw 

http:CrashlieiJa.li
http:dtermiin.ng


PC based distribution feeder operating condition 

analysis program. 

Economic justificaLion formui.a for rehabilitation
 

of feedeS. 

Engineering proposals and wor-k 
orders for rehabilitation 

of 45 feeders in Lahore andA Reshawar AE3. 
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5.7 	 PLANNING & EN4GINEERING
 

PROCEDURES AND GUIDELINE.S 

1. 	 Planning Guide
 

2. 	 T-Report;
 

T-1 Current Carrying Capacity for Overhead Conductors 

T-2 Economical Evaluation of Distribution High Tension 

Conductor Sizes 

T-3 Application of line Re!,ulators 

T-4 Ampere Rnting of Underground Cables 

T-5 Economical Evaluation of Grid Station Transformer 
Sizes
 

T-6 Economilca]. Eval[t:ion of Three Phase Distribution 

T-7 WAPA.)A D::r.but: Von System Eng f ne ring Economic 
St:I (l i en 

T-8 WAPDA Distr:fbut ion Sys ten Over Current Protection 
Report 

T-9 WAPDA Distribution System Planning Guide to 
determine equivalent demand on grid station 
transformers 

T-10 WAPDA Distribution System Plarning Criteria 

T-1l WAPDA Distribution System Voltage Flicker Guideline 

T-12 Low Tension Conductor and Service Guidelines 

3. 	 Load Forecasts
 

i) 	 Master Plan Anne- B
 
(Basis of Forecast): 

Basis of forecast which gives procedures and 
methodology of preparation of system wide 
load and demand forecasts. 

ii) 	 W.r Iing Paper ot I rime Minister's Directive for 901 
VIl.lpe Elect:rifir-.tion by 1990. 

Iii) 	 UnftlVitshed Report on Forecasting Stattslcicr 
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4. 	 Energy Loss Reduction 

i) WAPDA Energy Loss Reduction Program: 

gives procedures for determination of system 
wide capacitor application; steps necessary 
to reduce distribution system losses
 

ii) Method for Economic Evaluation of ELR Work
 

iii) Procedures and steps necessary to implement low
 
tension network rehabilitation 

iv) Procedure and Methodology of preparation bf work 
orders for FAR agreement. 

v) 	 Sample bid documents for ADB financed energy loss
 
reduction program. 

5. 	 Planning
 

i) 	 Procedure for development of a comprehensive rural 
electrification Planning 

ii)" 	 Procedure for development of urban system planning
 

iii) 	 Area Improvement Plan (WAPDA Chunian Division) 

-	 A sample long term rural area improvement 
plan prepared using existing WAPDA statistics 
and a PC load flow program 

iv) 	 Chunian Division Area Improvement Plan 

- A sample short term rural area improvement 
plan by use of CADPAD. 

v) 	 Work Plan for ADB Energy Loss Reduction Program
 

vi) 	 Detailed specifications for establishment of a
 
feeder data base
 

vii) 	 Sample long term area improvement plan for Lahore 

- includes methodology for preparation of load 
forecasts for major urban areas (un-finished). 
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v) 	 Computer calculated sag tension tables: 

- to gulde sns/cpan/tension selection for 

various conductors.
 

- Dated 03-10-86
 

vi) 	 Recommended npinn for untng WAPDA 31ft. LT 

structure for rural lines 

- r t:1dy to gul e 

vii) 	 Tie w'ire ap1 1Jcation gu.4.de for side ties on 11 kV 

insulators
 

- NPAT 1.10386 

viii) Tie wire application guide for top ties on 11 kV 

pin insulators 

ix) 	 WAPDA distribution system line anchors: 

a guide to the design & selection of: 

analysis of permissible sag span for existing 

WAPDA type L-31 ft structure (extended by 3.6 

it) for use as 11T structure. 

x) 	 Use of LT pole structure Type L for 11T & composite 

lines 

xi) 	 Sag-span 
tension tables for various distribution
 

conductors under ambient
different temperatures 

with and without vibration armour. 

PTAT/WAPDA-85-9qJ dated 8.9.85 and 

PTAT/86-03-13L dated Mar 10, 1986.
 

xii) 	 Standardization of Design Instruction (SDI) for
 

switched capacitor bnnks
 

-	 PTAT/WAPDA/P&E-52 DATED March 29, 1987 

xiii) 	Standardizatlon of Design Instructions (SDI) for
 

unswitched capacitor banks 

xiv) Aluminum Conductor ".eport 

"pepgline 	 1.08 
069/ms"
 



10. Load Management 

i) PIlot program implementation study 

ii) Load management potetial evaluation procedure. 

pepgline 
109069/ma" 
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6.0 STATUS REPORTS OF PTAT ACTIVITIES 

-

-

-

The background and stat:is of the Instltit:ional ]Improvement Plan 
other activities of the respective functional areas. 

Methods and strategies for the implementation of the procedures. 

Outstanding decisions required including time restraints. 

and 

ill 



6.1 TRAINING PROGRAM STATUS REPORT 

TRAINING ADMI N ISTRATO ORGnZAIN: 

The design and staffing of the WAPDA Distribution Training organization
 
is complete until the permanent DTI is operational.
 

All training condition precedents are meet and approved. The
 
Procedures Manual is the only major publication awaiting WAPDA
 
approval. The document was submitted for approval and comments in
 
December 86. 

The MIS system is operational with Quarterly reports being generated.
 
Every training center in Pakistan within WAPDA that trains Distribution
 
Personnel is now reporting their triaining outputs. 

CUNIRR ICI JL DEVELPMENT: 

Thirty two curriculums have been identified for formal development. 

Nine are developed and implemented through out the training system, 
five are awaiting pilot testing, three have completed pilot testing and 
are in final production for implementation and four are under 
development. The remain eleven will be scheduled for dovelopment in 
late 1987 and throughout 19B8. 

To date 65 publications have been completed by the Training Section. 

DISTRIBUTION URAINING AC IIES: 

All eight AEB Commercial centers are operational. Twenty four of the
 
26 Circle Training Centers are operational. The two left for full 
operations are Kybpr and Swat. These two circles just posted their 
staff and completed the 1OT program. It is expected during the next 
quarter that they will be operational. 

The Distribution Training In.titute - Lahore is fully operational and 
averages over 100 students per month being trained. 

The Distribution Training Institute - Tslamabad has selected the Isit 
of prequalified contractors and bids should be let within the next few 
months. It is anticipated that construction will begin in Mid October 
87. 

The AEB/CTC commodities procurpment is nearing completion, two of the
 
five major items have been procured and placed at the facilities. The
 
Photocopier and typewriters arp awaiting additional funds from USAID. 
The fifth item the public addrPs system will be further evaluated to 
see if it is actually needed within the training facilities. 

. 1:! 
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Utility Personnel Development Program:
 

220 WAPDA 
 personnel are scheduled to rtec-eive trainirg Linder thisprogram. To 160date have completed and 40 have been identifiedare in the process of receiving their approvals for participation. 
and 

Al Ithe remaining groups are scheduled to complete in 19B7. 

Long Term Academic Program:
 

TwenIty WAPDA Personnel will receive traiiiing tunder this program.Eleven will be selected for various DegreeMHster lPrograms and nine
will receive 3ong term technical Lraining. OF twenty
the particiants11 have been identified. (9 masters degree candidates and 2 long termtechnical). The respective Chief Constl tarits will review candidatesfor recommendation during the next year. The identified candiates arein various stages of 
seeking approvals to pariticpate.
 

Sister Utility Exchange: 

Within Training 11 particpants have completed their exchange under thecatagory of implementation staff. An addtlonal 8 are scheduled to goin July. The remaining six particiants thisin catagory are scheduled 
for the summer of 68. 

In catagory C(Pakistani subcontract staff) two have completed their
exchange the remaining two are scheduled 
 for July 87.
 

In catagory D(AEP volunteers 
to Pakistan) two exchanges have been
compl eted. The remaining ten exchangos 
 are expected to be utilized toprovide short term specific training otherai components identify their 
needs.
 

INCflJNTRY TRA I N I NG: 

As stated earlier most of the training facilities are operational.
MIS system reports that approximately 

The
 
-1000WAPDA emloyees have been
trained since July 86 at the AEB/CTC, DTI and other WAPDA Trainingfacilities. 
Over 800 have been trained in short term specializedcourses during the same period. Over 26000 have been trained on theSafety program initiated during the laLer part 
of 1985. It is
anticipated that theas new curricula and training materials aredistiributed to variousthe faciliLies that the nulmber-s of thosereported trained will increase driastically. In adudi i.ion, the WAPDATraining Administration Is establishing a uniform schedule of classesfor the times and duration of courses t:o be offered in all AEB/CTC' s. 
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'PRODLEMS AND c.rRoitr-as: 

PROCEDURES MANUAL: 

nf the Distri bitti on Training Procedures Manual hasThr Approval Copy 
bo0n under review hy thr' Authov it'y for over six mnths. The major and 

document Is the consideration ofonly objection rais,;d to the 
trainees. It is recommended that the


incentives for the trainers and 

trainers receive addi ti onal compensation for hi-cominq trainers and 

Ipaving the f IPld work. A 7imiliiar inc ntive parkagqe as is requested 

to the staff at Tarhpla.for Distibution staff wsa, given 


TRAINING MATERIALIS: (5UF'FIES, MATERIALS. BOOKr) 

There is eitreme Hi ffi clI ty on the part of wJADA to sprure sutfF icien" 
Not one of the AEB/CI[C's is properlyqttantities of training material. 


eC 1uipped to meet its expected t.raii ing needs. Steps are under way to
 

corr'ect some of this buL progross has been very slow. 

An even greater problem is the inability of the WAP'DA printing press to 

keep up With the training materials (trainee manuals) required by the 

centers for thl? -,tudents. After initial implementation WAPDA is 

required to provid.n the t:rainet' mn:rials. Re.nrmorndations have been 

made t.o WAF'DA and other otsiido? agencies to aestabl ish separate 
needs of all distrihtuttlon andDi!stribtuion priuting section to meet the 

ty and i r a timely manner the required trainqto produce in quariti 
materials. 
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A. The 	 second and 	 third quarterly training reports ijere 	prepared andIssued as 
planned.
 
B. 	 All but two 


Circle 
Circle Training Centers have become operational.
Training 
 Centers 	 All the
have


and 	 Trainee 
received curricula materials, Trainer
Manuals 


Overhead 

for 	 Lineman and Assistant Lineman courses and
Projectors. 
 Implementation of Lineman and Assistant 
Lineman
curricula has been completed.
 

C. 	 The Distribution 
 Training 
 Institute 
at
1996. 
 Lahore started in December,
Furniture and other commodities have been purchased.
has 	 started. The 	number Training

55e. 	 of graduating trainees through AprilA Commercial/Financial waslaboratory complete with 	computers hasbeen 	establIlhed. 

D. 
 The 	Commercial 
Clerk Computer Billing
ready For implementation. 
course has been produced and is
General
ready for implencrstaton. 	 Clerk course ,was producedAccounts Clerk 	 and i-

Pilot Test. 	 is complete and ready for
Th!-e Safety CurriculaTest. 	 1are completeCommercial 	 and ready foi- PilotClerk Manual Billingbeing produced 	 has been pilot Is
for implementation. 	 tested and 

is complete and will 

The Middle Management Curriculum
be pilot tested in July.

E. 	 PTAT Training and 
Implementation personnel 
tiere 	moved to 
the DTI.

F. 	 Under 
 the 	Long Term 
Academic


have been 	 Training Program, four office ordersreceived two iasterTechnology 
for 	 Degree candidatesand 	 two in InstructionalIn Vocational Education. They 	 are pending GOPapproval.
 

A Computer 
 Master Degree program candidate is approved and plans are
underway for placement in 
an appropriate University by HRT/EAD.
 
Two candidates 
have 
been 
 selected 
for 
Intensive Technical
Section in Inventory Control.	 

Training
 

G. The 	 Second group completed Training in Managementunder the 	 Concepts CourseUtility Personnel Development Program. 
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A. Two Circle Training Centrrs 
are 
to be made operational. All Circle
Training Centers to be 
 provided with typewriter, photocopier and
 
calculator.
 

B. Formal inauguration of 
the DTI Lahore will 
occur at an open house.
 

C. Twelve new curricula will 
 be pilot tested 'and implemented in the
 
Commercial/Financial, 
Safety and Management areas.
 

D. An 
 Area Electricity Board/Commercial 
 Training 
Center Renovation
Handbook has 
 been prepared and will 
be issued soon, after which, work
 can proceed 
in upgrading these facilities.
 

E. The final quarterly report for the fiscal 
year will be completed and
 
issued.
 

F. Continue 
to monitor the development of the plans for 
construction of
the Distribution Training Institute. 

G. 
 The Utility Personnel Development Program will 
be completed with the
last groups in Management Concepts, Organization and Operation of
Electrification Systems and 
 Internal Audit proceeding to the United
 
States.
 

H, Interview candidates for 
 the last two openings in the Long Term
Academic Traininq Masters Degree Program.
 

I. Interview candidates 
for the last seven openings in the Long Term
Academic 
Traininq Intensive Technical Training Program.
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1. POLICIES AND IROCEDURES COMPLETEI) 

SAFETY
 

1. 	WAPDA Safety Code
 

2. 	Accidents Investigation Procedures
 

3. 	Safety Organization for Power Distribution
 

4. 	Interim Procedures for Model Division Reorganization
 

5. 	Continuing Safety Orientation meetings throughout Power
 

Distribution to generate awareness of safety pract Lces
 

PERSONNEL
 

1. 	Interim Procedures for Model Division Reorganization
 

2. 	Proposed Reorganization for:
 

Divisions
 

Circles
 

Area Electricity Boards
 

'Headquarters
 

3. 	Developed Position Descriptions for key positions in the
 

Divisions, Circles, AEBs and Headquarters
 

4. Developed Employees Record Management Policy
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GENERAL SERVICES
 

1. 	Reorganization of General Services function for:
 

Divi 	s .ons 

Circles
 

Area Electricity Boards
 

Head quarters
 

2. 	Position Descriptions developed for the key positions in
 

the Divisions, Circles, AEBs and Headquarters
 

3. 	Developed Interim Procedures for Model Division
 

Reorganization
 

4. 	 Developp'd Revised Housing Policy 

TRANSPORT
 

1. 	Reorganization of Transport Function for:
 

Divisions
 

Circles
 

Area Electricity Boards
 

flen 	 quarters 

2. 	Developed Position Descriptions for the key positions in
 

the 	Divisions, Circles, AFBs and Headqtiarters 

3. 	Developed Interim Procedures for Model Division
 

Reorgani zatlon
 

4. 	Developed Vehices Repair and Maintenance Policy 
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2. POLTCIES AND PROCEDIURES IN DEVELOPMENT
 

PERSONNEL
 

I. Recruitment Policy
 

2. Wage and Salary Package
 

GENERAL SERVICES
 

1. 
Procedures for Land Acquisition, Protection and Disposal
 

TRANSPORT
 

1. Revision of Policy to 
Control Misuse of Transport System
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3. POLICIES AND PROCEDURES TO STUDY, MAKE RECOMMENDATIONS
 

SAFETY
 

1. 	Establishment of Safety Advisory Committees at
 

Headquarters, AEBs, Circles and Divisions
 

2. 	Improvement of preventive measures through of
analysis 


accidents, Improving availability and quality of Personal
 

Protection Equipment
 

3. 	Continue Safety 
 Orientation meetings, audio-visual
 

programs, etc. to generate awareness of safety practices
 

in 	Power Distribution
 

PERSONNEL
 

1. Revision of Personnel Policies and Procedures including:
 

-	 Wage and Salary Package
 

- Performance Evnluation Policy
 

- Recruitment Policy
 

- Transfer Policy
 

-	 Retirem-nt Policy including Gratuity,
 

Provident Fund Policies 

-	 Separation and Disciplinary Policy
 

-	 Reduction in Force Policy 

2. 	Development of lhuman Pnsource Information System 

3. 	Development of Postion, Classification System 

4. Employees Devolopmnent Sys:om 
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TRANSPORT
 

1. 	 Review of the existing Repair 
and 	 Maintenance 
Facilities
 

and 	 recommend yardsticks 

2. 	 Review of Transport Procurement Procedures
 

3. 	Develop realistic 
 vehicles yardstick 
 based on functional
 

and 	responsibility level:
 

- Divisions
 

- Circles
 

-
 AEBs
 

- Headquarter
 

4. 
 Develop detailed procedures for implementing the 
 revised
 

policies:
 

- Divisions
 

- Circles
 

- AEBs
 

-	 Headquarter 

GENERAL SERVICES
 

1. 	 Revision of procedures 
to ensure efficient office services
 

support
 

2. 	 Development of standards for office space and office
 

furniture
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4. METIODS / STRATEGIES FOR IMPLEMENTATION 

We 	 have two objectives to achleve: 

- Development of comprehensive and realistic policies
 

- SuccessfNI implementation of these policies
 

We 	 intend to nad (pt the foll ow g methods: 

GENERAL/ORGANT ZATTONAL, 

1. 	 Starting point: is to push for the posting of General 

Manager Administration (Distribution). 

2. 	Afti-, stop 1 Is fmplomented, we will. assist the General 

Manager Adrnintstration (Distribution) in the selection/ 

pont:inp of key porsonnel In his organizat.ion. 

3. 	 Will hold on orientation meeting for the key personnel and 

explain to them the objectives of institutional
 

improvements that we aim to achieve.
 

4. 	 The same exercise of positioning people in the reorganized 

set-up will be repeated and also orientation meetings held 

at 	 the Area Electrici.ty Boards, Circles and Divisions. 

5. 	Will assist Administration personnel of Power Distribution 

in developing position descriptions, redefinition of 

duties, additional functions, work flow etc. 

POLICIES 

1. 	 Meetings will he held with the knowledgeable and key 

personnel of Power Distribution to elicit their views
 

regarding present policies, problems and solutions as they 

see 	them. rhi will he done at the starting point of 

deve 1op Inr a policy. 
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2. Before finalization of a pulicy, weetigs will be held 

again to discuss the main features of the policy under 

development. 

3. 	 Step I and 2 will expedite the approval process because
 

the approving authority will 
 ask views of the same key
 
personnel on the policies proposed 
 by 	 us. In case of
 
variance in our views with 
 WAPDA personnel we should be
 
able to justify our recommendations before the approving
 

authority.
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5. DECISION REQUIRED
 

1. 	Safety Organization for the Divisions proposed in July 1986
 

has not been approved.
 

2. 	Proposed Reorganizations for Area Electricity Boards and
 

Circles are awaiting approval.
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tcmi~a.tter- plaatio guidet equi.-ri~2t plar .iri.inq _-WicI uyutcelm:, Chk.-elo~fxnent.
 

nf.loe r cc.-1.rWJ~11. tie lakd::t. c.' f 
cu 	 Of I (ccris-:is Li-it p Lvningj V1cjEELUICO(Drcinated variety of cquipmenti 1 tyljx--s being used for- custcxinenr- bill]ing.Each of the~ thr-ee WTFD( cc:uiptters. beinlg LAsedh -for' CL(Ocope.r- bil ling~ r-euir-eddifferent prcjrw-airrs andi differ-H-it ojlxratii systems. As a i-e--t I t, minorchange-m in billing prOcurCLUes rFCqLurcwd tir-ee diffe-eiL Sets of proagram change!:withi thoe, inevitable etrrors and irccn, .s xicies. Tl*i pr-cxrairerincj staf f war~qL~ired to srxiinc lar-ge of ttWuij r-LIWe maaority -L.tin- Cor-rectinig 'eirrrs andnaing minor hanges , and never- had enci..qh tifire avi ].IablIe to address
req.Ltiremai~t for- nevw systemr devel.opment o-r- majori- FJoeIi	 

t-m 

tfnpl ~raicPcj )&cr-ioticgn: 

E* r-I C-- I faL1 i i jj 1alI whicitl,c.u ifiirI.-j Fa iorc I. I ii' evol vel:'I cx. I: of L 
IinHitial1 StL~dies and reI-xrts ca-isists a f -_.vevi iijor- ctctivities wliich. areplist~ed i n A--.tc I,-i-i ; ~. Thee acivi.liies aEw- E L1kkflJ:ti(:.7t balcY/ Liider thr:*? 
a or- catcejorices: 

1.pr-opar-atiu-c,n ':ii:jii.Ltau1 i..i-mp c:rf 	 L S4.'icc;w, L)epai'tjUen Ior-ganizatici anJ~f.iAIC-lUding .iniLiaticxi of I.ev woiactivities. 

planining, de-&:..n aind de,ve].opint. of)-f L basic c anputa-e appIication 
systelyra rcquirced ams a aiiniaLiw ini DhOist.ILticAcuiicLior-is; 

.... pihinntiricj , ancI ofprou-~et irtaL 1 UL3 a :cletralized WOJ(V'Di1
c~c~~j:A~ienL.jrk Lo) oI:*.riAtz. Lit, a ucmi Led t-sytit.CuIhLe 

The impiEmretatiai plani foi each of these activities was developed joint]ly by
L, Caifxter and
tI - MD(-), 	 Depar-tmen t the FThT, w-xAs pretscifited to W-JFDyA and LGAII).in 	1955 wasapoe anld is ini dceve] oF~maet. ThEw pD161gI ;.nlilides: 

1.. a. pr-aora'ed or-Lla- ii za . imwiti cLb(Icr:jLk.is Of l kewo.:k of ech section-i 

2. 	 preliminar-y staf fing reclui eman Ls tiwit I 	hu dgl~t; 
3. 	 gc.er-Al ciescr-ipticnis of eatch of the bia-sic c~crig*iter- applicaticun systeans

reccanendEcl, awid a pr-elimi~nary c:evelop:xw-t, sched~tle

4.a-1 GeqCi.~FX7ert, p:ropo.-s,.l inlluding types, nurihe:rsq rwnd locations of
comp.Ler eJXuWpaient;' 

5. pre 1.irninry CJLjxnen-KL budgetL. 

The~ pr-oposed Ccxpter- uysteins F'Jlan which was Last rvsd in IIOe1b'-.95i s included in thep- accurpa-iyiiiq docmmyii u.s. wad in is shic)VA- in 	t.-ie indle
(Attac-ient B). 
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fl.1 -:Ie aFl[PUir~Tr~alinrliecie to* br adrne Initia 1 -fl~tVt 

-w~' i v.Wiforrm~I. I k CA- %Oir1(1£ t(v II. 'p1 I If ilj obi c I. .i YrAX Ci AJ I ~eI i li I.~ -1 L 

.FitilyA PrO min th . ip i I t.y LI i rikI..kimu c rt~ sysnicvtans wi t[hin 
MI I: q nttr' a*rl-Ints.:bw'r 

i C-~~ a~ uf ~rl 1 tW !*~p1' ~ 1 1t4 I (if (-, I. l 11 IA P ' L tAquipi. pi orve l toiL i p lati flt 

gitnit l i-tchi ~ 's'.t T 1*.7f' I) ttCiv~vIi f 11lt.I% IlCr.] * g W( ViiFY111d s1111g . :1 
.., I r) anCd LAs..it ,( o ic( fCS clcn.ki I {It.itb i 

I- -k tv in i alI i j1:11111f1-1 ' litI lJA I CA' 1(t ,' Mgt iF\ t -~t.iont~iiCi~E i-wt'cxitiid to 0 ,.. ff 
cFrilical~ ce: i vi Li a nd Lo1 train cuirrent. andtc addi timc4al L.JODHA 

1pe x l I ~. iiAc.i 

1 ~tIbvidaLiCit -f'li' El b.'%LC .at c:hi tect..re it propcl)TedW 1)P .t ln-toI'iLiCo 
wyEtefl incliudingj i.qtlirmrotI aid pi-curamit produicts . b&a.ilt presented tom~s and 
W'Ffl VAtF'T)lv It. That mirrtirctdO t we is deig~.ned toi supt'idei7;lt~tIilport 
a I CiiC ItS P0(1 ait I-kiadicuar ltrs, eic I)VALMS41- Aii 0'n Wants i VWi-i) w!j~th 

1c Li r NoT- eA In 1, i :-rr ii Vo.i.ii i V itint(r ' at;i vity, ii ttiIr i"Hn o ly,. L4AFMt
 

ti'lt iti. ff ''L~ t A I V' (ij A111I o* V i I i':f 1cj:o---. ict :1Id 

f . i iK I"!C:**'i i,tI C. It IC' > n(%i, -~ I - I ck'[(i; c-t4 toand t~Div.s tovinu einri f tt 
1: 1 di n i7: .t n te V11WlIIk~r c it f t- 1,ii LC,rt-i I II 0 l 111OT,.yIu an !A sim IP t 

Iii (-t i I ' I:it I I t I -,[i I Ii I I, I.-; I [TY dI (: it l 11-6 [: .I I I t,. ld -- 4 27i1..'I:jrI( 
Eii jj I 1-t at tel4i.fi '.cc & I af ot. YE In dep II .fd Cpnt~o13 a: li~r F IIy 

C;t-i1 4 1 iJ ii I oit r 1.1 Irki:t r 1), . i [..._-r. i'117(.,111 .1 f(ii f 15i c i tLIte 5' Ling WcjXii 
Ei ItBo Lr i ~Ctl.AI I*(.J ici 1 * 1.r t o io Ir es ti-deca tr1 ze op r m.st t at 
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["quipKI-s3 It pl 1fl31 (. aid p r-c-Aurentsc is Li.'nea cup~in 

iiirving int~o mIs.ui.uwnrt ins~L.a1I ao lip, r:li.:i.IiL p2[I.aj :L~ of th.e 

AX huige ILV'I IW / 1.2 wa [%.rulosed by LN WD and bkas~1 1.1i~r c at cl.rd . 

tnadd itCioni a DXe/S ICi Vkni C nfd aility .is beIi;nly pi :h.sed for ucs(i.E-tll~ Uie 
(:i tt ~agmuntI:~An~ iIWr '.i Lr.s: E~tfIsoi: t.at WeIir.i r.i: : wi .] .I r(it. jivfipric( .c. uf 
1 3r(J fIrLUMMY11'.i 11 i-i Un11.1inJ aid [) ~l:'r.gii LiUNli (I1' u.1L 1.i.t'/ I 3LAU. ~ 
estab1 is~d at LaWre. 

rir-.~~i Elex:[rL~ [~ 0 (1 ~ ii: .t '~rC 'i 

The IE41 4=1I prcvviAusly Lused at La~or- [o's been relocat(cd Co Fesh-awr PEB. and 
the 11311 770i'11.I5 previoi..iy at Lafors Lraisfer red LoCc, k.j ranwat Ia. WAPIYX 

I urc isxI .. idc Ii ~I.i I I (:-d i I I-HI 476 a O I w1sl aiha[,..AJ (rE.D. 'lhI s iiiachirw ie .i 
virtuailly tth: warti as 131 111~. I y 1.1 I arcjLle *l2aid~3( 0 ivi, Wk"'Lx. iri 

Esystemre. iC t:'I ei I- Lhric key ('flu1cJtiw. In Lidda.L~mi WIi.VFT~ pur3'chased Lhrcle 
h1'Sy.t3Efi ca"utr to an.. 3[i3c!* aniabdM041i1 I S0or~[. s Ou~ichI ill . t w More andU 

P:eshaw~.ar for entry to off-loa xq 4I 11 "n tIp-? .101:?Ie~r(X&rdate and c v.. 

UXIt ri'c I ,itv. - Li.-._%i I I F: I . i t. f I vi p. .1 .f.' 1or33I.. I Lc:. J I or - Atr CCi hyi,~I 1) 
Ch- -five rothoKr- PEE s: GWi aj3waia, IlLan1 Faiwwlwbncd * i/dc-raL)aJ id Lnd LCL.A6 
The~ equ3.3poner3IL w~~ill, e ahle LU 1'i L Inia . ji ~jr-ii anid LO WhR Wll: fil1.1 
fornots~ as at Won,ar * FL!rtawar iandC I ci awW'..., acau.~ jU~:I or a cLirqlc
consi t~er1L s~:ofIiredLe' 

.iij .A Lo~ entI:abI.is.. c rit WA 
w I.~ Tis ] 

Eq:ju ipit WCi: Laing rc Ca~se-d by3 I.i:1 1. comnpte r rs . 
thirteen GCin 1 izua wil] ~ viriat3k ly I.~si~~as Chat. aCgth 
and will execute the sati programns. 1lh'ase centers 11 n ueLsed forill primarily 
c:u3Etcxrr bili1ang --id ].j:iCircl uer.I 

Cc:4 tra.: Cc "i.- - iyo for ad i i :cnalI M pu::A..u' fIwA 1'n.cI I Cia Lud Ci ID) o:I 
mi31crcwi:4rpLIbi?3' For'Cy cIii SI V01 IRIM I AAWISInd5~ La -date aid are inuse W . 

ci id W1 i"- Aw ur I-- I: r ,.WOOci~ ORMOVK1 W wi I I [As. d c '' I tiI: Cw;fyt . I.-...' t'I-A1. 
prinwily~.' flur ii'- at Diivi~m I nf fhnim4, (AX.~ .~~3]C.OiM.Ic3~ t' 

SiiPP 1 Unii tsc 103' *.A1 LC_iiIIA If. centecrs, at d. i vol t ro( stab~iiz.ers fr all 

micrcxcxnripjt Lcer5 . I-uicl nc~ of 1"it1:i I cqnv,.3 t.iq 3i.J L3..3i . Li '. j 

pln . M Li II. I I C I-. C,. t.:ui. liA 01. j h.Io tice cr( be pI I*Id:. r i 3 33i.I 3 

LalEu,Ar-trL.i L:1I~osc pi o.jn3aui packIagjes ani WeI.r i va. 
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EqUi., fltProcur=x-znts Li i plcvir.nL'-Futu,'e (ctivities: 

The sch-edule -for equilxi1-t delivery and deploynint is shcwi in Attacl-h.=rnt C. 
Prcxxu-erents oft LF..S and stabi.ji:er iu:i.prent and of miscel laneouls supplIues 

Twv i ndr -hing_ tra1'_grm n tie 
schedule is based on tle follow'ing objectives: 

the Gkdran.l]a A4E.B, tle S[e-ikl.-xj_,ra Circle and its Divisions will be 
eluipped early in th' su:ch-dule so that Mokdel EI., Circle and Division 
ol. rations will not be c. 

'7 ... 

delayed by computer needs; 

t-e Faisalabad M"B and ita C:i.rcJes will be equipped as a high priority: 
to free Lahore of the Lx.rden of the Fais.alabad billing, to a] low the 
LaIvYre facilities- to Le used for- other work; 

aut:-,iAticw, of thve rei ,.ring rjxrt.i.cns of' Peshawar aid Islanabad will Ire. 
addressed prior to e.girning "Iltan conversions.. 

isTl-*
Rkt .1 , Hyddralad and Oueta ccoversions will followx conpletion of 

• installati¢s in curren'tly locations.thxe automated 

TI"x. insLa].latic of rnicr-cc.ler-s at Di.tvisions is :oorcir'ated with th2 
ava i.l,..b.li'-ty of large p'ro.._-S to supFrlrt the.ir Use. 

TI'e lscl.dule is fle.ible in that delivery dates may Ix? delayed or moved 
forward, and lry:al:icri- may be t-er:ifjed. 
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of [viI ,a il iir ij aUId it:Vi 1 1 L. U f I.oy [hVti'i.L. .Lit XL :LI{A 
_Yeawere' in~cluded in0 ruiajiait ilkti to L'k-Lq', Iniial..i appl.ic;a bxx'kLug aiddru&:ei and'sigiica nt i LcrM C011liC.LWi loi L ar_, 

. Tie F! (--c r IL [ rjvnihi w!i ,li Pmli i, Wiiid uEEr fori a ixortict ofT: Jfj'Pb~mistmersI In~ r.i~re Iva-ricJ siab eiv Vy i r hiii :criii Il-isiv VE i.Custumai -ria unpe
; t:--i 7 Cti-, h-Ii o E.)"'! -,i( .11 U'5urI t-.*9111 L U. I I.~ f~tr-rA:_% . u id .i (.A I K.p ilarl to'I H i i r pri r kj

tz an c iii.i 'i~. s ---Ado fi~lit-,~ m~oi S ircviii~y~ &v~ modi ic .auit~c .... :Iiii -ii.. ~ a I 1iA~i. (of fui.iili 

-rec-t-ical rn~ Iign (I Ii the isy'tm V1,1 I.'aIA
iiAi APi I.ikA La Lic oft LecIin calici iirg6 _: to ot AldIiJ r c, lb LU Idkit ., ho-A 1ii.* sys' Wu initc ludet2 LIii useii crcamrifxirnL cita DivimuIfi Ci tces to asil w-ith[ (iiaijlt.rii of appl.citicut-.AVr siewvcis,* L aiis&?r CSiitoirr quiIi ~t ie 1 aid to validate loralLr ar-actim-,. xiIt also .1ic1Ldi? biilincg of mccinLE at Circle locatis.Pi lot to-wit u f I iiLi L ins3 t m c' if 11 if Cxjrtns I U ir Mal~iih1Li 

ro~. bi i i.ic of 10 1 in A i (ir o LLA.0 1iiLL'- t; 1o.- Li lA&j LL IVei Lo t(:. Lhe I J:dYC~C41i.tei-pl~icYrtcliii. T~IAL Will1 i-Aur U1 i l i iiing :,I JCA~It- Li''.Iut
 
LAE.iV kii'.I iL i c iiiJA I L g 
 ct I ir' iiz' i:L L~UiI ls [ i

11I' I i C k,,
[ Ie~ LO~ .AI .LI- U : 

(. i'i i I 
f~i UF Qi itu I i i t Islo ..IVLL i: i' rc~ur(i fr I hii Vili c 

,1II > j~'v~ " L I'll t(iiQ iCI(i! I c iitrX LCi..A AI '.-Oi01CA 1 f:1-cIt C i m ' oi IiAr repin-s-taIivin At U m t i.:A? Li i I,) ii 1 t61K 1:i~i A It ' 1.). 1ir II I J Ci I ;) t I C
autLmLo i . . 

* F) cinsl-o>'.?-:y 1.5 mi m stiJTham"rs 
 "a Lway"L Fa j~ri(4'h , J *:103tSa gm1. .5 idw(i( Ti-0 t -i. t x: c I i ll p I I . d.ro~I L~ . I (., . vI t.Iil L ., 1 W i - Xi a ~ . m A L _ ~ ipastm yiir Anci . _ppi (.xijrsc ~iO-TL ihe~reni:ins . i iliio 
wills
be c pltr during theI Lni yir i Luiit, i I nsI.] .I' .IriinS.*i i m2 

initeim
il-I'ml uyLs1c,~.Lum~ Li mvj.vis d cai Jd i L. i ide.x:I JA.i CtAiLAI E-:_-, ciid 10orainnacri3tim ii 1.11o(f 'iV2 itu iuaI t i \ i tiew, I..if I I m.** 11" fim.1 ~t m- 1 ' of Wiji 

Tm/wi.11 ithi LhcIw i Am1 ig C a ~.Ld eval.tul-m 
N OWCk~c ie 

it f wiC I orderi' p~roposls bcPI ciiiiiir to ~emoll y se.I o I 1re iii Nl'ij,)J (.-Si s c:l:L- i; I 

Foir cpprum p Aiis I ', ALiiLJE wil Vii1Jj 1.1U m' pr i i a Uil II i ICh.iit i e dS3Ivciro. k ci aud1 
LtcLm~ Rqii aid wjill it~ I: ticv LmI ol t r usi aids adi erm iiso 1.( 

a~s I i Vk'ixicianplL ,I Ire fuy, iw:e Aj i(Lit.i pirvl4. IW Dj MA'1.- kndti Aj.. 2 .. ii(..L'r Jc'I - .1tji ~I:Ai.v.It.IA.J, 
r 

t rtti11 i 

pilot test ait 'Abi idkin. cirii. Fi*...Iu~iahIi.Di SI L~iS . That Lest willi .entediedL1X to i)J~jriwl tho rie::t ircoL Ii. 

135 

http:Tm/wi.11


5. A Distrilijtic:n. F'lanninq and Dxesiqn Systcan has been prepared. It consists 
of two rajor co-xients: 

a cou.t-r faci lity ML W'FIY) I-adqt.artr's opera ting the :rclos.I 
CADF'AD planning systen; 

a micrcom(:puKip.1tpr syst:n, (IMvelo l:)y Mar -geirt Ek. rvicps to assist with 
].cal (AE-:I3, C.ir.:lu (r ).i.ision ) pL~uiing. 

Butli c() nl:vT lts inr l,.1 (-lrulalirn of eiergy loss and voltage c-ops and 
assistance witL:h capa:itnr lplarmml-k, of O;isting cId jrojxtscd fe-ed' 
crnfiguratiors baed C"1 al ternT liv ret Abi 1i ta Licn plans. The CAD-:AI) 
facility, [-t.._ver'* al-] s.ppiis area plan.ing and offers a nre sophisticated 
se: of analysis tc.ls. A Ccfnpahii.L.1 F4Xier Data MEystEs,also beelBases has 

bui . 110 f l alil L(5-V: il II annirng stud i es.
lx cK:or(l (.;Er .il f.ni i C 

6. A~yroll-FR rscone !ys. [- r-I] is being prepared. If accepted by 
W:T'ID( the' systn wil1 hI do'.einv-l by tble=. '.FIXi ixiagr:xait F.-vices staff. 

7 rAnlqciaglit RefkiILi.q __:tcii is L deigned anng be developedaid wi I I 
jointly by L-e LWk'F'DA and FrA0-. 

8. Ai A.t'.flatc-atI Itpriiy!3t.flI was a(IdEd to t[- iMplEVeflntaLimCj plan. This 
systen will [.xt- aCJdrssedl if 'UD'l-,-1 ecKats to proce:d with actomate nhapping. 
TIe syskc n "'Kildshare infor-nt:icn with tl,'. Distribticn- F'lannirg Systen; and 
w.uld r:EiJ.vP Updated irfr'un-Iit.rn Cl facility cha-.-es "frC He.hrthI Ordel 
System. 1he architct .re for tI ? syste I-s L,_en general ly determined, and 
systemi needs Fvve La. reccrm:vudedl for incorporation into future mapping 
cc nt ac ts. 
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1. ]" C)-stcr -:.r rSysi:e! wi I] Le depl(:yed au_; an, impirove.d versicn- of Li e e;gistirgKysteT wtht ta.itirg for all U1 rj LI ilIr(1'/7tun Ls cha-IgyEj.,Oy :" Dsc-r r" 
npr ri-d Lx--iirg de .. i.lieSystcll U-.I- Urci.. 1 t-2 ( 1I01 qc-'3 wi ] ] Liu teste-d aotiSI'iI.:I .rptr-aand (EU ranwa] a, approveJ by WMiI: al(I 1:1j1Iaddc.-d t-o tfe:, aU tcX Ate.L '/ste.This stratejy i. lseIcx ¢ U Wie Itatl: nuiny of tL .? IALeftitS Of auti- 0t1CV1cant be gainedc by the inripiveJsyst-m is cu~rrent s'/stemu; aid tha L conversiuA to LIAe no-ifar- ieis ri_.ky if dcrjE ifr , shex. raL:- r :1cn as a si iiglu., rra.j orc:cnversion. "11 initial systemr to dloyed ircludenkg.ster r'ecord, 

be will tre newvly dc'siggridr-((cxfcld jrlxjr-a-sn wit-i1i cit riLui allbe at CcFpter- sites, iandwill have c:orrecteJ niany of the f law.. afn .eror- of t- curt-evit systc~h.*,.if1] ully r-_X:,r 'icrccailxtt.er- u.se 11t Di.i sMUxs o ici hill ing at Circles. 
2. TIc-, DWostr. Llx,L*J:rIfOrder wyso wT11] : developei.d and ready fortest- tr e pi.lotir third quarter of 1987at dkel Dj.'.' is ,s. L-eployfy-at otfe_-rlocations wil. to rE1Pcur- after pilot test acceptarce. Additional facilities will.be added tWto he )WM iFn 198 to tie Ite syste to tte Stores and A:coUInting
systems. 

:7.. The Store-s Triventor' arnd CCCtrol FSytet; i and tth irocpu.nin_Svst.c wiil edeployed. to all QED's and DivisioCrs after- pilot orxr..atiOm-, at the t-Kdel PEI- andDivisions is appr-oved. Dploynxnt of: t[e Stores, ,or-t.: Order &vnd (:ccSystes n .it b: soord.in,ated with tie 
nting

in tal atior of Uquip- nt for- tV:?Ctrstoer" Systl(emn. Aiditimal develo.ptci-nt vx.ri;: 1.i -cig4vuiJ in .1c- to aLt.IIatc: 
L' rOt :it:fice{ Of ti t1('- syEstffrs--. 

4. The Favrol]-Fier-:.oninel Systely) prorasa] wi.11 Ix? ctxnpleted1987. Implemientaticri will he addres=aEd 
in third quarter

by tli biFP1Tx ('-iagciaitct Services when 
approved. 

5. Tt [.-:a!uIjxi l rli i will re ccnpleted in 1987.will initially Use data furnish-:J 
It

by tl. ('::ccxnting S;ste r arid Stores Systemfor" preparaticn of repJrLs. O(:hr" d<.aLasLASUcIe art!W 11 be added as systems
completed. 

6. Tt-e DistrlUtic, Flanni2i ss.rrTdi lk: sI:. l, rcC:tCC:[:Lrtel- 1Ir_)dLIlE's:eployed- to b:I.w.] Dj.visgns and .n 19E]7. 
will L .

to('I iii'I'r.)M
determine whL..?LIQr- data frcxn ,u u h d ig 

and the FIAT nuLsti (:Ark- I1 1.::i S;-t4iyLnaLtomatically to CM[ :)D i-nd 
will be[: tr '-sferr- J

th tilx, irlIrc -(.RIi[...Wr nxxJr.rI es.includes F'TAT K-mviag ~ *Ii-ie V-:ri)t: plIa,
in .anSrviceu19 UD t(.. assist with these stops if

req-uirEd. 

7. OLI-*ner E-ystei-ys to he~ reyivid A Fpaszisilri I 1oi LI 0reve(00-1 na ted l a.___-_y'/t:",n. "rrsfcr-nert, [cli~-.; 
1oIpnt m:i. lLrdU

Lcr'ir-, -nd Distril.tit )
Cir-erations RelJx)rt.9. 
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OrCVMVi z a Liu I a id £3I ii LLtCyrp i I: I: ':, ttts 

I'~::i 1'd ,i i.10 1-1~, caloi l. it of t-h r ii f V iL w itJI C'iiutt Dollarb Y t s 

um, .' Lfu i'Id~ jI-N4 C~i Lt , ,q I a Ii i i11 r itiit K- o f riir ryi jirn-,r x, pji (LgiI r. ocle 

19 aid gjrade 18 staf'f into keoy positions, aid to bDogin training was rCeelvid . 
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1. Background 

WAPDA's past and p re;ent def Iclent accoutLing practices have 
rusulted Ini recorded asset and liabillty accOunt balances that are 

in many instances grosijly inaccurate. These deficient accounting 

practices have also produced distortLions in recorded operation end 

maintenance expenses. These same practices have resulted in
 

WAPDA's inability 
to produce accurate financial statements, provide 

management with sound financial information on a timely basis or 

determine the cost of providing services to its customers.
 

All financial systems, with the 
 exception of computerized billing 

ini some AEABs, are based on ant lquated manual procedures that are 

inherently laborious and inaccurate. 

During the early development stageb of this project, WAPDA's top 

management indicated that inst itur Ional imlprovements in the 
financial area were not needed. TIhis clearly Indicated that the 

gross deficiencies in VAPDA' : f Inancial operations were not 
understood by the Authority. The "I namiclaL Consultancy portion of 

the project was included upon USAID ins istance. 

The Internal Audit Consultancy was Incorporated into the project In 

1986 by mutual agreement between WAPI)A, USAID 	 and the World Bank. 

The studies, analyses and confizimatlons comp Ieted todate have 

clearly indicated the major deficiencles withia WAPDA's financial 

operations to the Authority members anid other executive managehent 
personnel. The major emphasis is now focused on the means to
 

correct the deficiencies rather than den.al of their existence. 

2. 	 OrganizationsL Staffing and Training 

The Financial Project Team was orgadi zed In wid 1984 and has 

carried out the approved work plan In close cooperatlon with WAPDA 

Counterparts. 
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Long-Term Expatriates 

Allen 11.Stuhlmann - Chief Consultant - Financial 
William R. Pethtel - Principal Consultant - Internal Audit 

Pakistani Nationals (Sub Contractors) 

Jameel Ur Rehman - Consultant - Financial 
Akhlaq Ahmad - Jr. Advisor - Financial 
M. Younas Khnn - Jr. Advisor - Financial/Technical 

WAPDA Assigned Staff
 

Mohammad Saleem - Sr. Budget & Accounts Officer 
Sh. Mohammad Naeem - Accounts Manager 

Principal. WAPDA Counterpt 

I. Rafiq Chaudhry - General Manager Finance (Power) 
M. Ibrahim Cheema 
 - Dy. General Manager Finance (Distribution)

Meraj Ahmed - Director Tariffs 
Tajammul Hussain - Chiet Auditor 

Short-Term Expatriates & WAPDA Counterparts
 

Richard Shamblen D. II. Naqvi 
Property Accounting Director Asset Accounting 
Specialist 
(April-July 1985) 

Jack Pease M. A. Iashmi 
Managerial Reporting Director Accounting System Cell 
Specialist 
(July-Sept 1985) 

David Moore - M. A. Durrani 
Cash Management Director Banking
 
Specialist
 
(Sept-Nov 1985)
 

Manzoor A. Sheikh - M. Ibrahim Cheema 
Financial Systems 
 Dy. General Manager Finance (Distribution)
 
Specialist
 
(Feb-Oct 1986)
 

Regis McCafferty - It.Ibrahim Cheema 
Financial Systems Dy. General Manager Finance (Distribution)
 
Specialist
 
(Jan 1987 to Present)
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AEP Volunteer Consultants
 

Garry Johnson 
 - Cost of Service Specialist

(Apr-May 1987)
 

William Willis 
 - Rate Design Specialist

(Apr-May 1987)
 

"uture Short-Term Expatriate and/or Volunteer Consultants
 

Financial Accounting
 
Depreciation
 
Asset Evaluation
 

')later Utility Exchange - On The Job rra.n 

D. If. Naqvi, Director Asset AccountinIg
 
(Sept-Oct 1985)
 

M. A. Durrani, Director Banking
 
(Apr-May 1986)
 

Noor Mohaminad, 
Sr. Audit Officer
 
(Aug-Oct 1986)
 

Ijaz Rasool, Sr. 
Audit Officer
 
(Aug-Oct 1986)
 

Sister Utility Exchange -WAPDA Iplementatioii Staff Training 
M. Ibrahim Cheema - October-November 1984Mohammad Jahangir - October-14ovemlberMohammad 1984Saleem - October-Noveinber 1984Sh. ,I'ohaunad Naeem - October-November 
M. Rafiq Chaudhiry 1984 

- October 1985
Shamneem A. Chowdhry - October 1985 

Sister Utility Exchange - PTAT (Sub-Contractor) Staff'Tral inn
 
Jameel Ur Rehman 
 - October-November 1984
Akhlaq Ahmnad - October-Nuvember 1984 

In addition 25 WAPDA Finance Officers attended 
 the Financial Management 
Course in Washington, DC. 
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3. Accomplishments To Dnte 

The following summarizes the major accomplishments achieved to date
 

in accordance with the FJnanclnl U.nrk Plan: 

Key Documents Produced 

Financial Work Plan 

Management Informntion Requirements 

Economic P.eglonn Study (Financial Analysis) 

Inventory ValutitJon 

Fixed Asset Arcouintinp. MAnual 

Financial Stateinnnts - Recommoiidn tions 

Cash Management Tmprovcmrnts 

Terms of Reference for Upgrading WAPDA Internal. Audit 

Utility Financial finnap,enent Course Outline 

Preliminary Rate Design Study 

Cost of Service nnd Rate Stiidy (1986) 

Cost of Service and Rate Study (1987) 

Tariff and Rate I)eslgn Study (1.987) 

Tariff Change Monitorl.ng - Manual Procedure 

Tariff Change Monitoring - Spreadsheet Procedure 

Confirm Current Assets
 

Confirm Current Liabilities 

Confirm Fixed Assets (Pilot Tent)
 

Confirm Fixed Assets - Work Plan 

Revised Account Code 

Computerized AFB/Div Accounting (Part I) 

Computerized AEB/D.iv Accounting (Part II) 

Asset Revaluation - Phase I 

Location Codes
 

Current Assets and Current Liabilities
 

A detailed appi-,isal 

current liabilities 

level committee his 

of 

has 

been 

WAPDA's 

been 

nppotnt:ed 
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mpleted and 
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Inventory Valuations 

WA1IDA's inventory valuat oe pl I cIC8 aLid pircedures have been 
studied and documented. Recommendations for improvements have been 

implemented with one exceptio. 

Cash Management 

WAPDA's cash management policies and procedures have been studied 

in detail and recommendations 
 for improvements have been
 

documented. Most 
 of the recommendations 
 have been accepted by
 
WAPDA. A number of revised procedures have been implemented on a 

trial basis. 

Fixed Assets
 

The fixed assets in Samanabad pilot test division have been
 
verified and documented in a study report. The work plan for
 

verification of all Distribution 
fixed assets has been prepared,
 

approved and issued. 
Verification of fixed assets 
 is approximately
 

50% complete in Lahore AEB and 20% complete in Multan AEB.
 

A preliminary revaluation 
 of WAPI)A fixed assets has been completed
 

and documented.
 

Construction/Retirement and Fixed Assets Accounting 

WAPDA's asset accounting policies and procedures have been studied
 

and evaluated. A Fixed Asset Accounting Manual has been developed,
 

documented and issued.
 

Management Infornation
 

WAPDA' s management information requirements and existing systems 
have been studied and evaluated. 
 A study report has been developed 

and documented that recommends an improved sysLeIn of managerial 
reports. A revised Account 
 Code has been developed and is under
 

review.
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Financial Accounting
.
 

WAPDA's financial statements have been reformatted to achieve
 

compliance with the International Accounting and Reporting
 

Standards. Recommendations have been made to prepare the 1986-87
 

financial statements In accordance with the proposed formats.
 

Organization and Sta ffin~g. 

Proposed orgnnizatton charts and manning tables for the 

Headquarters and AEB Distribution Finance functions have been 

developed and reviewed with key WAPDA officials. 

The FinanciUl function reorganization in the model divisions has 

been imp.lemented. T]e new consolidated accounting units have been 

established and fully staffed. They have taken over all full 

responsibility for Finnncial function from the old accounting units 

which have been eli.1iinte. 

Cost of Service and Rnten 

Cost of Service Studies covering WAPDA's fiscal years 1984-85 and
 

1985-86 have been completed and documented in a full reports
 

covering study methodologies and recommendations. The cost of
 

service program (COSAM) previously installed in the WAPDA mainframe
 

computer system was used to run the latest study. WAPDA and PTAT
 

staff members have been trained in the use of COSAM. Alternative
 

rate design recommendations have been developed and documented.
 

Internal. Aud [t 

Terms of Reference for the Internal Audit Connultancy have been 

developed, documented 4ndapproved by WAPDA, USAID and the World 

Bank. 

The Internnl Audtt Work Plan has been developed, documented and 

approved by the Chief Auditor. 

The Internal Aidit Project office at 208-A New Muslim Town was 

occupied on Harch 3, 1987 and has been placed in full operation. 
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The first Intetual Audit Seminar has been conducted for the Deputy 
Chief Auditors of each Headquarters bection 
and the Area
 

Electricity Boards (AEB's).
 

Twenty (20) Audit Officers have been selected to attend the
 
Internal Audit Management course 
which Is to be conducted by Ohio
 
State University/American Electric Power (OSU/AEP) 
with a proposed 

start date of July 6, 1987. 

Computerized Financial Systems
 

The computerized AEB/Division level accounting and reporting system
 
has been developed, documented, tested and implemented in 
 the Model
 

Divisions.
 

4. Current Activities
 

Current Assets and Current Liabilities
 

The high level .APDA committee appointed to 
take follow up action
 
is holding discussions with Director 
 Accounts in the AEB's and
 
reviewing current asset and current liability accounts and records.
 

Cash Management 
Preparations 
 are in progress 
 to test selected Improved cash
 
management procedures in the model divisions.
 

Fixed Assets
 

Verification of fixed assets 
in the Lahore and Multan AEB's 'is 
continuing in accordance with the work plan. 

Management Information
 

A system of 
 location codes to identify all Distribution formations
 
is under development. 

Organization and Staffing
 
Operation of the new consolidated accounting units in the model 
divisions is 
being closely monitored.
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Cost of Service and Rates
 

Results of the recently completed and documented Cost of Service
 

and Tariff Change studies are being reviewed and evaluated.
 

Efforts are continuing to fill the vacant position of Dy. Director
 

Tariffs (Engineering).
 

Internal Audit
 

Work is continuing on the development of audit guides and
 

procedures in many areas with current emphasis on Customer Services
 

and Stores Inventory.
 

Preparations are in progress for sending 20 audit officers to the
 

Internal Audit Management Course at OSU/AEP beginning on July 6,
 

1987.
 

Computerized Financial Systemn
 

Operation of the division level computerized accounting and 

reporting system instaled in the model divisions is being closely 

monitored. 

The AEB level computerized accounting and reporting system is being 

tested for future installation in CuJranwala AEB. 

Future Plans 

Cash Management 

Implement selected cash management procedure revisions initially in 

the model divisions and Cujranwaia AEB. Implement improved cash 

management procedures throughout the Power Distribution Wing on a 

phased in basis. 

Fixed Assets 

Complete current verification of fixed assets in the Lahore and 

Multan AEB's. Carry out verification of fixed assets in all 

AEB's. Revalue fixed Distribution assets to current cost levels. 
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Construction/Retirement and Fixed Assets Accounting
 

Develop and implement revised accounting procedures covering the
 

construction and retirement of fixed assets. Updated fixed asset
 

accounting records based on verified data.
 

Depreciation Rates
 

Develop functional depreciation rates for major classes of property
 

based on expected service lives.
 

Financial Accounting
 

Revise the form and format of financial statements to achieve
 

compliance with International Accounting Standards.
 

Management Information 

Implement the new location code, revised account code and up grade
 

managerial reporting systems.
 

Organization and Staffing
 

Implement the approved Power Distribution Wing organization at
 

Headquarters and AEB levels.
 

Establish new consolidated accounting units for all operation
 

divisions in accordance with overall reorganization plan.
 

Cost of Service and Rates
 

Complete staffing of the Tariff Directorate. Train two (2) Deputy
 

Directors at AEP under the SUE program. Establish a continuing
 

load research program.
 

Develop and implement an ongoing program to monitor revenue
 

requirements and provide updated cost of service studies and rate
 

design proposals.
 

Internal Audit
 

Obtain Authority approval for reorganization of the Internal Audit
 

Headquarters and AEB organizations.
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Conduct a "Train the Trainers" course on site for sixteen (16) 

audit officers.
 

Train twenty (20) audit officers viv the OSU/AEP Internal Audit
 

Management course.
 

Develop and Implement a program 
 of continuing professional
 
education. Incorporate personnel from disciplines other 
 than
 

accounting into the organization.
 

Continue development of audit guides and procedures.
 

Computerized Financial Systems 

Test and imp1.oment the AEB level computerized accounting and
 

reporting system in GuJranwaln AEB.
 

Implement the division and AEB 
level computerized accounting and
 
reporting system in additional operation divisions and AEB's 
in
 

accordance with overall reorganization plan.
 

Develop and Implement computerized 
systems for basic accounting
 

applications such 
 as accounts payable, disbursements, payroll,
 

construction work In proprens, fixed assets, etc.
 

6. Implementation
 

Reorganize Power Distributlon Wing financial function in accordance
 

with the approved plan. 

Recruit and assign well qualified personnel at all levels to staff
 

key managerial positions.
 

Integrate 
the PTAT staff into the new organization's Financial
 
Systems Directorate as the primary 
 vehicle for development and
 

implementation of improved systems and procedures.
 

Expedite the management decision making processes 
to facilitate the
 

timely implementation of improved policies, procedures and systems.
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Place high priority on the development of computerized financial 
systems to replace manual procedures wherever practical. 

Phase out the PTAT staff Poweras Distribution Wing personnel 
assume responsibility for systems development 
and implementation.
 

Problems and Constraints 

The basic conditions from which almost all major problems and
 

constraints arise are: 

a) Lack of well qualified and highly motivated personnel in 
many management positions.
 

b) Excessive work loads on a few key managers.
 

c) Long and drawn out decision making processes. 

d) Lack of ability and/or will 
 to implement decisions once
 

they have been made.
 

e) Poor working conditions and 
 lack of facilities,
 
equipment, etc. required to properly handle 

rtuponBJ bilitlea.
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I. Background/St,tus of Institutional Improvements:
 

Studies of conditions in WAPDA carried 
out early in the project indicated
 
that improvement in several areas was needed. 
 Specially they were:
 

Improvement of customer education and community relations programms 
and practices.
 

° Improvement of customer service facilities and procedures.
 

o Improvement of customer accounts management and 
 distribution
 

function accounting practices and procedures.
 

A work plan was developed targetting six specific areas where meaningful
 
results could be obtained:
 

0 Modification of WAPDA's current Commercial Procedures to provide 
better service to the customer, improvement in efficiency and
 
increasing employee accountability.
 

0 Modification of WAPDA's Energy Surveillance program to reduce
 

losses resulting from energy theft and to improve the recovery of 
revenues.
 

0 Modification to WAPDA's security deposit 
policy to reduce losses
 

from bad debts.
 

The design and construction of two types of 
 model Customer Service
 
Centers to demonstrate the improvements to customer service that
 
can be made by proper physical location and buildings.
 

Establishment of an Energy Conservation and Load Management
 

function within WAPDA emphasizing customer education to reduce
 
unnecessary use and the waste of electric energy.
 

0 Establishment of a Customer Service function to operate at all
 
levels of WAPDA incorporating the current duties of the Division 
Revenue Office up through the Chief Commercial Manager in WAPDA 
Headquarters. 

A total integration of organization and procedures was pre-eminent
 
throughout development.
 

Reorganization:
 

Studies of the Customer Service functions at WAPDA showed that the 
functional responsibilities were not properly assigned to allow for the 
desired improvements In Customer Service. The overall Customer Services 
Organization which was proposed war' designed for the concept of direction
 
through functional guidance from headquarters through the field
 
operations in the divisions and sub-divisions. Administrative authority

for performance at the appropriate level was 
 also designed into the
 
organization. Customer Service function alongwith the officers in charge

for the entire organization Is shown in Annex "M".
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A. Division:
 

A new division organization 
was proposed

employees giving 

to group customer assistance
them the 'responsibility 
 to handle all
inquiries, complaints, customer

applications, 
 and other contacts. Organization
charts and manning tables were prepared (See Annex "I").
included transfer The proposal
of meter readers to 
the Customer Service Section.
new division computers The
would be operated under 
the direction
Customer of the
Services 
Officer. 
 As a result, customers will have one
to contact rather than being section


shuffled 
from place to place
their problem. Job to resolve
descriptions 
were prepared for Division Supervisors
and Officers (See Annex "J").
 

The training program for affected division 
 personnel
completed was formulated and
in February 1987. 
 The Customer Services Section in the model
divisions began functioning under the reorganized structure in
in spite March 1987
of the fact 
 that several supervisory posts were
situation exists yet vacant. This
today in both of 
the model divisions.
SUE exchange A scheduled
for three volunteer 
 consultants
will commence and three WAPDA officers
in 1987 including two WAPDA Customer 
Services 
Officers 
one WAPDA Sub-Division Officer. 
and
 

Improved customer service with 
associated improvements in
relations is a basic objective of the 
cuktomer
 

reorganization.

are The changes that
being proposed 
 are designed 
 to provide improvement in service to
customers. 
 Customer Assistance will 
 be equipped 
 to effectively
customer requests and handle
complaints. 
 The concept of one-stop service will
be emphasized. 
 The current practice of repeated customer
handle visits to
a single business item will be 
reduced. 
 The new organization with
the use of computers 
 in the division 
will improve the
efficiency divisional
and accountability. 
Customer Service employees will have less
opportunity 
to use 
 their personal discretion 
in customer
transactions, financial
and computer generated

information reports will provide managers with
on which 
 to take appropriate 
action. Applications
service, meter for
reading, billing including adjustments, bill distribution,
debtor control, service 
 disconnects 
 and reconnects
customer authorization,
enquiries, customer 
 advice,

management will all 

and energy conservation and load
h in the Customer 
Service Section.
functions All commercial
dealing with 
 the customers will be coordinated and directed by
Customer Services.
 

A Customer Service Centre 
 building or complex housing 
all division
operations and support facilities will enhance the operation.
 
The proposed Customer 
Service function will be 
 responsible 
 for the
following activities:
 

Customer Assistance:
 

Customers requesting 
 a new service will make
Customer their application to
Assistance. 
 The 
required documents will be
processed. prepared and
The design of the physical facilities will 
 be done
Planning Engineer. Applications by the

for service above 70 
KW will be
forwarded to the Superintending Engineer for 
action. A proposed Energy
Conservation 
and Load Management 
 cell operating in the AEBs will handle
 

the large customer applications.
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Customer complaints regarding bi]lling, meter 
 reading, and tariff
 
application, will be resolved by Customer Assistance.
 

After having been disconnected, customers will be 
provided assistance in
 
making arrangements for restoration of service.
 

Bill distribution will be 
a function of Customer Assistance as will the
 
litigation responsibilities.
 

Customer Accounts:
 

Customer Accounts will be responsble for the meter reading function.
The meter rending will be entered into the computer in the division.

Exception lists 
 of irregular usage indicating possible error condition
 
will reduce incorrect billings to customers. Estimating readings and
 
adjustments to readings will 
 then no longer be at the meter readers
 
personal discretion which will reduce exposure to illegal gratification.
 

Adjustment to customers bills as well as 
billing factor changes will be

performed by Customer Accounts. This data will be entered daily into the
 
computer. 
Debtor control will also functioa in this 
 section and operate'

under the guidelines promulgated by the regulations governing their
 
application.
 

Computer Operatlons
 

The use of computer system will be an important tool in providing
management with information for improving control. In the division acomput.r will be available in the Customer Services Section and will be 
used for: 

- data entry and validation of customer orders, adjustments, and
 
meter readings; 

- data entry and validation of stores transactions; 

- data entry, validation and processing of division accounting 
activity;
 

- support of work 
 order planning, estimating and the preparation of 
bill. of materials; 

- data entry and validation of payroll and personnel transactions and
 
time reports.
 

The purpose of theqe changes is to reduce 
 the delay between capture of

data and the time it is 
ready for processing, to simplify the operations

by automating some of the routine tasks and 
 to provide support for 
new
 
and improved division operations.
 

B. Area Electricity Boards/Circles:
 

The objective of instititional improvements being recommended for WAPDA's
AEB and Circles Customnr Services function is 
 to improve the efficiency
in the operation wfth resultant improvements in customer service. To 
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Customer complaints regarding 
 billing, m0eter 
 reading,
application, will be resolved by Customer Assistance. 
and tariff
 

After having been disconnected, customers will be 
provided assistance in
making arrangements for restoration of service.
 

Bill distribution will be a function of Customer 
Assistance 
as will the
litigation responsibilities.
 

Customer Accounts:
 

Customer Accounts 
will be responsible for 
the meter reading function.
The meter reading will be 
 entered 
 into the computer
Exception in the division.
lists of irregular 
usage indicating possible error condition
will reduce incorrect 
 billings to customers. Estimating 
 readings
adjustments to readings will then 
and
 

no longer be 
 at the meter readers
personal discretion which will reduce exposure to illegal gratification.
 

Adjustment to customers bills as well as 
billing factor 
changes will be
performed by 
 Customer Accounts. 
 This data will be entered daily into the
computer. 
Debtor control will also function in this section 
and operate
under the guidelines promulgated 
 by the regulations governing their

application.
 

Computer Operations:
 

The use of computer system 
will be an important 
 tool in providing
managemenc with information for improving control. In 
 the division a
computer will 
 be available 
in the Customer Services Section and will be

used ior:
 

- data entry and validation of customer 
orders, adjustments, and
 
meter readings;
 

- data entry and validation of stores transactions;
 

- data 
 entry, validation 
and processing 
 of division accounting
 
activity;
 

- support of work order planning, estimating and 
 the preparation of

bill of materials;
 

- data entry and validation of payroll and personnel transactions and

time reports.
 

The purpose of these changes is to 
reduce the delay 
between capture
data and of
the time it is ready for processing, to simplify the operations
by automating some of 
the routine tasks and 
 to provide support 
 for new
and improved divisio, operations.
 

B. Area Electricity Boards/Circles:
 

The 
objective of institutional improvements being recommended for WAPDA's
AEB and Circles Customer Services function is 
 to 
 improve the efficiency
in the operation with 
resultant improvements ir; customer service. To
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accomplish this objective, changes in the organization structure as well
 
as functional revisions 
are being proposed. Additionally, a new functio17
(EC/1) is being recommended to Improve customer relations. Customer
 
Service management will be strengthened with the improved monitoring and
 
control facilities being proposed.
 

Other functional operations will also benefit from the 
 improvements being

recommended in Customer Services. 
 More accurate and timely computerized

reports will allow managerial decisions to be made 
sooner based on more
 
factual information.
 

Support of field operations will be enhanced when the Headquarters, AEBs,
Circles and Divisions are reorganized and functional responsibilities

have direct and clearly defined lines of authority and responsibility.
 

The key to the success of the plans being laid in Customer Services is 
twofold. Well trained and experienced personnel must be placed in key
positions. Secondly, the attitude of the implementors must reflect 
anticipated success.
 

Field observations, studies, and interviews were used 
to define problem
 
areas. Organlzational,functional, and procedural problems 
 were

identified at all levels of the organization. Customers opinions 
were
 
obtained which contributed to the emphasis to improve service to
 
customers.
 

Studies of the existing commercial procedures found that the divisions
 
receive little or no functional guidance from AEB, Circles, 
 or
 
Headquarters organizations. Communication and problem solving frequently

takes place between division and hnadquarters personnel, often through
unrelated functional areas. For example, a division computer problem is 
solved by direct communication between the division and the WAPDA 
Computer Centre In Headquarters bypasqlr g the Circle, the AEB, and the 
counterpart function in Headquarters. Th.t: 3eprives other divisions of 
sharing the solution to the problem which ?i-ey may also be encountering.
 

Directives from Headqarter are often not implemented in the AEB's and

Division:; because there Is Inadequate monitoring 
and control. 

Personnel are assigned to positions without the proper training and/or
experience often on a temporary bawls. Managers tend 
to Jnore monitoring

and control responshil.ities which Is part of the problem of the
 
incon-istancy in following procedures. 
 Reorganized AEBs will provide
cenT inuous monitoring and control of division operations so that the
 
p,'edures and directives will. be strictly followed. 

Customer Services personnel 
 lack the business tools to effectively
 
manage. Reports are not interpreted or used for developing 
 correct and
 
effective action. The majority of data is hand accumulated and 
transcribed several times leading to errors. 

Managers and supervisors are somewhat reluctant 
 to act on obvious
 
subordinnte misconduct.
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There are other problems deal1ng with empiloyeewhich must be morale and motivation
first acknowledged and then addressedproblems deal by WAPDA. These
more with attitudes 
 than organization, functions, and
procedures. 

Foremost, 
 the AEBs need 
 to be reorganized 
 into functional components
which reflect the activities at 
both headquarters, and 
the divisions
support they
(See Annex "K"). 
 A Deputy Director - Customer
positioned in the Circle or Services,

Regional Office 
 in a staff position will
report to 
 the Superintending 
 Engineer. Thisaccumulate data from 

Deputy Director will
the divisions 
 as prescribed
Procedure and by the Commercial
assemble reports 
 as required 
 by Customer 
 Services
personnel. AEB
lie will also coordinate, monitor, and control
functional activities division as directed by the Superintending Engineer,to maintain and actthe effective flow of communication between the AEB and its
divisions.
 

Key posts must 
be filled with trained and experienced personnel
dedicated who are
to achieving 
 the intended results.
opportunities There should be amplecareer advancementfor to motivate personnel and keep
committed to the Customer Services function. 
them
 

These 
 new Managers 
 must demand 

procedures. strict adherence to established
They 
must become involved with, 
 and interact
circle/division with
personnel, monitoring their 
performance and effectively
correcting deviations from the prescribed policies and procedures.
 

Enthusiastic attitudes must be 
instilled at all levels.
 

In order to accomplish the wide range of anticipeted results, a plan ofaction is proposed: 

A reorganized 
 Customer 
Services 
 function 
be implemented 
in the
Cujranwala AEB as 
a pilot operation.
 

Adherence to the provisions of 
 the position descript'ions
for prepared
all key positions from BPS level 
17 through 19 (See Annex "L").
The Director -
Customer Services 
 must hold his staff accountable
for all provisions of their individual and 
common responsibilities.
 

Implementation 
 of computer generated reports
information which will compilein a format designed for monitoring and control 
activities.
 

Implementation of enhanced commercial procedures, establishmentEnergy Conservation function, of an
enhancement 
and expansion of
Surveillance the Energy
function, 
and a program to construct 
 Customer 
Service
Centres in all divisions as 
they are reorganied will 
 all contribute 
to
the planned improvements.
 

Benefits to 
be Realized:
 

Headquarters 
 will have an AEB organization 
which will
accountable by function befor the adherence 
and implementation

policies and procedures. 

of
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The AEBs/Circles will functionally control the activities of the
 
divisions with uniformity and monitor, measure, and control
 
activities improvement.
 

- Improved Customer Service and fewer complaints. 

- Reduction of non-technical energy losses. 

Reduced energy losses through customer education programs.
 

Improvement of Customer Service Division accommodations.
 

- Improvement of personnel's attitudes and morale. 

- Improvement of WAPDA's image. 

Institutional changes alone will not have the reqUired impact in the
 
attitudes that are needed. It is anticipated, however, that as
 
institutional changes are implemented, the level of professionalism will
 
increase with a commensurate positive change in attitude.
 

What has been designed as the Customer Services function is now headed by
 
a Director - Commercial. The person in this position is responsible for
 
functions carried out by the following subordinates:
 

-
 Deputy Director - Commercial
 
- Deputy Commercial Manager
 
-
 Deputy Director - Commercial Surveillance
 
- (Staff to handle Ombudsman Cases)
 

The Deputy Director - Commercial is currently directing the following
 
activities as follows:
 

- Records line losses
 
-
 Handles customer complaints
 
- Committee member to investigate cases of theft
 
- Maintains MDI Customer Records
 

The Deputy Commercial Manager is concerned with division activities as
 
follows:
 

- Commercial. procedures in Sub-divisions and Revenue Offices. 
- Maintains and reviews financial activities in Sub-divisions 

and Revenue Offices. 
- Deals with outstanding audit notes relating to Revenue Offices. 
- Directs the opening of new collection offices. 

The Deputy Director - Commorcial Surveillance supervises the
 
investigation of non-technical losses regarding customers upto 500 KW of
 
demand.
 

Commercial procedure training in the Sub-divisions and Revenue Offices is
 
handled by the Deputy Director - Training.
 

A Junior Superintendent is responsible for Ombudsman Cases.
 



In the Circles, a Deputy Commercial Manager reports 
to the Superintending

Engineer.
 

Responsibilities 
 for 
 the overall Customer 
 Service 
activities
proposed AEB/Circles in the
will be divided by,
These functions 
and into, discret functions'
coln:.ide with the planned organizations proposedheadquarters for
and divisions 
 (See Annex "M"). A new function for improved
customer services in the area 
of Energy Conservation


(EC/LM) will be 
and Load Management
for the AEB 
as shown.


Surveillance will need 
The Deputy Director - Energyexpanded staff 
 to accommodateactivity the increasedbeing planned 
 for the section. The Deputy Director (Commercial)
position and associated staff will fall 
tinder the responsibility
Training Component in 

of the

the reorganized AEB. 
 Duties of the 
current Deputy
Director - Commercial and 
 Deputy Commercial ManagerDeputy Director will fall to the- Customer Assistance 
and 
 Deputy Director - Customer 

Accounts respectively. 

The Energy Surveillance 
and EC/LM function will
investigating be field oriented,
all classes 
of customers 
 with some 
 responsibility
giving functional guidance for
to divisions. 
 Energy Surveillance
have the will alsosupport of computerized monitoring
out of customer's usage to pointexceptions and 
 provide the 
 basis for 
 field investigations,
addition to routine checks. in
The Deputy Directors for Customer Assistance
and Customer Accounts will be responsible for measuring, monitoring, andcontrolling their respective field functions.
 

Position descriptions 
 contained in Annex "L" were designed topaths of advancement providethrough the ranks of the Customer Service 
organization.
 

The organizational 
 chart in Annex "K" showsCustomer the proposed reorganizedServices AEB/Circle. It is proposed thatCases staff the existing Ombudsmanwould report 
 to the Deputy Director -It is also proposed Customer Assistance.to have additional 
 leave reserve staff for 
 all
positions below BPS-12, in accordance with WAPDA's personnel policy.
 

C. Headquarters:
 

The headquarters organization which 
"N". 

has been proposed is shown in AnnexThe positions were designed
guidance to give the required functionalto the field operations and the opportunity to monitor and
control results.
 

In the proposed organization 
a General Manager
will report (GM) Customer Servicesto the Managing Director of Distribution.General Manager Customer Services will be 
Reporting to the
 

two Director 
Generals
Energy Management and DG 
(DG), DG


Commercial. 

Surveillance and Customer Relations 

The functions of Energy

- Energy Conservation/Load
will fall Management
under the DG Energy Management. The DG Commercial will be
responsible 
 for the functional 
areas


Assistance of Customer Accounts, Customerand Commercial Systems Operation. 
 The CommercialOperation function Systemwill be the 
interface between commercial activities in
Distribution and the WAPDA Computer Center.
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Position description for these posts can be found in Annex "0". 

To date the positions of General 
 Manager Customer Services, Director
 
General Energy Management, Director EC/LM and Director Customer Accounts
 
are vacant.
 

Energy Conservation/Load Management:
 

A five member Energy Conservation Load Managemunt 
WAPDA team was formed 
early in 1985. Training of the team included customer contact in two 
Divisions of each region and at the Karachi Electric Supply Corporation.
A SUE team from AEP, with one member for each class of customers, visited 
Pakistan and worked wlth the WAPDA team for 4 weeks. The WAPDA team then
 
worked 
at AEP for 13 weeks. An Energy Conservation Specialist visited
 
Pakistan for 4 months and helped conduct a study of industrial customers 
on B3 tariff at Lahore. A computer program fore':ast a potential saving
of 20 MVA by 50 customers through power factor improvement by installing
capacitors (See Annex "F"). Th,: average payback period was 
7 months. A
 
proposed power factor incentive class was also formulated and presented 
to WAPDA (See Annex "G"). This would give further capacity savings.
Cogeneration potential was also studied 
 and recommendations made. The
 
Specialist .also prepared and presented to WAPDA a proposal to create a 
customer information, energy conservation/load management cell (See Annex
 

The WAPDA team na since carried out energy audits of 34 customers on 6 
feeders and 29 furnaces in eight prid stations. They presented 
 their
 
recommendations to customers and convinced them of the potential
savings. Eight customers have insta lled capacitors and achieved forecast 
benefits. Follow-up visits to these customers were made to confirm 
benefits. Customer billing complatnts, WAPDA equipment defect 
complaints, voltage fluctuation complaints and delayed service complaints 
were also rectified.
 

The five WAPDA Engineers are contining in their training. Courses are
 
being arranged through the Punjab University in the fields of lighting,

building energy estimating and energy management. They have also been
 
currently assigned responsibility for 
 revisions to the Job descriptions

of the proposed EC/LHi Area Electricity Board team. The 
team would utilize
 
their own experience 
 to help train the Area Board staff. The work will
 
be monitored by PTAT personnel.
 

A community relations program is planned to be built as part of the EC/LM

function. It will. include visl. displays and lectures of short duration 
of schools, colleges, social and cultural clubs or appiopriate
gatherings. For rural customers, mobile audio visual aids could be 
used. Problem solving meetings and seminars will also he arranged to 
help the public use WAPDA services more efficiently. 

A public relations SUE exchanpo in currently in progress. It is intended 
that the Public Relations Officer wil.l be trained to support the EC/LM 
function in Customer Services. 

Commercial Procedures: 

Early in 1985, work on 
 the revision of commercial procedures was
 
started. A WAPDA/PTAT Users Committee was established in April. A 
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Deputy Commercial Manager of 
WAPDA was assigned to the Customer Accounts
 
Section of American Electric Power Company's Division Office during June
 
and 
 July 1985, and a Customer Accounts Specialist from AEP was assigned

to Pakistan as a short term expatriate. The Users Committee prepared 
 a
 
set of proposed commercial procedures which were submitted to WAPDA for

review (See Annex "A"). The following objectives were targetted by tie 
revisions: 

° Improve computer controls for revenue, cash, and adjustments.
 

° Reduction of time between meter reading 
 and delivery of bill by
 
upto 5 days.
 

o Expansion of customer's record information to provide better
 

quality of service.
 

o Elimination of personal discretion of meter readers, engineers and
 

revenue officers.
 

0 
 Increased accountability of distribution staff by 
giving management
 
computerizel tools for better control.
 

Development of 
 standard classification codes to assist 
in preparing
 
consolidated 
reports by customer class.
 

Consolidation.of all commercial functions 
under the responsibility
 

of a Customer Services Officer.
 

0 Transfer 
of the accounting function from the Revenue Officer to 
the
 
Budget & Accounts Section.
 

0 Introduction of payment of 
bills at any convenient bank branch or
 
Customer Services 
 Center 
 thus making it easier for the customer to
 
pay power bills.
 

o Emphasis of better service to the customer by combining all
 
commercial functions 
 at a Customer. Services Center where the
 
customer can go 
for all contacts with WAPDA such as:
 

- outages complaints
 
-
 application for new or re-connection of service
 
-
 billing complaints
 
- energy conservation/load management 
- payments 

o Overall increase in the efficiency of commercial functions, by the
 
use of centralised payment 
 and collection system and through the
 
wide-spread use of computer.
 

In 1986, a plan was prepared for the pilot testing of 
 the proposed

commercial procedures 
 at the two model divisions. A Sister Utility

Exchange Program using a volunteer consultant from AEP 
and a team' of
WAPDA personnel 
studied the customer accounts procedures policies and

practices to 
be used. This team consisted of Director Commercial Systems
 
Operation, Deputy Commercial 
 Manager (Sheikhupura Ciracle) Revenue

Officer (Sheikhupura Division) and Revenue Officer (Muridke Division). 



Final revisions to the proposed commercial procedures have been started
 
by PTAT and WAPDA. Efforts include increased computerization where
 
practicable to bring about those changes that will serve the best
 
interest of WAPDA'a customers ann are acceptable to both WAPDA and PTAT.
 
Expansion of the customer's master file information has been proposed.
 
The revised customer record content has been forwarded to WAPDA for the
 
preparation of programs prior to the start of pilot testing of commercial
 
procedures at the two model division. Work continues on the final
 
revision of other parts of commercial procedures. A Customer Accounts
 
Specialist has been on site as a short term expatriate to assist with the
 
enhanced commercial procedures. A draft of proposed commercial
 
procedures to be tested in the model. divisions has been prepared (See
 
Annex "B").
 

Micro-computers were installed in specially equipped rooms in the model 
divisions. Data entry and validation was the first step in the overall 
plan to operate the computers using the proposed enhancements to the 
commercial procedures. As soon as the proposed master record (See Annex 
"D") and the proposed commercial procedures are programmed, a parallel 
test of the procedures will. commence. Two Revenue Officers have been 
attached to the PTAT to assist in the test. 

A proposal for 'Standard Classification Codes' has been developed to
 
group customers by specific categorien (See Annex "C"). The use of such
 
codes in a computerized billing system will allow rapid access to billing
 
history with resulting savings over manual data accumulation and
 
improvements in the accuracy of the reports. The proposal has been
 
released to the concerned officials in WAPDA, PTAT, USAID and ENERPLAN. 

Preparations are being made to develop a training program based on the 
computerized commercial procedures, prior to their implementation 
WAPDA-wide. 

Activities planned to complete the enhancement of the commercial
 
procedures are:
 

0 Complete working draft 
 of proposed commercial procedures - July
 
1987.
 

0 Computer programming of revised commercial procedures completed -

December 1987.
 

0 Pilot testing of revised commercial procedures at Sheikhupura and 

Muridke to commence - February 1.988. 

Training of Customer S-rvicen Officers of Sheikhupura and Muridke 

Division at AEP offices Ian the USA completed - May 1988. 

o Final revision of revised commercial procedures manual completed -

March 1988.
 

0 Implementation of all revised commercial procedures to be completed
 

at Sheikhupura and Muridke Division - June 1988.
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Approval of the commercial procedures utunual - July 1988. 
Implementation of commercial procedures at a selected AEB to 
commence - Aug6,ut 1988.
 
Commencement of WAPDA-wide 
 implemsentation of approved commercial 
procedures - January 1989.
 

Security Deposits:
 

Security deposlts policies and 
 procedures were studied in January 1985and a proposal .was made to WAPDA to increase tle amount of individualdeposit required eq j'-l to the customers two month average expectedrevenue, (Governmental accounts would be exempted and supplementarysecurity deposits would not be requested from current customers wich goodrecords for paying bills on Lime). The proposal to increase securitydeposits was submitted by the Authority to the Ministry of Water andPower. The revised policy will be implemented after approval by the 
Ministry. (See Annex "T"). 

Model Customer Service Centres:
 

A survey was made of the physical locations of the offices which servethe public. It was found that arethey often poorly located and not wellsuited for customer traffic. Conceptual designs for both a DivisionCustomer Service Centre and a Sub-Dlivislon Customer Service Centre were
completed In June 1986 (See Annex "R").
 

PTAT/WAPDA staff met regularly 
 with the Architect to assure that thestructures would have adequate space and thethat flow of people,material end InformnatIon would be efficient providing good servicescustomers. An in-country to
Architect ee tered into a separate contract
with USAID to prepare working construction drawings of both buildings.Since both the model division and tie enhanced commercial procedures willbe tested at the Shelkhupura and Murldke ])ivlslons It was agreed to planfor construction of the buildings on sites in these two divisions. TheArchitect has visited sites in Shuikhupura and the local Superintending

Engineer Is pursuing the acqtiisition of the laud.
 

Site selection for a Customer Service 
 Centre in Sheikhupura is inprogress. The layout of centerthe has had miInor clhangue as the need for
model division organization 
 fuzict il8os evolve into fiim Jlans.
 

The PTAT and WAPDA will work 
 with the Architect In ile site selection andultimate construction of divisiona CustLomer Service Centre and asub-dvilsion CujLomr Service CeciLre at Shulkhmpoura .
 

Energy Surveillance:
 

WAPDA's Energy Surveillance 
Program is designed to detect energy theft
and recover lost revenues. 
 In some instances 
 legal action is initiated
against customers. While many 3 phase metering locations on thecustomers service have 
been made much more secure using anti 
 theft boxes,
energy 
 theft remains a major problem. A computer pLogram was developedto monitor customer billings and to identify accounts where eloctrical
 usage factors vary from predetermined limits (See Annex "E"). 
 A similar
program will be an integral part 
 of tile future system to help reduce 
energy theft. 
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During 
 the months of Auigutst 
through October, 1986 all Area Electricity
Boards were included in a study of 
the energy theft problem. The study
also involved the 
 Director Commecial and Deputy 
Director Energy
Surveillance in the 
 Area Electricity Boards 
and the 
 Chief Commercial

Manager and his Energy Surveillance staff at Headquarters.
 

Plans 
 are being finalized for field 
 trips with Area Electricity Board
employees to investigate cases of 
energy theft, including meter testing.
These results as well as previously gained experience will be 
the basis
for a questionnaire to 
be sent 
to all division Executive Engineers and
will help form the guidelines for the new program. The divisionquestionnaires will be circulated and analyzed, and based on theseresults, a comprehensive Energy Surveillance Program will be designed.An SUE exchange Involving one volunteer consultant 
 and three WAPDA
employees is currently underwny. A short term expatriate is planned fora three month assignment for development and pilot testing in January

1988.
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II. List of Procedures;
 

Annex 
 T i t 1e
 

"A" Derrick Hayes End Tour
- of Report - Commercial 
Procedures Enhancement Concepts. 

"B" Proposed Commercial procedures. 

"C" Sta'dard Classification Codes Proposal.
 

"'D" 	 Master Record Proposal.
 

"E" 	 Sample copies of Energy Surveillance Computer Generated
 
Exception Lists.
 

"F" 	 50 Customers B-3 Study.
 

,;G" 	 Power Factor Clause Proposal.
 

"H" 	 Energy Conservation/Load Management 
- Customer Relations 
Function Proposal. 

"I. Model Division Organization and Manring Charts. 

"3" Division Supervisory Position Description. 

"K" 
 Area Electricity Board Organizational and Manning Charts.
 

11" Area Electricity Board Position Descriptions.
 

."M. Customer Services Organization.
 

"N" Headquarters Organizational Chart.
 

"0" Headquarters Position Descriptions.
 

Sister Utility Schedule.
 

Customer Services Implementation Schedule.
 

"R" 
 Model Division and Sub-Division Customer Service Centre
 
Conceptual Drawings.
 

"S" 	 Implementation, Activity Schedule 
 and Personnel
 
Requirement Report.
 

"T" 	 Security Deposit Report.
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III. Methods/Strategies for Implementation of Procedures:
 

It will be of great importance 
 for the General Manager (GM) Customer
 
Services 
to take the lead role in the remaining program development and the
 
implementation of proposals 
already submitted. Certain unfamiliar areas
 
will need the close consultancy of the PTAT, but as concepts become clear
 
the courses of direction are set, 
 the General Manager must demonstrate

leadership. Training of the 
 participants involved with proposal

development and implementation has been and will continue 
 to be used (See

Annex "P"). Those Sister 
 Utility Exchange (SUE) WAPDA employees who have
 
received training at American Electric Power (AEP) 
will use that training

to shape the WAPDA of the 
 future. Future SUE participants will need to
 
assume even more renponsIbilities, be highly qualified, and 
 be expected to

contribute for a prescribed minimum time. 
 Officers selected for SUE
 
participation must 
 be of the highest calibre and pass the approval tests of
 
both WAPDA and the PTAT. The rationale behind each of 
 the exchanges will
 
be detailed as each function is addressed.
 

Key activities and a plan of Action is 
shown in the implementation schedule
 
for Customer Services in Annex "Q". 
 An orderly progression of activities
 
has been planned to coordinate with the overall project 
time frame. It is
 
planned that implementatio.i will continue throughout WAPDA past 
 the
 
expiration of 
 the current project. An implementation activity schedule and

personnel requirements report developed jointly with 
WAPDA is shown in
 
Annex "S".
 

Reorganization:
 

A. Divisions:
 

Both Customer Services Officers and 
a Sub-Division Officer (rural area) in
 
the model divisions will be participating in 
 a 'Sister Utility Exchange.

This exchange w!ll be 
followed by two additional Customer Services Officers
 
and two Sub-Divisional Officers participating in 
 the program. These
 
officers who have been trained will be 
the ones to train others and lead'

the reorganization of Customer Services throughout WAPDA. 
The two Customer
 
Services Officers have received 
 special training to initiate the model

aivision concept and 
should be considered for assignments in the overall
 
reorganization process.
 

B. AEB/Circle:
 

A proposal to test a reorganized AEB is under consideration. In
 
preparation for the overall implementation, a seminar 
is being scheduled
 
for July 23, 24, and 25 and the Distribution Training Centre in Lahore for
 
the Customer Services Directors in WAPDA. This seminar will attempt 
 to
 
explain the concepts 
 contained in the proposed institutional improvements

and will 
 involve the directors in identifying and solving current
 
problems. Participation will be stressed.
 

Each of the AEB Director Customer Services will be 
scheduled for training

in the AEP System through an SUE experience. The AEB Directors will then
 
be in a position to implement and manage the Customer Service function as
 
reorganization takes place.
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C. Headquarters:
 

Changes in headquarters will take 
 place following the appointment of the
 
General Manager (GM) Customr.c Services. The delegation of responsibilities

and authority with the expectation of positive results will be the

motivation for the adoption of the changes being sought. 
 Assignment of the
 
Director General - Energy Management and other staff will be a priority
 
matter.
 

Both the Director General Commercial and the Director General Energy

Management are scheduled for implementation staff training in the AEP
 
system later this year.
 

Energy ConservationiLoad Management (EC/LM):
 

An EC/LM function can 
 be created within WAPDA following the listed ste~s.
 
It is important to expedite decisions on this matter in order 
 to maintain
 
the enthusiaism and attitude of toe engineers who have been trained:
 

o 	 Sanction five EC/LM positions within WAPDA headquarters placing the 

five trained WAPDA engineers in the positions. 

0 
 Sanction five EC/LM positions in a test AEB (preferably Gujranwala).
 

Staff and train the AEB EC/LM team.
 

o 	 Monitor the AEB test and modify program as required.
 

o Develop criteria for divisions and test at Sheikhupura and Muridke.
 

0 
 Staff 	and train EC/LM Cells in remaining AEBs.
 

0 	 Monitor operation and develop revised staffing as 
required.
 

An SUE is currently in progress for public relations liaison purposes and' a
 
pakistani contractor staff training program is scheduled.
 

Commercial Procedures:
 

The testing of the proposed commercial procedures will be most critical to
 
the overall success of the implementation process followed by the need for
 
trained personnel to implement the procedures. Therefore all eight AEB

Deputy Directors and the Headquarters Director Customer Account 
 are
 
scheduled for a SUE assignment. Implementation is planned on the following
 
format:
 

o Final 	revisions of commercial procedures proposal.
 

o 	 Adaptarion and programming of revised procedures for pilot testing. 

0 Pilot test of revised commercial procedures at two model divisions.
 

o 	 Preparation of training modules. 
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0 Training of other division 
 taff at model divisions.
 

0 Pilot implementation of approved commercial procedures at 
the model
 
divisions.
 

o Preparation of reviqed commercial procedures manual for approval. 

Pilot implementation of approved
C commercial procedures 
 within one
 
whole AEB.
 

o Implementation of approved commercial procedures at other AEBs.
 

0 implementation 
 and Monitoring 
 of revised commercial procedures
 
WAPDA-wide.
 

Security Deposits:
 

Implementation of an enhanced customer security deposit 
 system are planned
 
as follows:
 

0 Ministry acts on 
authority's recommendation.
 

0 New procedure is prepared to replace current 
format and sent to 
all
 
holders of commercial procedure manuals.
 

Changes are communicated to the training section and incorporated
into the affected modules. 

0 Field operations are monitored to 
assure compliance.
 

Customer Service Centers:
 

Model Customer Service Centre Implementation Plans are as follows:
 

0 Select and obtain 
 suitable land for a Model Cu3tomer Services Centre
 
(Sheikhupura) (See conceptual drawings in Annex "R").
 

Direct the preparation of working construction drawings for the
 
Customer Services Centres.
 

0 
 Monitor construction of the building.
 

0 Monitor the selection and procurement 
 of office furnishing in
 
conjunction with the General Service Section.
 

0 Study and monitor the 
 operation, recommending rjcdifications 
as
 
required.
 

Energy Surveillance:
 

The Headquarters Director and 
two Deputy Directors 
 - Energy Surveillance are currently indoctrinating their AEP counterpart in existing policies and
procedures. They will travel to 
the USA this fall for important on the Job
training at AEP. 
 It is planned for the AEP SUE counterpart to return for a
 
short term assignment early In 1988.
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Energy Surveillance linplementaLion P1 anli are as fol owsj: 

Complete field interviews and proceed with division questionnaire 

plan. 

EST to Pakistan. 

a Finalize the development of the program. 

o Measure the effectiveness of the program in a controlled test 
situation. 

o Staff, equip, and train the personnel. 

o Monitor the program and modify where needed. 

Outstanding Decisions required:
 

Reorganization:
 

- Headquarters - sanctioning and posting of staff 

- Division - posting of supervisory staff 

Energy Conservation/Load Management - Customer Relations: 

- Analysis of Power Factor Proposal 

- Implementation of the plan to create an Energy Conservation/Load 
Management Customer Information Cell within WAPDA is pending the 
approval to proceed. Five 14APDA engineers, seconded to the PTAT 
staff, have been trained and are prepared to direct activities 
from WAPDA headquarters as soon as the function is sanctioned. 
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I PROCEDUS AOD GUIDELINES 

A copy of these prc'cedures and fnidelineri Is attached. 

1. WAFDA Distribition Construction,
1JAinntOP= . &-Or-er-a2tJ rL -------

- Distribution Cnstnrction Procedures Manual
 
- Distribution Mxilntenance Procednres Manual
 
- Distribution Operat .ing Prc.ed.ires Manual
 

These procedures have been developed for use by line crew 
personnel and for anrimge-rry-nt and supervisors who supervise the 
line crews. 

The manuals contain procedures and guides to install, maintain 
and operate the power dintrilxtion equipment In a safe, uniform 
and efficient manner. 

The procedures are in strict adherence to the WAPDA Safety Code. 

2. D irit,i_ Qm iii t.o~n_ SyL~tf._ F<porj 

The report lays down basts for radio communications equipment
requirements for safe and efficient operation of distribution 
systems. Identifies maintenance and operations organization and 
personnel training for the recommended communications system. 

3. DJ tr hilPrL le i reii to 

- Meter Standards Manual 

The manual lays down standards for testing, repair, storage and 
installation of WAPDA energy rrters and the allied equipment. 

- Centralized Meter Test- Lah-ratory Report 

The report provides WAPPA witth a description of a typical
centralized meter test lalnratnry. 'Th)is informntion can be 
used as a ench-mark in establishing centralized meter test 
labs in WARDA System. 

4. tUI~ppjrg 

- Distribution MppJnpg Report M--1 

The report recommends survey criteria and lays down standards 
for distribution property record mapping and feeder one-line 
maps with an analysis of dlstrilyitJon mapping cost- estimation. 
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- Report. on . JDA ])istribition Syatuir, tapj.,Jrg Proje-ct 

The report discuLvses napiIrg rqiuireme-Ints for providing
accurate data to be used in load Lrviaacngmiit planning and
engineering, organizatJon piduce to maintainto and thie maps
and procedures to be used to assunu aL-curacy and unifonrilty of 
distribution maps. 

Terrs of Reference and Contract. Ru- IIIjent for the first WAPDA 
Mapping Project 

ppmw'r. DJP jII_5. WIADA_ rJ!vi~p I-1.[ garjvt rpgrJr, 

The program determines the notiTl diversifi d hourly load
characteristics of each principal custofer class, the impact of
direct control load managemenL on tLhuse customer classes, the
effectiveness of the load managewent control strategy, customer
attitudes, reliability of load managenent equi rent installations 
and practicability of direct control load management on the WAPDA 
System. 

DJ-ptrj-l,..Jp6. W/PJ)A Ixit¢dgpli'~' t :v _l'~,.Ot.: 

Thie procedure manual details the manIer Whereby distribution lines
and equip-ment are energized, dc-energized or r3-energized.
Compliance to the manual will ensuru safety of equipment, employees
and the general public. 

.. .g7. I1AP- Pjg Jpp. F.td_ .SttbJ _d 

The Guide, with reference to Switching Opejration Procedures Manual,
delineates responsibility and action of the organizations involv&i
for issuance of Permit-to-work clearance distribuitionon facilities. 

8. 1AFPDA I)p Lrjj~i tjp.Ipj yIpw.~rr 

The work order system has heen develope to assist WAPDA
Distribution personnel to plan, executeL, manage, and account for
 
distribution works. 

7he document lays down procedures for Jispection, testing and
maintenance of IfT line capacitor banks and alliedtheir control 
equipment.
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10. ptit p1 Porn 

Model Division Reorg. ni.z,-i,Ion (Imp]-,mentation) 

Organization, nt.affing, transport and equipi-nt as related 
to SerIce (Cons tnc tU1 ori), Ma in tenance Operations 
functions. 

New (connec't:ons) appIc'ation procedure as related todivision service engineer and sub dvision service 
supervisor).
 

(heration of the ]e-spitrch and Complaint Centres. 

Division Oe.raLions Coordi nati ng Centre. 

Radio Operating Procerdures. 

. Meter Electricians' Training Course. 

- Area Electricity Poair'd and Circles
 
(Construction, MaI ntenance & (peration functions)
 

Draft recommendations on organizatJonal changes and related 
staff re4uirem.nts have been developed after discussion at 
various levels in the WAPDA diLfld'tl.on function. 

Distribution Sys'tem I,.ine Cornntructlion Monitoing and Inspection 
Procedures 

Draft procf-uesI' haVe h. developed to define the scope and 
coverage of dlstrJlyition system lJne inspection and monitoring
during the active construction phases and as the reference for 
determining the completed work. Thle proce-ues are in the 
process of finallzation. 

12. W P _rI. P-hNli-.-- .-r-,-rjo,. 

- General procedure for feoder r-habi ]i tatlon. 
- Formats for collection of feeder physical and electrical data. 
- PC based distributi on feedr operating conditin analysis 

program.
 
- Economic Justification formila for rehabilitation of feeders. 
- Engineering proposals and work orders for rehabilitation of 45 

feeders i-n Lahore and Peshauar AEBs. 

1R2
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II MEHODS/STRATEGIES FOR IMPLEZENTATION OF 
TE PROCEDURES 

With the reorganization of the Distribution Wing of WAPDA in
accordance with the Institutional ]1mproventent Program, operational
procedures and guidelines have been developed to insure that the
operations area fuictions as it was intended to. 

The procedures that have beeii develuped, in ir?.st, cases, are selfexplanatory, however, as part. of the imtihods/strategies for 
implementationi of the developed procedures, frel-uent visits have
been paid to the Iodel Divisions operations offices and field
personnel as well as orientation nkztings have Lez:n held with the
concenied enigineers and their staff. Tlhe philosophy behind the
developed prc:edures and the beneficial change u,-visioned through
their iJmptlcmenLtatioii has bejn explained with a step by step
explanation being provided 1-tle'e estiavy. The later Katrt of each
meeting was allocated to a CLuention/aiiswer session on the related
subject, where every effort was miade to provide satisfactory 
answers to all questions asked. 

Visits uder the Sister Utility Exchange Program have been planned
in a manner that the volunteer SUE participants from AEP are
available to their WAPIA counterparts to provide advice and
guidance in implementation of the Model Divisions Rehabilitation 
(IDR) reconmendations. This wi]l be particularly helpful in the 
areas of cons truction, operation and maintenance. The availability
of the experienced expatriates in setting up of the newly
introduced Division Operations Coordinati-ng Centre (Service
Despatch Centre) and the radio commnication operations, will
insure that this important function its prol.'rly .I j] emented. 

In consultation with the PlA'l' Training component, a training course
has been developed for the newly introdihced imter electricians
function in the Divisional area. This course 1willbe implemented
by the Training Section. 



II STATUS OF INSTITUTIOMALI11PROV1-WItTS 

Model Divisions 

- Staffing
 

Sbk Ir<Vr PJ yJ do 

All staff in place except the Radio Technician. 

Morldhv. W)yJ CfU Qn1 

The following staff shortages st.i]] exist: 

Division (ix.rf-t. ons Co-rdinal-orn (1,5-I) 4 
Radio Technici an 1
 

- Accommodation & Fun1Iture 

Shortfall iii accommoation hns been made up by acquiring the 
required office space. 'Th)e relocation process of various 
functions to job suited offire ]ozcations is still In progress. 

- Transport
 

The HDR approved Tevel of transport has partly been achieved. 
WAPDA expects to malke up the shortages of transport within a 
very short time as the del ivery of most of the remaining 
vehicles is already in process. Jeeps and trncks are the main 
items of transport yet to I- delivered. Motorcycles, pickups 
and Mazda light weight trucks suitable for ladders have been 
received.
 

- Radio Commun.tations 

A firm delt.very date of rarlirs ordered under the GSA Contract 
by USAID, Wanhinp-on Is stil l awaited from Motoroia, 1.SA. 

Chairman AET3 (Iiijranwala has processed the quotations received 
for procureme.nt and installation of locally available radio 
antenna towers and a comprative statement to Identify the 
]ower quote has b.een provid1d by him. 

Source of funding and suSe.uent placement of order for 
installation nen to b declded in consultation with USATD 
Islamabad. 'he work, houever, needs to be completed prior to 
the arrival of radios. 
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- Material and Tools 

Availability and flow of T&P and material needs Improvement. 
Development and maintenance work cannot be performed 
efficiently unless regular availability of tools and 
distribution cormncitieis is ensured . The Impact level 

expected from changes recommended in tle dLivsloi operations 
wider the reorganized structure, Cannot be achieved until 
improvement in this area Is accomplished. 

- Procedures and Gtidelines 

Operational, construction and nia I l.nance prcXcdures and 

guidelines have been developed. (Hriuj-tAtion ii~etAngs are 
continuing for providihw guidance and int:;repretatioiis where 

needed. AEP volunteer SUE participants are working4 in close 
coordination with their counIterlarts Jn tle t.Lwo divisions to 
further streamline the functLion of cojistruLction (service), 
maintenance and operation of the distribUtion system. Setting 
up of the Division Operations co,rdinator's office and 
explaining of its functions is in progress. 

- Division Operations 

The Model Divisions both at ShelkhLupura and Huridke have 
started limited operations under the reorganized structure. 
The personrel titles have been modified to conform to the new 
position titles, most of the staff is in place, additional 
transport is partly available, office accoiji?:iation Is at hand 
and above all, determination U-) get things going is amply 
visible. 

Procedures, guidel ines and field directi(On is ensured. Normal 
operations under the reorganized plan are expected to be fully 
underway in thu near future. 

Area Electricity Boards & Circles 

Reorganization concept, recormendations on t CrA1-al changes, 
allocation of functions at the two levuls along with staffing 
levels and position descriptions have Leen devel oped in 
consultation with WAPDA couniterparts and field staff at various 
levels in the distribution function. 

Internal review of the recomendations developed is undervay. 
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[V OUTSTANDIR3 DECISIONS REQUIRED 

- Funding and procureonmnt of locally available radio antenna 

towers.
 

- Erection or Lowers bofore the arrival of the radio equipment. 

- Firm sht.e for the rh l- nt and receipt o. radio equipment from 

Motorola, USA. 

- Apyiln tnn I. of Ih-, s (. ff fFor thin 1]1 v lision Operationsi 
division needs to be completedCoordinating Centre at; [urdke 

before the arrival of the radios.
 

- Avail]I.1L.y of innotinewl-d and approved level of transport. 

- WAP)A npprova in nwn,,Vd on Lhe following documents subitted 

ear] .er. 

crews.DIlrily.ion (on, t-iiction Prod, irera Manual for line 

Dihstrii h.inn Hn ,t-nnnce Prcyedlures Manual for line crews. 

(>.isttmt.ior Procedures* (4-ral:.i.nr Manual for line crews.
 

Meter Stanriards Manua].
 
('en tral.i -i M-tWr 'Testlraboratory.
 

oIn)ad Innngenmet |Program Recort. 
DintrlibNt.tinn (,omnn IcatLions Syste-m Report. 

DI STROFR/0 19
 
May 20, 1987
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6.7 	 PLANNING & ENGINEERING 

PROCEDURES AND GUIDELINES 
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PLANNING AND ENGINEERING
 
PROCEDURES AND GUIDELINES
 

TABLE OF CONTENTS 

1. 	 Copies of procedures with a list of those procedures
 
in development
 

2. 	 Methods/Strategies for implementation of the procedures
 

3. 	 Background and status of Institutional Improvement and
 
other activities for the respective functional. areas
 

4. 	 Outstanding decisions rqutired, including '-ime constraints
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Is PLANNING & ENGINEERING 

PROCEDURES AND GUIDELINES 

1. Planning Guide 

2. T-Reports 

T-1 	 Current Carrying Capacity for Overhead 
Conductors
 

T-2 Economical 
 Evaluation of Distribution High Tension
 
Conductor Sizes
 

T-3 	 Application of 
 .ne Regulators
 

T-4 Ampere Rating of Underground Cables
 

T-5 Economical Evaluation 
 of Grid Station Transformer
 
Sizes
 

T-6 	 Economical Evaluation of Three Phase Distribution
 

T-7 	 WAPDA Distribution 
 System Engineering Economic
 
Studies
 

T-8 	 WAPDA Distribution System Over 
Current Protection
 
Report
 

T-9 	 WAPDA Distribution 
 System Planninf' Guide 
 to
 
determine equivalent demand ol grid station 
transformers 

T-1O 	 WAPDA Distribution System Planning Criteria 

T-11 WAPDA Distribution System Voltage Flicker Guideline
 

T-12 Low Tension Conductor and Service Guidelines
 

3. 	 Load Forecasts
 

i) 	 Master Plan Annex B
 
(Basis of Forecast):
 

Basis of forecast 
 which gives procedur., and
 
methodology. of preparation 
of system wide
 
load and demand forecasts.
 

ii) 	 Working' Paper 
on Prime Minister's Directive for 90%
 
Village Electrification by 1990.
 

iii) 	 Unfinished Report on 
Forecasting Statistics
 

"pepgline
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4. Energy Loss Reduction
 

i) 	 WAPDA Energy Lose Reduction Program: 

gives 	procedures for determination of system

wide 	capacitor application; steps necessary
 
to reduce distribution system losses
 

ii) 	 Method for Economic Evaluation of ELR Work
 

iii) 	 Procedures and steps necessary to implement low
 
tension network rehabilitation
 

iv) 	 Procedure and Methodology 

orders for FAR agreement.
 

v) 	 Sample bid documents for ADB 

reduction program.
 

5. 	 Planning
 

of preparation of work
 

financed energy loss
 

i) Procedure for development 
electrification planning 

of a comprehensive rural 

ii) Procedure for development of urban system planning 

iii) Area Improvement Plnn (WAPDA Chunian Division) 

- A sample long term rural 
plan prepared ising existing 
and a PC load flow program 

area 
WAPDA 

improvement 
st.tistics 

iv) Chunian Division Area Improvement Plan 

- A sample short term 
plan by use of CADPAD. 

rural area improvement 

v) Work Plan for ADB Energy Loss Reduction Program 

vi) Detailed specifications 
feeder data base 

for establishment of a 

vii) Sample long term nrea improvement plan for Lahore 

- includes metiodology for preparation of load 
forecasts for major urban areas (un-finished). 
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6. 	 Model Division Reorganization
 

i) Technical Audit
 

ii) Division Planning Guide
 

7. 	 CADPAD
 

i) Proposed CADPAD Parameters
 

ii) CADPAD file: naming; maintenance; and retrieval
 
procedures
 

iii) CADPAD file naming convention
 

iv) Responsibilities for CADPAD operation
 

v) CADPAD Users Guidelines
 

vi) Sample plan for Chunian Division
 

8. 	 Rural Electrification
 

i) 	 Guidelines towards collection of 
field 	data.
 

ii) 	 Draft Tender Documents for construction contract
 
under WAPDA/USAID Electrification Program.
 

9. 	 E::gineering Guidelines & Procedures
 

i) Technical instruction construction for installation 
of switched capacitor banks 

- ',APDA/P&E- dated May , 1987 

ii) Selection tables for compression connectors 

- PTAT/WAPDA/P&E-27 dated Feb 15, 1987 

iii) Poles & Spans for single phase 11 kV Rural 
Extensions 

- PTAT/WAPDA/P&E-37 dated March 03, 1987 

iv) Recommendations foc testing of capacitor barks & 
controls and capacitor hanger tests 

- 05-12-86 
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v) Computer calculated sag tension tables:
 

-	 to giid sng/spnn/tension selection for 
varloun conductors. 

-	 Dated 03-10-86 

vi) 	 Recommended spans for using WAPDA 31ft. LT
 

structure for rural lines 

-	 study to guide 

vii) 	 Tie wire application guide for side ties on 11 kV
 
insulators
 

•-	 PTAT 110386
 

viii) rie wire application guide for top ties on 11 kV
 
pin insulators
 

ix) 	 WAPDA distribution system line anchors:
 

a guide to the design & selection of: 
analysis of permissible sag span for existing 
WAPDA type L-31 ft structure (extended by 3.6 
ft) for use as lIT structure. 

x) 	 Use of LT pole structure Type L for 1T & cor oosite 
lines 

xi) 	 Sag-span tension tables for various distri' tion 
conductors under different ambient tempera ures 
with and without vibration armour. 

PTAT/WAPDA-85-09L dated 8.9.85 and
 
PTAT/86-03-13L dated Mar 10, 1986.
 

xii) 	 Standardization of Design Instruction (SDI) for
 
switched capacitor banks
 

-	 PTAT/WAPDA/P&E-52 DATED March 29, 1987 

xiii) 	Standardization of Design Instructions (SDI) for
 
unswitched capacitor banks
 

xiv) 	Aluminum Connector Report
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10. Load Management
 

i) Pilot program implementation sLudy
 

ii) Load management potential evaluation procedure.
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2. MRTHODS/STRATFpGIES FOR IMPLEENTATION 
OF THE PROCEDURES 
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2. METODS/STRATEGIES FOR ltPLENENTATION
 
OF THE PROCEDURES
 

Planning Guides
 

and T-Reports
 

a. 	 The planning guide and T-reports need to be approved by WAPDA
 
[GMD presently and G11 (Planning & Design) as per reorganized
 
Headquarters organizationj.
 

b. 	 The guides nerd to be circulated as a WAPDA document to AEBs
 
and other levels where planning & engineering decisions are
 
taken.
 

C. 	 Existing TIC's (Technical Instruction for Construction), SDI
 
(Standard Design Instruction) and Memorandum No. 4 (WAPDA
 
Planning guide) need to be replaced with new documents.
 

-	 Load Forecasts 

a. 	 The master plan for Power Distribution System Rehabilitation
 
and Expansion (1985-1993) prepared by PTAT includes a system
 
wide load and demand forecast. This needs to be updated
 
every year as per methodology presented in above documents.
 

-	 Energy Loss Reduction 

a. 	 The methods and procedures presented In the documents need to 
be utilized for preparation of PC-I documents for seventh 
plan period. 

b. 	 The work order system should Include economic Justification
 
as per PTAT recommendations enclosed.
 

-	 Planning 

a. 
 Rural expansion should be planned at headquarters level
 
(initially) as per methodology and procedures presented.
 
CADPAD facilities should be utilized for circuit analysis.
 

b. 	 Area improvement plans for all operating divisions of WAPDA
 
need to be prepared.
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Model 	Division
 
Reorganizat ion
 

a. 	 Dedicated computer fnr planning and engineering purposeq be 
made available nt Division levels. 

b. 	 PTAT to h-lp d~vIsIon rtaff prepare snmple new connection 
proposalr an nnd when divir.on planning staff is in place. 

-	 CADPAD 

a. 	 A director be appointed to hend the CADPAP analysis group.
 

b. 	 Realistir and achlevnb1n targot for nnalyqts of feeders for
 
ELR and expansion be fIxed.
 

c. 	 The CADPAD group be given the primary responsibility for
 
execution of ADB ELR progrnm.
 

Engineering Giidelnes
 
& Procedures
 

a. 	 Engineering guideI nrn and procedures need to be approved and 
released as WAPIDA cunctmpntn. 
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3. BACKGROUND AND STATUS OF INSTITUTIONAL IMPROVEENT 
AND OTHER ACT v ITE5'r IV } R TE RIE;PIECTIlVE 

FUNUII1IIAI, AREAS 
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3. BACKGROUND AND STATUS OF INSTITUTIONAL IHPROVEXENT 
AND OTHER ACTIVITIES FOR THE RESPECTIVE 

FUNGTIONAL ARFAS 

PTAT Planning and Englne-rfng efforts have been concerned with developing 
a master plan, engineering studies and procedures to assist WAPDA to 
become a s.lf-sufficient distribution organization. 

The current effort, of the PTAT 1',.E rtaff have been directed towards; (1) 
institutional reorganization of WAPIDA at headqarters, division and AEB 
levels; (2) assisting WAPDA with the development of data banes for rurnl 
electrification and 1.'7. distr.hbt:ton feeders; (3) preparation of 
specifications, product oescript tons and engtneering standards; (4) 
assisting in performing circuit analyses; and (5) development of sample 
procedures for area plan.. WAPDA progress towards becoming 
self-sufficient in these areas has been negligible. 

Institutional Reor ennization of
 
WAPDA Planning and Engineering
 

On April 28, 1986 TAT/WAPDA-86-04-37L transmitted a detaile proposal
 
for organization and staffing for construction operations and mairitenance
 
and planning and engineering functions at the Headquarters level. This
 
was submitted to PTAT Hanagement and WAPDA. In November 1986 tacit
 
approval by both managements was given to a plan which excluded a vitally
 
needed projects section.
 

On August 6, 1986 the t.chiical functions at WAPDA hondquarters, AEBs and
 
divisions were identified in detail and forwarded to PTAT management. On
 
or about 20 Novemb-r 1936 additional hradquarters staffing requirements
 
were identified by CE)()) and forwarded to WAPDA Tninagement for approval.
 

To-date WAPDA hvs identifield a ChIef Engineer Planning and a Chief
 
Engineer Engineer nr but no staff have been asigned to :isit them 
and 
signature autholIty remnin 1,7ith the CE1(1)). The t440,699 CADPAD 
investment remains Idle becaune WAPDA personnel assigned to CADPAD have 
no director even thouigh he hals been named and was triined In the United 
States on the CADPATI system. Thoqe assigned to CADPAD apparently lack 
authority or initiative to seek out areas requiring study and collecting 
necessary data to proceed. 
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The proposed planning and engineering requirewents at the division level
 
were included in the Model Divis~ons Reorganization Plan Institutional
 
Improvement Program dated 23 Nvvember 986. Although the model divisions
 
were established on 1 March 1986 the planninr staff is incomplete in
 
Muridke and the planners in both model divisions huive not been released
 
from their prior duties. The division planning guideline and energy
 
audit procedure for new load applications which were submitted to CED(D)
 
on 11 February 1987 and supplied in draft form to the model divisions are
 
not being implemented apparently because the GM(D) has not endorsed their
 
use.
 

Development of Data Bases
 

Substantial progress has been made towards establishing a data base for
 
HT feeder load information. Lo satisfy Asian Development Bank (ADB)
 
requirements, the feeder data base needs to be modified to show
 

historical data, length of feeders and to code feeders so those with
 
identicoli names but eminating from different grid stations can be
 
identifie and sorted. The feeder data base is beiag maintained by WAPDA
 
personnel on a PTAT hard disk micro computer. PTAT assistance will be
 
required to modify the program and do the sorting required by ADB.
 

The village data base work has used PTAT staff and micro computers to
 
develop village data files for a sample district In each AEB. PT.T has 4
 
persons assigned to village data base work. WAPDA field forces collect
 
the data, and one person from REO assists in the coordination and
 
collection of field data. The WAPDA headquarters planning staff needs to
 
assign 8 or 9 people and two micro computers to this task so the PTAT
 
personnel ca, develop district master plans for the 8 sample districts
 
and turn this effort over to WAPDA in November, 1987.
 

The collection of data on service continuity and reliability has not been
 
started. Following division reorganization the PTAT expects that data
 
can be collected in a form which will lend itself to reliability studies.
 

Preparation of Product Descriptions,
 
Specifications and Engineering
 
(Construction) Standards
 

The PTAT has two people assigned to this task and has tried to encourage
 
WAPDA to take over this work. The latest WAPDA request for product
 
descriptions and specificitions for testing equipment for inspection of
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tools, plant and line hardware was returned to WAPDA because it is beyond
PTAT's Scope of Wrkr or financial ability. Present PTAT efforts on 
product descriptionn and specifications is directed towards preparation

of the technical portions of ADB tender documents using the WANG word
 
processing equipment. 

Updating the 0ngineering (construction) Standards is a critical item 
because the standards have not been revised when new product descriptions 
and technical specificntifrns w re adopted. As a consequence inspection
teams will not be able to certify that installations using the newer 
improved materials are In accordance with construction standards. 
PTAT/WAPDA-86-3-35L dated March 17, 1986 requested WAPDA to depute
offic-rs and staff to work with P'TA! on review, revision and preparatibn 
of nrw WAPDA standards. To date no WAPDA engineer has been assigned
alth)ugh two draftsmen have b,'en supplied. The following PTAT prepared
standards have been submitted with no action forthconing: 

PTAT 041386 	 Filled Cable Trench 17 April 1986 

PTAT 040286 6 Units 	Capacitor Rack 17 April 1986 
-do- (Rev) 13 May 1986 

PTAT 061986 	 Switched Capaciter Bank 24 June 1986 
Rack Assembly (Rev) 03 Sept 1986 

PTAT 052686 	 Galv. Angle Iron Cross 24 July 1986 
Arm for LT Lines 

PTAT 051886 Angles, Tee-Offs and Taps 21 July 1986 
(10 sheets) for Cross Arm Mounted 

LT Conductor 

Guidelines for sizing LT 66 August 1986 
Cond.ctor (Report T-12) 

PTAT 071986 	 lnswitchod Capacitor 03 Sept. 1986
 
R~ank" Aqsnmrbly 

PTAT 101256-1 	 i1 kcV SHOle Crossarm Ass 14 Oct. 1986
 
PTAT 101256-2 	 11 IV Do,,blp Crossarm Asvy 14 Oct. 1.986 

for steel lattice and 
PC Pole 

PTAT 101286-3 	 It IV Verttril angle 14 Oct. 1986 
assembly (with extension 
link) for steel lattice 
and PC pole 
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PTAT 101286-4 


PTAT 101286-5 


PTAT 101286-6 


PTAT 101286-7 


PTAT 101286-8 


PTAT 101286-9 


PTAT 101286-10 


PTAT 101286-11 


PTAT 101286-12 


PTAT 101286-13 


PTAT 101286-14 


PTAT 110386 


11 kV Vertical Assembly 
(w/o extension link) for 
Steel Lattice and PC Pole 

11 kV Horizontal slng]e 
Dead End Assembly tor 
Steel Lattice and PC Pole 

ii kV Horizontal slng~e 

Dead End Assembly for
 
Steel Lattice and PC Pole 

11 kV Offset Single 

Crossarmn Assembly for
 
Steel Lattice P'ulu
 

11 kV UffSuL Double 

Crossarmn Assembly for
 
Steel Lattice Pole
 

11 kV, 400 volt Composit 

in Line Assembly for 
Lattice Steul. Poles
 

33 kV Single Crossarm 


Assembly for Lattice 
Steel Pole
 

33 kV Double Crossarm 


Assembly for Steel
 
Lattice Pole
 

33 kV Horizontal Single 


Dead End Assembly for
 
Steel Lattice Pole
 

33 kV Horizontal Single 
Dead End Assembly (Steel 
crossarm) for Steel Lattice 
Pole 

11 kV Single Cross Arm 

Assembly with Angle Iron
 
Cros sarm
 

Tie Wire Application Guide 
for Side Ties on 11 kV 
Insulators 

14 Oct. 1986
 

14 Oct. 1986
 

14 Oct. 1986
 

14 Oct. 1986
 

14 Oct. 1986
 

14 Oct. 1986
 

14 Oct. 1986
 

14 Oct. 1986
 

14 Oct. 1986
 

14 Oct. 1986
 

14 Oct. 1986
 

13 Nov. 1986
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PTAT 110286 


PTAT 102886 


PTAT 251186 


PTAT 111986 


PTAT 113086 


PTAT 1.11886 


PTAT 120286 


PTAT 120186 

PTAT 011287 


PTAT 010187 

PTAT 010487 
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'Fie Wire Application Guide 
for Top Ties on 11 kV 
Insulators
 

100 & 200 kVA Distribution 

Transformer Station on
 
Double Structure 

25 or 50 kVA Distribution 

Transformer Station on 
Single Structure
 

.1.1.kV Verticnl Dead End 

Assembly with Extension
 
Link for Lattice Steel
 
and PC Pole
 

11 kV Horizontal Double 
Dead End Assembly for 
Stoe. Latitice and PC Pole 

li kV Tee-Off Assembly 

from an Existing Line
 
Steel Lattice or PC Pole
 

33 kV Horizontal Double 
Dead End Assembly (wood 
cros snrm) for Steel. Lattice 

and PC Pole 

1.1 kV Cros- over and Tap 
Assembly for Steel Lattice
 
and PC Pole 

600 kVAR Fixed Capacitor 
Bank Assembly for Steel
 
Lattice Pole
 

11 kV and 400 Volt 

Composite Line Assembly
 
using steel Lattice 
Structure and Standard
 
Galvanized Angle Iron
 
Cross Arm: LT Line Angle 
below 3' 

11. kIV ind] 400 Volt 
Jomposite Line Assembly 
using Steel Lattic2 Pole 

and Standard Calvanized
 
Angle Iron Crossarm:
 
LT Line Angle above 30 

202 

13 Nov. 1986
 

03 Dec. 1.986
 

03 Dec. 1986
 

03 Dec. 1986
 

03 Dec. 1986
 

03 Dec. 1986
 

03 Dec. 1986
 

03 Dec. 1986 

01 Fe'b. 1987 

11 Feb. 1987 

11 Feb. 1987 



PTAT 122486 


PTAT 122986 


PTAT 012887 


PTAT 011587 


PTAT 011887 


PTAT 011787 


PTAT 022387 


PTAT 031287 


?TAT 031987 


11 kV and 400 Volt 

Composite Line Assembly
 
using PC Pole and Standard
 
Galvanized Angle Iron
 
Crossarm: LT Line Angle
 
below 3'
 

11 kV and 400 Volt 

Composite Line Assembly
 
using PC Pole and Standard
 
Galvanized Angle Iron
 
Crossarm: LT Line Angle
 
above 30
 

11 kV and 400 Volt 

Composite Line Assembly
 
using Steel Lattice Pole
 
and Wood Crossarm: LT Line
 
Angle above 30
 

11 kV and 400 Volt 

Composite Line Assembly
 
using Steel Lattice Pole
 
and Wood Crostarm: LT Line
 
Angle below 30
 

11 kV and 400 Volt 

Composite Line Assembly 
using PC Pole and Wood
 
Crossarm: LT Line Angle 
above 3'
 

11 kV and 400 Volt 
Composite Line Assembly 
using PC Pole and Wood 
Crossarm: LT Line Angle 
below 3' 

Un-switched Capacitor Bank 
Assembly for Pole Mounting 
on 11 kV Lines 

Un-switched Capacitor Bank 

Assembly for Pole Mounting
 

on 11 kV Lines 

Switched Capacitor Bank 

Assembly for Pole Mounting
 
on 11 kV Lines
 

11 Feb. 1987
 

11 Feb. 1987
 

11 Feb. 1987
 

11 Feb. 1987
 

11 Feb. 1987
 

11 Feb. 1987 

04 March 1987
 

15 March 1987
 

19 March 1987
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The facts that WAPDA has not: assigned an engineer to work on standards 
and that the 41 st:andard s submitted have neither been rejected nor 
approved indicate that the standards work by PTAT should be discontinued 
until WAPDA assign engineers to this task. 

Assisting in Performing 
Circuit Analyses
 

The PTAT has had two engineers assigned to assist WAPDA with the use' of 
CADPAD facilities for circuit analyses. One, on loan from the MIS gr~up 
returned to that group on 22 April 1987 and is no longer available. The 
second engineer hs received no requests for assistance from CADPAD for 
the past month. The WAPDA personnel assigned to CADPAD include only 5 of 
the 8 trained in (.Itimbus, Ohio and the director of the group has not 
assumed his dut Ies. Al to:hih the group claims to have analyzed the 
feeders to be included In the USAID financed ELR program neither their 
analyses nor the work order proposals have been submitted to PTAT for 
review. One should note that the arbitrary selection of feeders for the 
USAID funded ELR program will not satisfy USAID FAR criteria for feeder 
selection. Comparison! of alternative plans and alternative feeders on 
the basis of benefit to cost ratios calculated as described in the FAR 

agreement dated 20 November 1986 are required. 

The PTAT has assigned one advisor, one principal engineer and one senior 
engineer and one technician to ass tst WAPDA with feeder analyses and 
planning in additioa to the CADPAD engineer. 

WAPDA planning staff has a Chief Engineer apparently without signature

.authority, a Director, Power Market Survey and Load Forecasting who also 
continues his duties as Director Quality Control but lacks a director 
planning, 5 deputy directors and 20 assistant directors even though they 
,?ere requested in October 1986. The WAPDA Planning staff is urgently 
needed to obtain field data, coordinate planning, locate capacitor banks, 
develop programs for ADB funded ELR work and to develop long range 
expansion plans. The PTAT has set guidelines for planning, developed a 
PC program for capacitor locations and HT and LT calculations, and has 
made sample studies of area plans, mini hydel sources on canal systems, 
in addition to the master plan for power distribution rehabilitation and 
expansion, a single phase study and a higher primary voltage study. The 
PTAT staff is not adequate to act as a job shop for WAPDA distribution
 
planning.
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Sample Procedures for
 
Area Plans
 

The PTAT is participating in the collection of village data in eight of
 
56 districts in Pakistan. Data for one area In Chunian (Lahore) was used
 
to develop a long range forecast and alternative methods of serving loads
 
in a portion of the Chunian area. Also an EST was used to demonstrate
 
how the CADPAD facilities could be used 
for Area Planning studies. No
 
load forecasts or area plans have 
 beun developed by WAPDA distribution
 
planners.
 

Action Plan
 

All future standards, product descriptions and technical specification
 
work will be undertaken by WAPDA, not PTAT. Under the proposed level of
 
effort no PTAT Pakistani staff will be available for standards and
 
specification work after May 1987. The Chief Consultant Planning and
 
Engineering is allocated one man month 
 for this type of work over the
 
rest of his term. The Advisor Standards will have until 30 June to
 
complete monitoring what ever pole tests, load management device tests
 
remain after terminating the standards work.
 

Institutional reorganization to improve WAPDA will require the services
 
of three of PTATs Pakistani engineers. Messrs U.H. Rana and S. Mian are
 
assigned to this task at least until the end of the year. 
 Extra
 
assistance, part time, will be provided by 
Z. Siddiqi who apparently is
 
not needed to assist 
WAPDA with the CADPAD facilities.
 

PTAT assistance to WAPDA on the development of updated district master
 
plans for rural expansion will be phased out in November 1987 and village
 
data for the 8 sample districts should be entered in the computer files
 
by the end of July 1987.
 

PTAT assistance to WAPDA on planning work will continue with limited
 
staff. 
 M.A. Munis, F. Aftab and Aslam Chohan will cease village data and
 
district master plans work in November 1987. Mr. Qureshi will not be
 
replaced. Z. Siddiqi, who was to have assisted in CADPAD circuit
 
analysis work for ADB will spend 
a portion of his time on Institutional
 
r'eorganization. Hifazatullah and Khurshid Alam will continue to 
assist
 
in the development of data bases and area 
plans. At the present time the
 
needed indexing of feeders for the ADB program is being held up for need
 
of a programmer to alter the PTAT created feeder data base program. The
 
restrictions on PTAT employment uintil progress 
 is shown on WAPDA
 
Institutional Improvement will continue to impede ADB work.
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4. OUTSTANDING DECISIONS REQUIRED
 

INCLUDING TIME CONSTRAINTS
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4. OUTSTANDING DECISIONS REQUIRED
 
INCLUDING TIME CONSTRAINTS
 

Creation of new positions as per Distribution function
 
reorganization and posting of personnel to fill thp
 
new/redesignated positions in the office of General Manager
 
(Planning & Design).
 

Indentification of a group to implement ADB ELR program.
 

- Posting of a Director CADPAD 

Approval of all PTAT planning & engineering, guiielines, procedures
 
and reports.
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6.8 PURCHASING AND INVENTORY CONTROL 

VIII. 
 STATUS OR F'URCHASING AND INVENTORY CONTROL
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FVPaH.3W- MD IJNEVTORY- QQI{J'iOQb 

May 19, 1987 

Job Descriptions (for officers) have bee, drafted. 

Staffing requiremcnts have been determined for Grade 17 and above. 

The reorganization of Purchasing and Stores is delayed as the new 

orgcuizatoi has not been established or a General Maager 

appointed. 

jownmtry- n1Vd- P;FJ =irig 

A Deputy General Manager - Plalning and Control hat; been appointed, 

buit is not fLuctioning as the organization ie not in place. 

Material Planning Procedures have beeni develo:ed and were released 

to WAPDA on September 30, 1986. 'l1-e Procedures Review Committee 

has reviewed tnese procedures at follow6: 

1. On May 12, 1987, they reeo,i,ecM minor c:ha'ae; in Chapter 1. 

2. On May 19, 1987, they reviewed the complete procedure and 

recommended only minor change6. After chwlrgea are made, they 

will send to the Authority and recommend approval. 

Material Control Procedures are currently Under development and 

should be released to WAFDA by June 30, 1987. 
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Revised Purchasijig Procedures were presented to WAPDA on September 
30, 1986. After review by the Procedures Review Committee, the
 
procedure's were approved by the Authority during November, 1986. 
Implementation is.pernding the establishment of the new organization. 

This function is currently under an assigned Chief Engineer and is 
operating under the existing procedures. 

Revision and implementation of these procedures are scheduled for
 
the period July-December, 1988. 

SkrQ'gH Qp~r~Atons 

Stores Surveillance Procedures have been revised and were released 
to WAPDA on November 30, 1987. 11e procedures are awaiting review 
and approval. 

Implementation aNd Monitoring Procedures are currently being 
developed. 

Warehouse Pract;ices have been developed and were released to WAFDA 
on January 29, 1987. The procedures are awaitlg review and
 
approval.
 

94mfu~erJzftt Jnyonfor.. Conrvxl 

The computerized Stores Inventory 
System has been programmed and 
parallel field tested at three stores at Lahore
the Area 
Electricity Board. The results from the computerized system were 
verified to the manual system records and were correct. The input 
forms and the outp.it reports were satisfactory. 
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A rep:,ft racom-nding implemontaLic,n of tha ccmn itLarized [tborea 

to WAPDA on i'arxh 15, 1987. TheInventory System was released 

report also state that. ifjpleerrntati,:,n would re-iuire the assignment 

of ten (10) WAPDA employees to implementation team (two (2) teams 

of five (5) people each) and require approximately two (2) years to 

is awaitirg approval.complete. The report 

responsibility for
A report recommending transfer of purchasing 

Chief Engineer REO to the DistributionUSAID Materials from 


was released to WAPDA in November, 1985.Purchasing Organization 

WAFDA has not officially responded to the report.
 

fl~g~DJeDI~of. iqimd-Tremfoms-rf 

A report recommending transfer of the Distribution Transformer 

Manager -Rebuild Shops from General Manager - ST&G to General 

released to WAFVA in November, 1985. WAPDADistribution was 


rejected the recomnendations.
 

been selected at Islamabad (on WAPDARegional Store - a site has 

land) and the WAPDA Architect is to design the building.
 

Field Store - a site has been seltcted at Shelkhiupura and WAFDA is 

in the process of acquiring the land. An Architect under contract 

to USAID is to design the building.
 

been no action on this.Rerote Store - There has 

WAPDA and PTAT]During the period Febnary 3 - April 4, 1985, 

reportspersonnel visited all Regional Stores and issued 

The reports, were sent to all Regionalrecommending improvements. 

WAFDA Management. , The
Directors Inventory Control and other 

recomendations were implemented to varying degrees at the 

different stores. 
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CONTROLAND INVENTORYF'URCIIASING 

IIEAUQUAR]'ERS I ILE11[PAT ION 

and InventO,y Control Organization will be. implemented in
The Furchasing 

and will DJJc ,u:ethe dtve~loFrent of job descriptions for all
phases 

a
off icers; determina .Jon of rJ;-affing requirements; development of 

Nurchasbig and Inventry Control Frc.,-dures Marual; the deployment of a 

awl the combining of the functions
Computerized Stores Inventory 8y!t1; 

material inpection and stors
of Jilvento"ry control, mdt.erla.1 dlt;Domi, 

under the ,iieral lin]ager Inventory Control, with.operations, current] v 
Operation.the existing Dist-ribul.on DirchaF~ing ini St.ores 

Tle Distriution Rirchasii-g Function should te respnsible for the 

purchase of all dif-trixition matc-rIals Jncluding common use and project 

curre tly prrha:sed by other groups. Purchasingmaterials t.ha-C are 
centralizedprocedures will eLt~ibl. h g.id! ii:: for the purchase of 

and the purchase ofmaterials by the H]eadqarteor- OranIzatIon 

de-centralized materinl, by the Area Flct.r.city P?ards. 

funded project materialsFr.,-d', ncdihlr-Revifed Euchasisr .ivc donor 

and common use malerialz., will -,:, developed and implemented during the 

pe.ricd April through S,,.987.-ar, 1981. 

MATERIAL FLA M13 Ali) COTFRC[, 

Matezrial Fla inAng will provide a qarterly/annual material requirement 

forecast to aid purchasinhg in 'ro'-lring the needed distribution materials 

in a timely mmner. 'lie forecaist will be prepared for each 

wit-h separate reports for centralized and
division/Sub-division 

'Ih, will prepared at the Areade-centralized materials. forecasts be 

Boards where centralized for2-,ast.; will be forwarded to Lahore 

Ion to a National requirement. ForecastsHeadquarters for Iidat.i.,, 

on a quarterly Losis so purchase quantities can bewill be updated 

adjusted to fit cha,, inr cond.ti onn. 
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Material Control' Prccedures will e!t-.hbl i iidelijics for the r;mvement of 
ateriale within the Area S)ar,:Ie ancl WT!ir:en Area P ~r.z. Area Board 

personnel will cornt.rol T),ve--rtri}t. 1!t'W: 1.hr; leg.iotjal and Field Stores 
withii, that Area,,ll.i'ri-1rouiui] L'Thore2.&r'. will Control 

Mo)vement. tx-tweern Area B-oarcls. 

CataIlos mnd lacilities will b erc.l',e ior raritainiini a DistriLktion 
aterials CataloL' and a Furchas,g, Inventory Cojntrol and Stores 

ProcedresLIzz Nanula.l , Ruvis ions to I:kltI, t.u :b t klo,,gand procedures mnVUual 
will be issued as rcuired. 

aterial P1anning a1d C(ntrol Ircx;:cdbi i c-- iIIcIud iiII procedures and 
training for personnel at the Area h aid level, willI bu developed and 
implemvnuted u'mjAg (11Che July, I87 thIo? l,Ai &-Lptchz;,L' U88, 

1'1AThBJPI. 311:PEgJtJOi 

Guiclelines will bu established for ,al ore fleadquarters personnel to 
physically hspect all material1, 1'irchased by Wxth the Lahore 
Headquarters and Area Board personnel, to certify that they meet the 
proper standards and speci'icat.ons. T'I'ey will also inspect 
manu±facturers facilities to determinu tnei . qualJfIcaLioncs as potential 
suppliers.
 

Material Inspectio1n ?r'et.lu'es will uevciotxedLe and iiiplemented during 
the period July-D-cember, 1988. 

TOF -E.OFATMI 

Stores Surveillance Procedures will establish guidelinus for Ianore 
Headquarters personel to monitor all Distritution Stores on an annual 
basis. This Will include an annual inlventory, revie of inventory 
records and insp-ection of store building arnd yard fac.llties. 
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Implemenrtatiori and Molit,:ring Frcxzedu es will be established for Lahore 

lleadquarters personn," toC, implement. all new and/or revised procedures in 

all Ditribkition St-ors. 'fl.y i] 1 ao mon1.tor, on a continuing basis 

to insure the all stCre are fo.l1(i,71n currently approved procedures. 

Estbllsh guidelines for tIje ver fication and sale of excess, obsolete 

and/or scrap materials. Ilie guicd._lines will be flexible enough to 

respond to prevailing market condit ions. 

Stores Operat-ions Pr'tcdu r1s, inc I ud ing Surveillance and Monitoring 

Prc edures, will : and durIg, the-I d,-veiorxod implemented period July, 

1987 through March, 1988. 

CC'T-IYIZFD. STOPF q_ JUTFt.rYO'."y ,YS;TR 

Lb:. Yn iiral 'ield a Stores Inventory Recordsand 1. test Computerized 

System. ThiIs will .n,_iude computer generated reports for management, 

stores control, materaL-, plannJ.ir anl control md receipt of purchased 

materials. 

Developmn?t of a Coiptenized Stories Inventory System tegan in March, 

1936. 'Mhe system is currently ting paralleled field tested. 

Implementation of the system in WAFDA Distribution's 10 Regional, 75 

Field and 12 Renote Sl:res will (oc-r during the period Harch, 1987, 

through JMe, 1989. 11is sched:lule wll require WAFDA to form two (2) 

implementation teams of fivr (5) persons each, and to assign a person to 

revise stores procedr., 

NI-WAF-FliC)ITT FFP,TXF3.["_) : fPIE 

Establish guidelines icr the o. ra,tjon of all Distribution Stores. This 

will include the phJ',1isr:l control. of materials, receipt and issue 

procedures and accou im riH-q7dmi 

WarehousOe Procedur,, n d' ini. warehouse and yard storage layout, 

'ousekeeping practic...s d utt Ii:at ion of material handling equipment, 

vill b d,*velt: l -and ',rrit.unr.rg drrr the perioq July, 1987 through 

December, 1988. 
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PURCHASE AND INVENTORY CONTROL 

PROBLEM AREAS 

Procedures 

1. 	 Revised Purchasdig Procedures were presented to WAPDA on September 

30, 1986. After review by the Procedu'es Heview Committee, the 

procedures were approved by the Authority duriflg November, 1986. 

Implementition is pending the establibhiient of the new organization. 

2. 	 Material Plarming Procedures have been developed and were presuented 

to WAPDA on September 30, 198G. During Hay, 1987, the Procedu'es 

Review 	 Committee finally reviewed this prcedLu'e ,and revisions were 

rade in accordance with their recomrndations. The procedure is 

awaiting action by the Authority.
 

3. 	 Stores SuLveillance Procedures have bc:en revised and were presented 

to WAPDA on November 30, i986. nhu prcXedures are awaiting action 

by the Procedures Review Comittee. 

4. 	 Warehouse Practices have been develope d arid were presented to WAFDA 

on January 29, 1987. 'lle practices are awaitinig action by the 

Procedures Review Committee. 

Computerized Inventory Control 

A computerized Stores Inventory System has been program-ied and parallel 

(field) tested at three (3) stores in the Lah're Area Electricity 

Board. The results of the comiturt izd systum were verified to the 

manual stores records system and were correct. 'lhu comuxterized system 

is prograramed to operat.e on Micro :OIt.es at ,l tLhur Divleion orCI t-l e 

Area Board level. 
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FrILASE AND JNVMNORY (ONTROL 

PROBLF2I AREAS 

Computerized Inven tory Control (Contd) 

A report recomme-nding implemen1-ation of the computerized Stores 
Inventory System was presented to WAPDA on March 15, 1987. This report 
stated th-at implemenritation would eqUiMre the assinment of ten (10) 
WAFDA employees to Umpemntaticn teams (two (2) teamrs of five (5) 
people each) and would require a minimum of two (2) years to complete. 

Tlhe repoxrt is awal t-IIn WAFDA review and approval. 

Candidates for Ljong Ter-m Training 

Lirl~g May, 1987, five (5) WAPDA employees were interviewed as 
cand dates for long t.ern (six (6) months) technical training in 
inventory conti-ol. Aie training will be conducted in the United 

States. Two of candidates were selected -,d are awaiting approval of 

their paperwork. 

The halance of t-he candidates were all qualified, but in answer to 
questions, refused to, consider poFssible transfers to Lahore at the 

completion of their traini-ng. Th-ee three (3) persons were eliminated 
from corsideratlor ai. It apreared they only wanted a trip to the United 

Sta tes. 
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