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Centrala electnca cu termoficare nr 1 - "CHP 1, ChIsmau"
Centrala electrica cu termoficare nr 2 - ··CHP 2, ChIsmau"
Centrala electnca eu termoficare Nord - "CHP North, BaltI"

ThIs Plan IS mtended to suggest what to do and how to do It The Plan also attempts, m some
areas, to explam why tllings should be done as suggested It IS espeCIally Important to note that
many of the actIOns recommended In the Plan have been exammed by CHP management, and the
ImplementatIOn of some of these steps has already begun (See the attachments ill ANNEXES
sectIOn at the end ofthe Plan )

ThIs Master Plan IS mtended to apply genencally to the commercIalIzatIOn of the CHP
compames More specIfic mformation concermng each of the three CHP's mdividually IS
supplIed m separate, related reports attached as Annexes to thIS Master Plan The mformatIOn
contamed m thIS Master Plan IS mtended to be adapted, With appropnate modIficatIOn for the
specIfic cIrcumstances of each entIty, to any of the three CHP companIes
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CommerCIahzatIOn and pnvatIzatIOn are busmess and economIC concepts whIch the Repubhc
Wishes to embrace throughout ItS energy sector These terms naturally unply an economIC
framework ofpnvate busmesses free to compete for profits by satIsfymg customer needs better
than theIr competItors ThInkIng and actmg accordmg to these concepts may be dIfficult gIven
the hIstory of central economIC management whIch preceded the Repubhc's mdependence m
1991 AchIevmg ImplementatIOn and success WIth these concepts WIll reqUIre fleXIbIhty,
courage, patIence and a nsk-takmg attItude on the part of the current CHP management
However, successful ImplementatIOn Will bnng to CHP management, and mdrrectly to the
Repubhc, greatly Improved economIC and finanCIal results ThIs IS so because, m all economIes,
the energy mfrastructure proVIdes the essentIal framework and key resources whIch enable all

The Master Plan IS a]omt and cooperatIve effort between Hagler Bailly and the management of
the CHP compames, and specrfic company mformatIOn about and for mdividual CHP's has been
developed WIth theIr aSSIstance and cooperatIOn Tms plan IS mtended as a gUIde for
management m ItS preparatIOn for and engagement m the commerCIahzatIOn of ItS company
The commerCIalIzatIOn process, m turn, IS bemg unplemented m preparatIOn for the sale of all
three CHP's to pnvate strategIC mvestors dUrIng 1999 Notwithstandmg the extent or success of
that pnvatizatIOll, commerCIalIzatIOn WIll benefit the CHP's through Improvements m the
operatIons and management of theIr busmesses

1 Executive Summary

On July 8, 1997, the Government of the RepublIc ofMoldova decIded, With Its ResolutIOn No
628, to unplement declSlons and strategIes undertaken earher to Improve the fmancial sItuatIOn
of the energy enterpnses m the Repubhc and, m partIcular, to restructure the Electncity Sector
ResolutIOn No 1059 ofNovember 13, 1997 then reorgamzed the formerly mtegrated
Moldenergo State Company electncal system mto separate and mdependent generatIOn,
transmISSIon and dIstnbutIOn companIes Among these are three Jomt stock compames wmch
operate combmed dIstnct heatmg and electrIcIty generatmg plants (the "CHP's") for use m
Moldova These are
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Hagler Badly

2 1 Industry Restructurmg

2 The EmergIng BUSIness SItuatIOn for HeatIng and GeneratIng Compames (CHP's)

The program wluch has been undertaken by the RepublIc of Moldova to restructure Its power
sector mc1udes

Page 4Master Plan - CHPs

• CorporatlZatlOD of State Owned UtilItIes EIght of the nme entities mentIOned
above, wluch are compnsed of three (3) combmed heatIng and power productIon
compames (CHP's), and five (5) regIOnal dlstnbutIon companIes (DISCO'S), have been
corporatlzed, or converted to stock ownerslup companIes, With the State retammg
ownerslup of all stock shares for the tune bemg Although as of August, 1998, the
State had not corporatlzed Moldtranselectro, whIch WIll prOVIde bulk transnusSIon
and central dIspatch servIces, thIS step IS mtended to be completed before
pnvatIzatlon ofthe mdustry

• Vertical Dis-Integration of State Owned UtIlItIes The former vertIcally mtegrated
power sector utIlitIes, both electnc and heatmg, have been separated mto theIr
functIOnal components SpecIfically, where Moldenergo formerly performed all the
tasks assocIated WIth the prOVlSlon of electrICIty (generatIon or purchase of electncal
energy, bulk transmIssIOn, and dIspatch of electnclty generated m Moldova or
Imported across the lugh voltage gnd, and dlstnbutIon at lower voltages to ultunate
use customers), there are now mne separate, mdependent entItles whIch operate
WItrun one of those task areas

ThIS Master Plan sets out specific goals (the deSIred results or outcomes m specIfic areas),
ObjectIves (the ways and means of acruevmg the goals), schedules, and measurements wluch Will
defme success for the CHP Master Plan Gmdelmes and suggestIons for actIOn are prOVIded m
the Master Plan

Tills Master Plan has been developed dunng the course of Hagler BaIlly's techrucal aSSIstance to
the three heatmg and power generatmg companIes (CHP's) m theIr commercIalIzatIOn efforts
The means and methods of tills aSSIstance have been through management adVIce and counsel as
reflected m tills document, and through mdlvldual contacts between the partIes As a result, tills
Plan, mcludmg the speCIfic tools contamed m the Annexes, has been shaped by the mutual
efforts of sernar managers at the Compames and theIr USAlD-sponsored adVIsors

other econonuc agents to conduct theIr productIve actIvItIes, and wluch allow governments to
ensure the SOCial wellbemg of theIr cItIzens

The RepublIc of Moldova IS causmg unportant and baSIC changes to be made m the
orgamzatlonal, econonuc and fmanclal structures of ItS energy sector These changes could be
descnbed as revolutIOnary gIven the lustory of tills sector for the past several generatIOns These
changes are summanzed m the follOWing sectIOns
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2 2 New Market Structures - Power

Wlthm the power sector, new relatIOnslups among and between the rune comparues, and between
the Moldovan power sector and the energy markets m the regIOn, are bemg establIshed and WIll
contmue to evolve

• The central grId company wIll be the bulk transporter of electrICIty for the RepublIc,
and Will also be the dIspatcher and clearmghouse for the relIable flow ofelectncity
throughout the system Agam, m the mtenm penod mentIOned above,
Moldtranselectro Will be the pnnclpal aggregator of energy supplIes for all tanff
customers, and Will represent them In power supply contractmg durmg that time

• The CHP's WIll contmue to be producers of electrIcIty, and the electrICIty products,
servIces and prIces wIll be avaIlable through bIlateral contracts between supplIer and
customer With regulatory overSIght It IS expected that theIr electncity productIOn
Will be economIcally dIspatched mto the gnd, With the benefits of then low-cost
generatIOn munng to the tarIff customers of the dlstnbutIOn companIes In addItIOn,
however, It IS also expected that the CHP's Will market theIr electrICIty and other
energy servIces m response to market opporturutIes
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• PnvatlZatIon ofEIght of the Nme Comparues DIrectly connected to the
corporatIzatIOn step IS the sale of part or all of the ownerslup m eIght of the rune new
mdependent comparues to prIvate mvestors Moldtranselectro, wluch operates the
lugh voltage transmISSIon grId and performs system dIspatch, WIll remam under the
ownershIp of the RepublIc The new pnvate owners WIll examme the commercial
structure of each enterprIse, and may redefme the structure to support theIr own
umque VISIon of the busmesses they have purchased, bUIldmg on the
commercIalIzatIOn efforts Implemented by the comparues (mcludmg those set forth m
thIs Master Plan)

• The DISCO'S prImary responSIbIlItIes WIll be the delIvery of electrICIty to end users,
With all of the bIllIng and customer servIce oblIgatIOns attached to tms They WIll
represent theIr customers m the purchase and supply ofelectncIty, and thIS oblIgatIOn
Will contmue even after "open access" to mdependent supplIers mtroduces
competItion mto the busmess of supplymg consumers An mtenm perIod IS requrred
before the system IS totally opened so that expenence and support systems for power
planmng, accountmg and purchasmg, mcludmg economIC dlspatchmg ofelectnclty
resources, can be developed

• CommercIahzatIon of the Nme Compames A program for changmg the mternal
orgamzatIOnal structure, busmess plulosophy and busmess practIces of the rune
compames has been undertaken WIth the goal of convertmg the former State-owned
and controlled utlhtles mto commercIal companIes Imphclt m the term "commercIal
company" are new relatIOnshIps WIth customers, and the achIevement of profitable,
self sustammg operatIOns WItmn a reasonable perIod of tIme, and all of the new slalls
and systems wluch are reqUIred to aclueve those results

Master Plan - CHPs
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2 3 New Market Structure - HeatIng ServIces

CHP2 has a summer capaCIty of approxImately 80 to 100 MWe, whIle the capaCIty goes up to
approXimately 240 MWe 10 the wmter The reason for thIS IS that adequate stand-alone coolIng

• After the mtenm penod, as the central dIspatch functIon and all of the supplIers and
customers become more SOphISticated, the market relatIOnshIp Will be based on dIrect
transactIons between supphers and customers under bIlateral contracts at both the
wholesale and retaIl levels

Page 6

The electrIC productIon capaCIty and output of the CHP's are mtImately hnked to the thermal
cycle and dIstnct heatmg requIrements For example, the electncal generatmg capaCIty whIch IS
mstalled at CHP2 IS seasonally lImIted m ItS output because approprIate coolIng capaCIty was not
mstalled at the plant wmch would prOVIde for year-around full capaCIty performance

Master Plan - CHPs

The future of central heatmg With respect to market sales and revenues IS not clear As the
natural gas utilIty becomes more of a commercIal busmess, It WIll seek to penetrate the heatmg
market 10 any number of ways Pnvate customers WIll seek and fmd heatmg technologIes whIch
can be adapted to replace central servIce 10 all sectors (reSIdentIal, commercIal, mdustrIaI) of the
heat and steam servIces markets

CHPI and CHP2 provIde the major portIOn ofheatmg energy delIvered to the CIty of ChIsmau,
and CHP North provIdes hot water for heatmg servIces 10 Baltl In ChIsmau, steam servIces to
mdustnal customers, VIa sales to Rapdet, have been reduced through competItIOn from customer
ImtIatives mvolvmg on-sIte steam generation, whIch the customers presumably found more
economIcal than central servIce

DIStrIct heatmg servicesm Cmsmau are mstnbuted through Termocom and Rapdet, State-owned
heatmg utilIty dIstrIbutors The CHP's provIde hot water to these utIlItIes for dIstrIbutIOn
throughout then servIce terrItones, and both Termocom and Rapdet supplement CHP heat WIth
boIlers of theIr own In all other areas of Moldova, dIstrIct heatmg servIces are provIded by
Termocomenergo, another state-owned entIty, wmch, m addItion to heat purchased from CHP
North 10 BaltI, operated apprmamately 220 separate bOIler houses throughout the country, as of
the begmnmg of 1997

The phYSIcal condItion of the central dIstnbutIOn system IS not good, With the qualIty of
msuiation and pIpmg allowmg for large energy and water losses Heatmg IS conSIdered to be a
"socIal good", and normal commercIal buyer-seller relatIOnsmps may not be applIcable for the
foreseeable future m the central heatmg utIlIty servIces

The new energy regulator (see below) has been gIven regulatory authonty and overSIght of
heatmg servIces Tms WIll apply to dIstnct heatmg servIces supplIed under the condItions of a
"utilIty structure" Progress 10 the regulation ofheatmg servIces has been slower than m the
electrICIty sector Notwtthstandmg thIS, market changes WIll contmue to occur whIch WIll have
an effect on the CHP heatmg markets and revenues
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2 4 The Energy Regulator

It IS dIfficult to charactenze generally the relatlonshtp between heat and electrIcIty productIOn m
the CHP's because of the complex econOmIC, techmcal, SOCIal and polltlcallssues Involved

The Repubhc of Moldova has establIshed the NatIOnal Energy Regulatory Agency (ANRE) to
prOVIde econOmIC and qualIty of servIce regulatIon for the heatIng, natural gas and eleCtrICIty
utIlItIes m Moldova

The foundatIOn of regulatIOn begms WIth the Issuance of lIcenses to qualIfied entItIes for the
prOVlSlon ofa vanety of servIces In the electrICIty and heat sectors, ANRE wIll lIcense
qualIfied entItles to prOVIde the followmg

Page 7Master Plan - CHPs

ElectrIcltv
- GeneratIon of electncity
- Regulated bulk transmISSIon servIces
- DIspatch servIces and resource aggregatIOn
- Regulated dIstrIbutIOn/delIvery servIces
- Regulated electrICIty supply

(mcludmg customer servIces metenng, meter readmg, bIllIng, customer
account servIces, collectIon servIces, and related servIces)

- Independent (market-pnced) electrICIty supply
(IncludIng customer and load aggregatIon servIces)

capaCIty for the operatIOn of the entIre 240 MW has not been mstalled, and the summer capacIty
IS lmuted by on-sIte coolmg tower capabIhty The plant uses the distrIct heatmg system as a heat
sInk m the WInter and can achteve Its full generatmg capacIty m the wmter when heatmg IS
needed, but not m the summer (ObVIously, thts pomts to a potentIal opportunIty for Installmg
addItIOnal coolIng capaCIty m order to achIeve the total realIzable output of the plant, prOVIded
that the electrIcIty produced IS competItIve m the marketplace)

-
•
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Heattng
- Regulated heat productIon
- Regulated dIstrIbutIOn/delIvery servIces and regulated heat supply

(mcludmg customer servIces metenng, meter readmg, bIlhng, customer
account servIces, collectIon servIces, and related servIces)

The pnCIng regulatton whIch ANRE Will pursue for the utilIttes With monopoly status WIll be
"pnce cap" regulatIon follOWIng the Bntish and some AmerIcan models, With penodlc reVIew of
the fmancIaI perfonnance of the utIlIttes under Its JUrIsdIctIOn In the generatIOn and regulated
supply markets, pnces Will be establIshed by contract, With ANRE approval reqUired for
electrICIty suppltes that are used for captIve consumers supplIed by DISCOS at regulated tarIffs

ANRE's lIcenses demand adherence to certam rules and regulatIons WhICh WIll take the form of
technIcal or servIce qualIty standards (e g , voltage, frequency, reserve reqUIrements), and
customer servIce standards affectmg the rIghts and responSIbIlItIes of both utIlItIes and

Hagler Badly
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Benefits to Customers

Benefits for the Moldovan Government

2 5 Benefits and Challenges lD the New EnVironment

Page 8

• Improved economIC performance and greater OpportunIties for economIC growth
leveraged by Improved electnc servIce avaIlabIlIty, qUalIty and relIabIhty, and by
mcreased energy effiCIency and conservatIOn practIced by all entItles ThIS results, In
part, from the proper pncmg of energy servIces

• ProtectIon of consumer nghts and the publIc mterest through the mvolvement of the
new energy regulator

• Greater access to mformatIOn on energy supply, conservatIOn and effiCIent use

• As the result of access to the developmg portfolIo of supplIers m the open market for
supply, customers can seek therr own arrangements for the energy commodIty, and
then arrange delIvery WIth the gnd company and therr local DISCO

• Improved servIce qualIty WIth respect to relIabIlity, conSIstency, safety, and
responSIveness

• Adequate, rehable, reasonably pnced energy servIces, both from transporters and
from supphers (The term "reasonably pnced" as It IS used here means a regulated
pnce for electrIcIty whIch IS conSIstent WIth pnce levels whtch would result from
markets exposed to condItIOns of healthy competItIon Reasonably pnced energy
servIces should compensate the proVIder for appropnate levels of operatIng and
mamtenance costs, holdmg the company to hIgh standards of effiCIent and effectIve
management, as well as provIdmg for capItal recovery through adequate depreCIatIon
allowances and profits on mvested capItal suffiCIent to proVIde competitIve rates of
return)

Master Plan - CHPs

customers, wInch ANRE WIll momtor and enforce The govermng premlse of ANRE's
regulatIOn IS the balancmg of customer, vendor and publtc Interests, WIth the advIce and mput of
affected entItIes, In the purSUIt of optImal economIC results m the absence of perfect market
competItIOn

Both ANRE and the utIlIties are m the early stages of start-up of the new Industry structure and
regulatory scheme, and are dealIng WIth Issues IncludIng accountmg standards and practIces cost
of servIce formulatIons, appropnate returns on mvested capItal, economIC dIspatch of electncity
supplIes, wholesale market framework, lIcense and tarIff structures,customer bIllmg and
collectlOn practIces and related matters

The benefits of thts restructurmg are mamfold, havmg some effect on every Moldovan They
mclude, but are not hmtted to

I
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Benefits for CHP's

• Managenal mdependence whIch allows management to employ all of Its skIlls and
expenence for the bettennent of the technIcal and finanCIal perfonnance of the
Company WIthout external mterference

• Improved oversIght and control of envIronmental Impacts of energy sector actIvItIes
resultIng from regulatory scrutIny of these entIties, and the abIlIty of the mdustry to
fmance enVIronmental mvestments

Page 9

• Improved econotnlc secunty resultIng from an mcreasmgly healthy and self
supportmg natIve energy Industry

• Better InternatIOnal relatIOns resultIng from thIs mdustry meetmg Its fInancIal
oblIgatIOns

Master Plan - CHPs

• OpportunIty for employees and management to earn reasonable Incomes paId on time,
to achIeve ownershIp In the Company, and to achIeve personal and profeSSIOnal
growth through aSSOCIatIOn WIth the Company

• PosItive Impacts on the natIonal budget resultIng from the financIal mdependence of
the energy sector, and from Improved tax revenues, whIch are expected to grow as the
Industry expands

• Opportumty to market and sell products and servIces whIch satISfy customers,
generate revenues suffiCIent to become finanCIally self-sustaInmg, and prOVIde profits
to the Company's owners

In the matenals whIch follow, we descnbe the deSIred commerCIal busmess enVIronment,
Includmg examples of the new oblIgatIons and opportunItIes whIch CHP's WIll be facmg under
the new structures, so that theIr management teams may assess the approachmg SItuatIOn and act
accordmg to theIr Judgements

What effect WIll these new arrangements, and other changes m energy markets, have on CHP's?
The changes WIll be Immense, and WIll transfonn the busmess throughout ItS entIre depth and
breadth Every functIOn and every employee at all levels WIll be touched by the changes
reqUIred to respond to the new, Improved enVIronment ThIs Master Plan pomts the way forward
and prOVIdes an overvIew ofthe commercIal systems needed However, It IS up to the
Company's management and Its employees to embrace these Ideas and Introduce the speCIfic
changes reqUIred, smce It IS only those WithIn the Company Itselfwho have the abIlIty to make
changes happen Now IS the tune for the Company to begm ItS adjustment to the new market
SItuatIOn
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3 DefmJtlon of "CommercialIzation"

In order for all partIes concerned to successfully pursue and accomplIsh the reqwred
commerCIalizatIOn of the busmess, they first must know what this term means

In general, a commercIal envIronment for busmess IS represented by a voluntary purchase and
sale relatIOnshIp between the buyer and seller In a free, open market (thIS bemg a market whIch
IS open to the free flow of mformatl0n, and one m wmch partICIpants are free to pursue theIr own
self-mterests) A commercIal market IS one m whIch buyers and sellers of goods and servIces
(also called customers and vendors) are free to pursue each other for the purpose of makmg
voluntary transactlOns havmg mutual benefit A successful commercial busmess IS one
acInevmg and mamtammg, over tune, a self-sustmrung, mdependent, non-subSIdIzed finanCial
and economIC condItIOn as a profitable entIty A commerCIal busmess may be state (or pubhcly)
owned, pnvately owned, or Jomtly owned by the state and pnvate owners

For purposes ofthts Master Plan, we suggest the followmg defimtlOn of commerCIahzatlOn

CommerCialIzatIOn IS the work which must be accomplIshed m order to transform
an economic entity IOtO a successful busmess, changlOg ItS current orgamzatlOnal
and operatIOnal capabilities, functIOns and status IOto one which

prOVides high quality services to customers at reasonable pnces
operates effiCiently and m a financially sound manner
recovers the capJtallOvested by Its owners and produces profits on thiS
IOvested capital at competitive market returns

4 Opportumties and OblIgatIOns

The purSUit ofbusmess as a CHP under the new scheme of corporatizatIOn, commerCialIzatIOn
and regulatIOn WIll be mterestmg and challengmg LIsted below are some of the dutIes,
responsIbIhnes and opportumties of the new CRP

4 1 EstablIsh an accurate, responSIve and TImely accountmg system whIch employs
mtematlOnally accepted accountmg standards and practIces TIns system IS needed to
accurately adVIse the Company's owners of the status of theIr Company, to proVIde
management WIth reqUIred mformanon for the operatIOn of the busmess, to prOVIde the
NatlOnal Energy Regulatory Agency (ANRE) and other regulatory agenCIes With
mformatIOn they may reqUIre and to comply With Nanonal Accountmg Standards and
generally accepted mternatlOnal accountmg standards (lAS)

4 2 AcIneve profitabIhty on a stand-alone and non-subSIdIzed baSIS

4 3 Improve cash flows and access to external capItal adequate to proVIde finanCial resources
needed for system repaIrs, changes and Improvements

Hagler Badly
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4 4 ProvIde hIgh qualIty electnclty servIces to customers, among whom Will be DISCOS under
stnct regulatory gUIdelmes for quahty of servIce mcludmg voltage and frequency stabIhty,
adequacy, aVaIlabIlIty, rehabIhty and so forth Tlus creates both obhgatIOns and
opportunItIes for the CHP's

4.5 Respond to competItIOn among the CHP's and With other generators for customer busmess
ThIS competitlOn may be a reahty m the near future for two reasons

• The DISCO'S Will contmue to be responsIble for purchasmg electncIty on behalf of
theIr customers, and Will be reqUIred to show regulators that the purchases are prudent
and made at pnces as low as reasonably possIble

• CHP management may dIscover new customers and users for CHP productIOn, and
may Implement system changes and Improvements whIch enhance the productIOn
capabIhties of plant systems

46 Scan the busmess enVIronment on the Company's behalf on a regular baSIS to IdentIfy and
deal WIth opportunItIes and threats Make aggreSSIve use of the Company's strengths, and
aggressIvely attack the Company's weaknesses, In order to enhance the performance of the
Company Plan and execute the Company's present and future

4 7 As part of 4 6 above, keep very careful track of developments m the natural gas and
bUIldmg heat markets m order to remam competItIve and to modIfy busmess strategy as that
enVIronment changes

5 Goals of CommercIalIzation for the CHP Company

CommercIahzatIOn of CHP Will proVIde Improved finanCIal, operatIOnal and market performance
through achIevement of the follOWIng goals

a) Understandmg and acceptance on the part ofCHP management of the concepts of,
and practIces assocIated With, commercIal markets and profitable operatlOns,

b) AdoptIOn of a new orgamzatIonal purpose and structure whIch are compatIble WIth
and condUCIve to commerCIal operations,

C) AdoptIOn of new accountIng and finanCIal pohcles and practices, mcludmg but not
hmited to, lAS accountIng, capItal asset management, ngorous fmancial analySIS of
mvestments, adoption of MIS concepts and systems,

d) Adoption of new marketIng pohcles and practIces, and new relatIOnships WIth
customers,

e) AdoptIOn of new pohcIes, procedures and contractual arrangements for procurement
of productIon mputs, and promotIon and sale of products and servIces
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g) ProductIOn ofheat and electrIcal energy at the lowest reasonable costs possIble,

• It provIdes mfonnatlOn and stImulates tlunkmg, and

The Master Plan IS an Important step In prepanng the company for operatIon as a commerCIal
entIty under pnvate sector ownershIp There are two purposes for the Master Plan

• It provIdes gUIdance, actlOn steps, and an executable plan for the
accomplIshment of the above goals

Page 12

t) Understandmg and use of the new market and regulatory structures whIch Will be
Implemented In the RepublIc of Moldova

h) Improvements m the perfonnance (effiCIency, heat rate, avaIlabIlIty, operatIonal
fleXIbIlIty, relIabIlIty, enVIronmental senSItIVIty, etc) ofCHP m both the heat and
electncal productIOn modes,

Master Plan - CHPs

The prllDary strategy of the Master Plan, and the central theme of the commerCialIzatIOn
effort, IS a revolutIOn In the busmess culture and philosophy ofCHP's people through leadershIp
example, educatlOn, traImng, and personal conumtment to the success of the bUSiness

IntertWIned WIth these commercializatlOn goals, and In many ways dependent on them, are other
techmcal, management and financial goals WhICh relate to Improvements In the operatIon and
perfonnance of CHP Itself These mclude, but are not lImIted to

I
I
I
I
I
I
I
I
I
I
I

1) Engagement of the CHP staff m achIeVIng the commerCIalIzatIOn and performance
Improvements at the faCIlIty,

I
I
I
I
I

J) OperatIon of CHP as an Independent, self-sustammg, finanCIally VIable busmess,
earmng a reasonable return on mvested capItal, and/or a reasonable profit on
operatlOns

The pursmt of all of the goals above, IncludIng the techmcal and finanCial goals represented by
Items g through], and other goals which CHP management WIll Identlfy, are fully conSIstent WIth
and prOVide an Important foundatIOn for the future preparatIOn, approval and executIon of a
Busmess Plan for CHP

ImplementatIOn of thiS Master Plan !!2!!: Will prOVide a necessary step for the
Company to achieve commerCial operations and pursue prospenty In the emergIng
busmess enVironment, and, after pnvatIzatlOn, to assist the new owners In
preparIng and executIng a busmess plan which wIll complete the Company's
transitIOn to a fully commerCialIzed busmess
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Nonetheless, Improvements WIll be observable and most WIll be measurable The goals set forth
m thIs Master Plan WIll lead to Improvements wluch WIll mcrease the value of CHP to potentIal
mvestors by makIng It a more commerCially deSIrable busmess

ThIs thud kmd of measure of success IS somewhat more dIfficult to define For example, how
"new" should the new accountIng and fmanCIal polICIes and practIces be? They should be
dIfferent from current polICIes and practIces, comply WIth NatIOnal Accountmg Standards and
they must be "new" enough so as to produce sIgmficant, measurable Improvements

Learmng IS usually a gradual process, lmuted by the maxunum rate at whIch one can absorb new
mformatIOn, even when preSSIng the lImIts of tolerance EstablIshIng challengmg but achIevable
goals IS the art ofmanagement How fast commercialIzatIOn IS accomplIshed and where CHP
WIll be at vanous tImes from the start of the process WIll depend on management's tolerance and
acceptance of change, and the effectIve ImplementatIOn of changes at all levels of the
organizatIOn

Page 13Master Plan - CHPs

6 MeasurIng the Benefits of CommercIalIzatIon - DefinIng Success

The measure of success of the Master Plan WIll follow unmedlately from the achIevement of the
goals lIsted above Some of the measurements WIll provIde self-evIdent, objectIvely determmed
results, as WIth the adoptIon and use of a model or models for ngorous financial analysIs Other
measurements WIll be largely subJectIve, as WIth management's understandmg and acceptance of
commerCialIzatIOn concepts and practIces, but may be observed In Improvements In business
performance over tIme IneVItably, evaluatIon of some results WIll lead to a measurement where
success, as beauty, WIll be m the eye of the beholder, and wIll vary by degree

7 Background on The Moldovan Power Sector

Moldova IS the second smallest country of the former SOVIet bloc, WIth a populatIOn of 4 3
mIllIon, of WhICh 3 6 mIllIon reSIde In Moldova proper (nght bank regIOn) and a7 mIllIon reSIde
m the Transdmestre (left bank regIOn) Its economy IS prImarIly agrIcultural, enJoymg a
favorable clImate and fertIle SOlIs The country has suffered armed ethnIc conflIct on the left
bank of the River Dmestre and subsequently the Transdmestre RegIOn has become effectIvely
mdependent of the Moldovan RepublIc

Moldova's economy IS dependent on mter-regIOnal trade As the country Imports almost all of
ItS fuel, It IS suffenng from fuel pnce mcreases Imposed smce mdependence by RUSSIa, ItS mam
supplIer Fuel IS also obtamed from Ukrame, Belarus and Kazakhstan Payment to supplIers IS
very poor due to upstream dIfficultIes In funds flow from customers Due to ItS economIc
dIfficultIes, Moldova constantly faces severe fuel restnctIons

NatIOnally, there IS WIdespread IneffiCIency In utlhzatIon and a general waste of energy
(maccurate real pnce SIgnals have contrIbuted sIgmficantly to tins problem) CapItal to fund
energy effiCIency mvestments IS not avaIlable, except through occaSIOnal fundmg ofpIlot
projects by donor agenCIes GIven that fuel costs are relatIvely mgh, there IS conSIderable
mcentIVe, from an economIC perspectIve, to Improve effiCIency throughout the energy sector

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
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I
I



Master Plan - CHPs Page 14

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

The electnc energy sector, wruch IS an essential element of the Moldovan economy, IS m a state
of contmumg bankruptcy The amount of outstandmg debt to a vanety of credItors IS enormous
growmg, and a senous threat to Moldova's economy and pOhtICal mdependence The energy
sector of the RepublIc ofMoldova was an mtegral part ofthe regIOnal energy systems of the
fonner SOVIet Vmon, and many facIlItIes were bUilt With the mtentlOn of supplymg demand
outSIde of Moldova

The low rates of bIll collectIOns from customers, the vanety and number of SUbsIdIzed
customers, very bad dIscIplIne of payments from State budgetary orgaruzatlons, and use of
servIce tanffs whIch recover revenues lower than actual costs, aggravate the finanCIal
dIfficultIes Added to thIs IS the apparent loss of money at every pomt m the movement of funds
from customers through dIstnbutIOn comparues, through the central gnd company,
Moldtranselectro, to the generatIOn comparues

Moldova's electnc energy system has become defiCIent m mstalled capaCIty and electnc energy
generatIOn The Moldtranselectro Company, whIch currently aggregates energy supply for
dIstrIbutIOn, applIes no ngorous economIC analySIS m generatIOn dlspatchmg There are no
transparent techrucal or economIC mcentIves to lower productIOn costs In Moldova's electnc
system

The sole IndIgenous supplIer of electrICIty IS the hydroelectrIC generatmg statIOn at Costestl (16
MWe) ThIs IS a "run of rIver" productIOn facIlIty, and therefore Its productIOn IS a dIrect
functIOn of water avaIlabIlIty ofthe Prot River

There are a total of four State-owned power stations In Moldova Costestl (16 MWe), CHP
North m BaItI (24 MWe), CHPI (52 MWe) and CRP2 (240 MWe) All of the CRP statIOns are
combmed heat and electnc power generatIOn facIlItIes These State generatIon comparues are
starved for cash for salarIes, fuel, mamtenance and rehabIlItatIOn, or Improvements to faCIlItIes
In addItIon there IS about 50 MWe ofmstalled capaCIty m combmed heat/power facIlItIes of
sugar processors

The capaCIty mstalled on the east (or left) bank of the Dmestre River at the now abenated
MoldovaskayaGRES faclhty conSIsts of apprOXImately 950 MWe of mstalled capacIty, haVIng a
true capabIlIty ofapproXImately 500MWe, mcludmg a 48 MWe hydroelectrIC generatmg statIOn
at Dubasan The systems on the east bank were orIgmally constructed to prOVIde 2400 MWe of
capaCIty ThIs capaCIty prOVIdes energy to both the nght and left banks of Moldova, but It IS
reported to contInue to detenorate over tIme from lack of proper mamtenance, and ItS rehablhty
IS not predIctable

The capaCIty and energy demand and supply statIstICS for 1997 for the RepublIc are shown m the
dIagrams below (nght bank only)
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Moldova Power Sector

1997 Supply
1997 Supply equal 4,657 million kWh
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8 ObjectIves to Achieve the Master Plan Goals - An ActIon Plan
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The ObjectIves descnbed In tlns sectIon relate dIrectly to the goals hsted In sectIOn 5 LIsted
llnmedlately WIth each goal below are the actIons recommended to achIeve the goals

SpeakIng generally, the smgle most Important factor for achIevmg deSIred change 10 the culture,
plnlosophy and habIts of an enterpnse IS the people mvolved 10 the enterpnse The enterpnse IS
changed best and fastest In one of two ways eIther the people change theIr thmk10g and habIts
by adoptmg and practIcmg the new phIlosophy, or the people 10 the enterpnse are changed,
replaced by people who bnng the habIts and practIces of the new phIlosophy mto the enterpnse
ThIs IS true because It IS the enterpnse's people who make the enterpnse effectIve and
successful, or not Therefore, very heavy emphasIs on the people of the enterpnse WIll be
reflected m the ObjectIves below

a) Understandmg and acceptance on the part of eHP management of the concepts of, and
practIces associated with, commercial markets and profitable operatIOns

I Management must be provIded WIth defimtIOns of the vanous tenns bemg used 10 thIS
matter

11 Management must be proVIded WIth explanatIons of the uses and contexts of the tenns
beIng used m tlns matter

III Management must be gIven clear and convmcmg reasons and arguments for acceptmg
and ImplementIng commerCIal busmess concepts and practIces These may take the fonn
of examples of and VISIts to successful commerCIal busmesses

IV ASSIgnment to the managers of CHP ofbusmess goals and ObjectIves whIch requIre
the ImplementatIon of commerCIalIzatIOn concepts and practIces WIll help to focus
management's attentIOn on them

v Employees should be encouraged to partICIpate m the exammatIOn and change of
polICIes, practIces and procedures thus allowmg them to gam personal understandmg of
and attachment to the new ways ofdOIng busmess

VI Further personalIzatIOn ofthe concepts and practIces WIll be accomplIshed through the
offer of ownershIp m CHP, which IS proposed as part of the change of ownershIp to
pnvatizatIOn By bemg owners of the enterpnse, management (and all employees who
chose to become owners) Will have a personal connectIon WIth Its success

b) AdoptIOn of a new orgamzatlOnal purpose and structure which are compatible With and
condUCive to commercial operations

I OrganIzations should be structured around groups of tasks and dutIes whIch have been
IdentIfied as Important to the successful operatIOn ofthe system as a commerCIal
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busIness Successful orgamzatIOns must be composed of people who can perform the
tasks and dutIes CommerclahzatIOn requITes expansIon of Important tasks and dutIes
beyond the usual technIcal focuses of a dIstnct heatIng and electncal generatIOn factory
Successful commerCIal operatIOns strongly suggest the goals of "effiCIency", "lowest
reasonable costs for heat and electnclty", and "finanCIal Independence and profitablhty",
among others The orgamzatIOn must buIld a structure, and then staff that structure With
people who have the skIlls and capabIlItIes whIch Will achIeve all of the appropnate
goals

II EXIStIng departments may be gIven new or dIfferent responsIblhtIes based on the new
goals EconOmIC and finanCial dnvers, whIch are themselves dnven by customer
satisfactIOn and revenue productIOn, could be Important m ways that have not been
Important In the past ThIs means that redIrectIon and reorganIZatIOn of eXIstmg
departments may be necessary New departments may be needed whIch had not
preVIously eXIsted Tasks whIch In the past were not Important or necessary Will be
needed under the new structure and goals ThIs means new departments WIll need to be
created FInally, some tasks and dutIes wIll be found to be unnecessary or unImportant
These departments should be elImmated, and personnel reaSSIgned If pOSSIble

III Expenmentatlon With orgamzatIOnal structure, and recruItment ofpeople haVIng
expenence and background whIch are new or unusual to the eXIstmg organIZatIon (but
necessary to the achtevement of the goals) Will be reqwred

IV Examples of departments and skills whIch may be new to the CRP structure mclude,
but are not lImIted to cost accountmg, fmancial analySIS, marketmg and sales, customer
servIces, bIllIng and collectIOns, performance engmeermg, procurement, lllternal
auchtmg

c) AdoptIOn of new accountmg and fmanclal pohcles and practIces

I The standards for accountmg under the new commerCIal and pnvatlzed companIes Will
be the Moldovan NatIonal Accountmg Standards whtch comply With generally accepted
mternational accountmg standards or "lAS" In addItIon, It IS antICIpated that ANRE WIll
Impose ItS own chart of regulatory accounts on the mdustry to proVIde the mformatIOn
reqUired for effectIve regulatIOn ThIS Will mean retraInIng for eXIsting personnel, or
perhaps reCruItment ofnew personnel, so that these standards can be Implemented and
used at CRP

II For CRP, finanCIal management may be an entIrely new dlsclplme It reqUires the
adoptIOn of finanCIal analySIS tools whtch are a functIon of the partIcular nature and
needs of the busmess or the partIcular problem at hand Some level ofmutual
understandIng among commerCIal busmesses, and some level of agreement on terms,
defimtIOns and contexts, should be establIshed for purposes of effiCIency and ease of
transactIOn analySIS Gwdance on thIs matter should be sought from eIther the
ASSOCIatIon ofProfeSSIOnal Accountants and AudItors of the RepublIc ofMoldova, or the
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Department ofFmance and Fmanclal AnalYSIS of the Academy of EconomIc StudIes of
Moldova

A very Important pomt here IS that commercIal operation goes hand m hand WIth
financIal self-sufficIency The regulated company WIll be requued to JUStIfy mvestments
and mamtenance programs WIth regulators m order that these costs be allowed for
recovery through tanffs The unregulated company must follow an mternal dlsclphne
wmch reqwres that mvestments and nnprovements pay for themselves through mcreased
revenue or reduced cost The revenue mcrease or cost savmg IS the basIs for repayment
of any mvestment which IS mcurred to make the Improvement In the case of eIther
company SItuatIOn (regulated or unregulated), Improvements and expendItures must be
exammed through the companson of the cost mcurred versus the benefit acmeved
Naturally, there are SItuatIOns where other CrItena should be employed m addItIon to any
financial cost/benefit analysIs, such as expendItures requued by law, those reqwred to
meet safety standards, or those of such a small SIze that the cost does not ment a detaIled
analysIs

In the case of the regulated busmess, It may be that the revenue mcrease or cost savmg IS
suffiCIent to prevent an mcrease m tanffs, or so benefiCial that tanff pnces could be
reduced

DeSIrable capItal projects WIll be many and vaned and the total amount reqUIred at any
one time Will usually exceed the avaIlabIlIty of funds In order to determme wmch
projects should receIve fundmg fust, the costs and benefits of each project should be
IdentIfied, analysIs should be performed wmch provIdes the mternal rate of return, net
present value or some other valuatIOn measure for each proJect, and then the projects
should be ranked from mghest to lowest valuatIOn All else bemg equal, the projects WIth
the hIghest valuation should be undertaken first

We provIde a SImple example of a system Improvement analYSIS m the Annex HI tItled
Meter Exchange Proposal WhIle trus example uses dIstrIbutIOn metermg as the object
ofthe analysIs, ItS subject, financIal analySIS, IS unIversally appropnate to any busmess,
and thus we offer It here for mformatIOn

Clearly, the organIzatIon needs to tram Its people m order to obtam the knowledge and
expenence to perform such analyses In addItIOn, the orgarnzatIOn needs people who can
promote the Company's mterests m the vanous fmancIaI marketsm order to obtam access
to needed capItal

d) AdoptIOn of new marketmg poliCies and practices, and new relatIOnships WIth
customers

I CommerCIalIzatIOn requues customers who are WIllmg to pay for CHP's products and
servIces (tms IS "downstream", "output" or "product" marketmg) At the same tIme,
CHP WIll contmue to reqillre the acqillsitIOn ofproductIOn mputs (espeCIally fuel) for
ongomg operatIOns (tllis IS "upstream", or "mput" marketmg) In the case of output
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marketmg, CHP IS the marketer and seller to Its customers, m the case of mput
marketmg, CHP IS the reCIpIent of marketmg and sellmg by Its supplIers and vendors
(CHP IS the customer) It may be that these commercial relatIOnsmps w111 need to be
establIshed If they already eXIst, they Will reqUIre care and mamtenance Pohcles and
standards of practIce must be establIshed wmch frame all of these busmess relatIOnsmps
as profeSSIOnal, etmcal, arms-length, and free of COnflICt of mterest A culture of
customer servIce and satlsfactIOn must also be fostered m order that CHP estabhsh and
mamtam a good commercIal reputatlon

II Downstream sales to customers Will be governed by market forces for the sales of
electnclty and heat, subject to regulatory overSIght As a general rule, all sales should be
made at pnces whIch exceed productIOn costs (short-term vanable productIOn costs), and
pnces should be set (sometlIDes through negotiation) m the range between the market
aval1able pnce as a ceIlIng and the short-term production cost as a floor Long-term sales
should be made at pnces wmch meet or exceed total productIOn costs, mcludmg a return
of (e g depreCiatIOn expense) and return on mvestment

Wlthm applIcable regulatory constramts, pncmg rules and polICIes must be establIshed so
as to proVIde marketmg flexIbIhty for customer and revenue capture, and to Insure
mcome optImIzatIOn for CHP At a mmImum, CHP may use long-establIshed margmal
cost, mcremental cost, and/or average cost methods for estabhsmng ItS pncmg polICIes

III RelatIOnsmps With transporters Will also be Important, sInce they stand between CHP
and the customer, and the transporters' servIces WIll have an enormous Impact on servIce
qualIty and relIabIlIty for ultImate customers In additIOn, CHP must have contractual
relatlOnsmps whIch assure that transporters Will take heat or electncity for delIvery to
downstream users Such "mterconnectIOn and service" agreements must be prepared,
negotiated and executed as an mtegral part of Implementmg commerCIalIzatIOn

e) Adoption of new pobcles, procedures and contractual arrangements for procurement of
productIOn mputs, and promotion and sale of products and services

I CHP must deCIde on the level offormahty, documentatIon and control It WIshes to have
for all ItS transactIOns, both upstream and downstream Tlns IS usually In the purvIew of
the ClnefAccountant, but SImple and repetItive transactIOns should be handled With
routme and Simple documentatIOn Levels of authonzatlOn for commitment of CHP
resources by employees, both for sales and purchases, must be establIshed and enforced
Tlns can be accomplIshed through the use ofa small array ofpurchase or sale forms or
documents wlnch vary m compleXIty and SIgnature authonty as the SIze of the finanCial
commItment vanes, With lngher levels of commItment requIrIng lngher levels of
SIgnature

Unusual and sIgmficant long-term commItments should be made through speCIal
contracts which are speCIfic to the purpose
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II Pohcles must be estabhshed which govern the purchase of goods and servIces For a
gIven SIze ofexpendIture which IS of sigruficance to CHP's operatIons, It may be
appropnate to reqUIre a scan of the market for the good or servIce In order to get
comparatIve cost figures Whenever possIble, competItive bIddIng for SIzable or long
term purchases may be appropnate, as In the case of fuel supphes

Ill. It may be appropnate to form small teams or COmmIttees representIng affected
departments WIthIn CHP to analyze and prepare proposals for speCial purchases and/or
sales, and for specIal projects WIthIn CHP Use of such teams would not replace the need
for specIal contracts, but would precede them Such teams should gIve a more thorough
reVIew of proposed actIOns through representatIOn by appropnate mternal departments

IV. PromotIOn and sale of products must be governed by the same polICIes and standards
mentIOned In 6 d I above The cost of these actIVIties must be governed by budgetary
conSIderatIOns, which should be partIcularly senSItive to expected revenues

t) Understandmg and use of the new market and regulatory structures which will be
Implemented m the RepublIc of Moldova

I SInce CHP WIll operate wIthin the law and regulatIOn beIng created In parallel WIth the
commerCIalIzatIon effort, management must famthanze Itself WIth these and adapt
Company operatIOns to these new legal structures

II CHP should propose and partICIpate m modIficatIOn of law and regulatIOn to the
benefit of CHP and ItS customers Management should not feel Itself constraIned by
current law and regulatIOn, but rather should promote and support changes whIch WIll
prOVIde demonstrable benefits to the affected partIes

III CHP should present tanffs and other proposals for reVIew by ANRE for products and
servIces which were not antICIpated at the commencement of regulatIOn

9 Implementmg the Objectives

We agam emphaSIze the Importance of the new organIzatIOnal structure, but we subordInate thIs
to haVIng the correct people WIth the correct attItudes In the structure who exerCIse and employ
the skills and knowledge reqUIred for full, successful commerCIalIzatIOn The orgaruzational
structure can aSSIst employees to work more effectIvely and efficIently, but It can accomplIsh
nothIng by Itself

The key to success at CHP, as WIth any orgaruzatIon, IS engendered m three thmgs a thorough
understandmg by the leaders and managers of the Company of a SImple, clear purpose and
assocIated goals for the orgamzatIOn, COmmItment by the leaders and managers to execute the
actIons necessary to achIeve the purpose and goals, and, placement and empowerment of the
necessary people With the reqUIred skills m appropnate pOSItIons for accomplIshment of the
purpose and goals
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Objective 8 a, to some extent, IS one wlnch either CHP has already accomphshed or It hasn't
In other words, eIther leaderslnp and management walk and talk commerCialIzatIOn m theIr
work, or they don't Tlns matter IS somewhat cultural, espeCIally m the financIal and economIC
senses of the word If semar management has the culture, It can use the suggestIOns mentIOned
above (traImng, OrIentatIOns, examples, aSSIgnments and ownerslnp) to moculate others m the
organIzatIOn With the culture Or, key members of the staffmay be replaced m order to brmg
management more In hne WIth the new thlnktng But, people follow and learn by example, and
the example should come from the top

Objective 8 b WIll be accomphshed when the Company deSCrIbes those purposes and goals
wlnch reflect a commercIal enterpnse CommercIahzatlOn was defined, at least as a workmg
example for purposes of the Master Plan, m SectIOn 3

We suggest that the orgamzatlOn be structured and staffed around the most Important actiVIties of
the Company, as follows

1 OperatIOns, WhICh produces heat and electrIcal products and servIces

2 Marketmg and Sales of the products and servIces, and Customer Services, wlnch
support ongomg good customer relatIOns

3 Accountmg And FmancIaI Management, wlnch prOVIde the finacIal control and
scorekeepmg for the company

4 Planmng, wlnch antICIpates the future condItions and enVIronment for the
company, and helps prepare the company for future success

5 Support Services, WhICh faCIlItates and aSSIsts all other actIVItIes m the
accomplIshment of theIr work

Attached as "Suggested FunctlOnffasklResponslbddy Structure - CHP" IS a lIstmg of, and a
suggested organIZatIOn of, functIOns and sub-functIOns for use by CHP m organlzmg Itself

Based on our detaIled dISCUSSIOns of organIzatIOn structures WIth the General Duector and staff
of CHP 2, we present below some speCIfic conSIderatIOns and observatIOns for the conSIderatIOn
ofall CHPs

• The Tanffs and Regulatory Interface Group should be aSSIgned to the Accountmg
Department because the vast maJonty of the mformatlOn wluch they use IS denved
from accountmg records Also, the regulator WIll reqUIre theIr work to be based on
lnstoncal, rather than future prOJected, data

• Payroll Accountmg should be aSSIgned to the Accountmg Department because the
nature of tlns work IS entIrely accountmg work, and labor costs, after fuel costs, have
the greatest effect on the books and records of the company
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• The Budgetmg Group may report to eIther the ChIefAccountant/Controller or to the
Cluef ofPlanmng The chOIce depends on how one VIews theIr work For example,
budgetmg could be saId to be essentially a plannmg functIOn Or, It could be saId that
the budget system IS one of the greatest users of the standards and systems created for
purposes of accountmg, and that vanance reportmg IS eaSIest when the two systems
are IdentIcal

• Fuels management may report to eIther the Cluef of Marketmg or to the Deputy
Drrector for Production As the market capablhtIes of CHP expand to mclude
replacement purchase of electnclty m heu of runnmg CHP productIOn, or the
purchase and sale of electnclty for others m the open market, thIs pOSItIOn Will look
more and more hke a marketmg Job than a production Job

• Management Information Systems (MIS) are usually dnven by accountmg
information WIth substantIal mputs from the productIOn unItS and marketmg unItS
MIS also usually mcludes analytical operatIOns whIch combme techmcal and
accountmg, or techmcal and sales, information mto meanmgful management control
InformatIOn Therefore, we suggest that MIS be placed mto the Accountmg
Department

• In case It IS not produced now, an annual Busmess Plan should be prepared by the
Planmng Department wmch descnbes the expected future of the heat and electrICIty
markets, and other related energy markets, and presents the operatIOnal and marketmg
plans for the Company for the next planmng penod

• The TelecommumcatlOns Vmt may eIther reSIde m the Support ServIces Group, or m
the Production Group Smce telecommumcations IS a support servIce m most
orgamzatlOns, It could be aSSIgned there On the other hand, If the ProductlOn Group
makes extenSIve, and even the dommant, use of the telecommumcatIOns systems, It
may make sense to place It m that group

• The Procurement Group could be attached eIther to the department wmch makes the
most use ofthls department, wmch IS probably the ProductIon Department, or to the
department wmch could prOVIde procurement for the entIre Company, wmch IS the
Support ServIces Department A natural COnflIct also arIses m the locatIOn of fuel
procurement servIces group

Objectives 8 c, 8 d, 8 e, and 8 f are best accomphshed by the re-organIzatIon of the Company,
and the aSSIgnment of people to the structure who have the needed skIlls and knowledge

Of speCial note 18 the need to embrace and fully lffiplement a sound accountmg system, wmch IS
capable of bemg regularly and easl1y audIted, and the accuracy of whIch becomes the personal
responslblhty of the CmefAccountant/Controller Tms system must regularly report to
management, regulators and mvestors the fmanclal condItIOn of the firm The system must be
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capable of supportmg whatever analysIs management belIeves It reqUITes m order to meet the
goals and ObjectIves of the busmess

10 Human Resources

101 IdentIfication of People wIth Needed SkIlls and Knowledge

We beheve the best way to accomphsh the deSIred results IS by placmg good people m the
orgamzatIOn and gIvmg them good mstructIOns ThIs reqUIres a) Careful draftmg and
evaluatIOn ofjob descnptiOns whIch provIde all of the skIlls and knowledge requIred for the new
busmess system, b) Careful advertIsmg of pOSItIOns, candIdate screerung and hIrIng, and, c)
Good, clear mstructlon on work expectatIons, and regular reVIew and follow-up to msure
mstructIOns are understood and carned out Steps a) and b) WIll allow management to recruIt
and/or re-tram appropnate candIdates for the pOSItiOns needed to plan and operate the busmess
successfully

We are supplymg attached a "Skeletal Model of the Job DescnptlOn" and an array of
completed "Draft Job DescnptlODs" for conSIderatIOn and use by CHP Most of the skIlls and
knowledge needed for success are probably already resIdmg m CHP staff In some cases, skIlls
may need to be polIshed or brought up to date In other cases, new people exlubltmg new skIlls
must be acqUired

102 RecrUltmg and/or Re-Trammg the Necessary People

If CHP IS already blessed WIth the requITed skIlls (and thIS IS a reasonable assumptIon smce CHP
has been m operatIon for some tIme), recruItmg of outSIde people IS not needed, or needed on a
IIrmted baSIS However, the only way to determme thIS IS through an mventory of eXIstmg skIlls
If not already III eXistence, such an mventory must be made (Such an mventory could be an
ongomg responSIbIlIty of the Management InformatIon System (MIS))

As can be seen from the suggested Draft Job DescnptIOns, personal traIts are sometImes as
Important as technIcal expertIse As mdIcated, personal traIts reqUire sUbjectIve judgements
about people Therefore, an mventory of these charactenstIcs as they reflect the eXlstmg staff of
CHP IS also necessary

Under the assumptIOn that new people WIll be needed, or eXIstmg people wIll need re-traImng,
the cntical questIOns whIch need management's attentIOn are

- Where can we get the needed people, what WIll they cost, and when can they go to
work?

OR
- Who IS capable ofbemg re-tramed for the new responSIbIlItIes, and how fast can we do
It?

If tIme IS Important to success, than re-trmrung may not be an optIon
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New accountmg systems, management mfonnatIOn systems, customer bIllmg and accounts
systems, sales reportmg systems and all of the other systems needed to support the new busmess
style, are not completely defmable or capable ofbemg estimated for cost

Dependmg on the Judgement ofmanagement, these systems may not reqUIre that fully artIculated
computer based eqUIpment and systems be acqUIred and Installed In fact, It IS probably better to
adapt eXIstmg systems or create necessary manual systems to partIcular purposes, and use these
as models for more sopmsticated systems to be acqUIred later as needed In addItion, as new
people are mred or eXIsting people are re-tramed, they Will be learmng about systems whIch they
WIll Wish to adopt or aVOId, dependmg on theIr preferences and expenences ThIS mfonnatIOn
should be used posItively m the deSIgn and purchase of expenSIve mechanIcal or electromc
systems

The recommendation here IS that management focus on eXIstmg resources wmch should be re
adapted to dIffenng reqUIrements As funds permIt, as needs change, and as a new owner comes
mto the pIcture, more sophIstIcated systems should be conSIdered pursuant to careful cost versus
benefit analyses

12 Schedule and Budget

A plan IS mcomplete WithOut a suggested target for completIOn of ImplementatIOn Our
experIences come from dIfferent SItuatIOns and we can prOVIde only an estimate or educated
guess relatIve to time Nonetheless, management should Impose upon Itself a planned date for
completIon of Implementation

The budget for these actIOns depends on how and how fast management plans to reach the target
We cannot be of speCIfic aSSIstance here, but can suggest the factors wmch WIll mfluence the
budget msofar as thIS effort IS concerned Management WIll not be surprIsed that the smgle
bIggest new expense at the outset Will probably be eIther new people or traImng costs, followed
by new support systems

For the sake ofbegmmng the dISCUSSIOn of proJect schedule, we suggest that twenty-four months
be set as the target for the completion of re-staffing, re-traImng, re-organIzatIOn, and the
begmnmg of commerCIal operatIOn ThIS does not mean that profitabIlIty be reqUITed to be
achIeved by that time, but that the busmess IS begun to be operated as a profit center by that tIme

How wIll the proposed schedule for CommercializatIOn relate to the planned schedule for
PrIvatIZatIon? We understand that prIVatIzatIOn of the vanous enterprIse companIes deSCrIbed
m SectIOn 2 IS planned to occur by the end of first quarter, 1999 Clearly, thIs IS earlIer than we
antICIpate havmg the commerCIal revolutIOn of CHP completed ThIS should be neIther
surprIsmg nor alarmmg
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The pnvatizatIOn process wIll mvolve ValuatIOn ofthe busmess and predIctIOn of Its future
busmess prospects, recruItment of mvestors, offer of sale and receptIOn of offers for purchase,
and negotiatIOn and closmg of the sale These tasks can be accomplIshed wlthm a reasonable
penod of tIme because they are somewhat ObjectIve m nature, and people With expenence m
executmg the tasks wIll be deeply Involved In them

CommercIahzatIOn IS a much more subjectIve process because It mvolves motIvatIOn of the
enterpnse's people and changmg the enterpnse's busmess culture, m addItIon to recruItment and
trammg of the people to possess the skIlls and knowledge needed for commerCial success
Successful accomplIshment of commerCialIzatIOn wIll naturally take longer than pnvatizatIOn
And, m the case ofthe CHP enterpnses, the pnvatizatIOn process has already begun, wmle
commerCialIzatIOn IS only m ItS conceptIOn

Investors Will be mterested m knOWing the condItIOn of the busmess not only from a financial
perspectIVe, but also from a management perspectIve Investors Will look WIth favor on
enterpnses wmch show strong eVIdence of sound and aggreSSIve plans and actIons for the
acmevement of commercIalIzatIOn (ThIS IS one of the purposes and uses of the Busmess Plan )
They wIll tend to value such enterpnses more hIghly because less, If any, remedIal work With the
busmess structure Will be necessary and less, If any, reorgarnzatIOn, trmmng and reassIgnment of
staff Will be reqUlred Investors Will not be reqUlred to themselves InstIll the commerCial culture
If It already eXIsts m the organIZatIon CommerCial enterpnses have more mtnnsiC value than
enterprIses wmch do not operate as busmess entItIes

13 The Next Steps

As recommended above m SectIOn 5, tills Master Plan should be executed now and a Busmess
Plan should be drafted In the foreseeable future Each plan should be communIcated In ItS tIme
to the entIre staff of CHP The Busmess Plan should IdentIfy all of the goals whIch management
mtends to accomphsh over the next planmng perIod (Busmess Plans usually have a term of one
year for busmess operatIOns, WIth longer term components for those matters wmch reqUIre longer
tImes to accomplIsh, for example major capItal Improvements)

The topIcal areas suggested for the CHP Busmess Plan mclude, but are not hmlted to, the
follOWing

• A VISIOn (verbal pIcture or deSCrIptIon) ofhow the busmess Wishes to be seen

• A descnptIOn ofwhat the company IS domg to fulfill the VISIOn

• A statement of the SItuatIOn (status and condItIon of the company, the bUSIness
enVIronment and markets m wmch It operates now, and predIctIOns for these m the
future ThIS should Include a dISCUSSIon of the busmess strengths and weaknesses of
the firm, and the opportunitIes and threats It faces)
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FInanCial performance (return on mvestment, debt reductIOn, etc)
TechnIcal performance (system changes and Improvements, output
Improvements, cost reductIOns, etc )
Market performance (share of market, customer gro"Wth, commodIty sales growth,
revenue growth, product development, etc)
Customer goals (customer satisfactIOn, busIness name recogmtIOn, reputatIOn
Improvements, etc)
CommerCialIzatIOn ImplementatIOn
CommumcatIOn plans (With whom, message, purpose, etc)
Other areas as agreed by dIrectors and management

• ObjectIves for accomplIshment of the goals (actIOn steps)

• ASSIgnments and schedules

• Budgets and other controls

We have speCially hIgWIghted the ObjectIves as actIOn steps above because the BUSIness Plan IS
not an acadermc exerCIse whIch stands on Its own ments, and whIch management completes as
reqUIred, approves and shelves until the next plannIng cycle Rather, thIS IS a battle plan for
attackmg the Company's markets and problems The Plan should be referred to regularly for
reportIng of results (perhaps montWy at semor management meetIngs), and should be modIfied
durIng the year as needed and as specIfic CIrcumstances reqUIre

The achIevement ofcommerCialIzation by CHP has been mserted m the lIst of goals for the
Company as an Important goal whIch must be achIeved on an ongOIng baSIS We suggest that the
sooner commerCIalIzatIOn starts (and we have recommended ImplementatIOn of the Master Plan
now), the better wIll be CHP's prospects In valuatIOn and acceptance by pnvate Investors

CommumcatIOn ofthe entire BUSIness Plan In the detail management thInks appropnate IS also
Important The BUSIness Plan serves, m part, as the InstructIOns for staff about where the
Company IS gOIng and what theIr roles are In Its success

SpeCIfic lInks to the BUSIness Plan for IndIVIdual members of the staff should come from the
personnel management system Through penodic performance planmng and reVIew With each
IndIVIdual staffmember (for example, at the tIme of annual performance evaluatIOn), Company
plans and goals WIll be dISSemInated down to department, group and personal goals and plans for
executIon over the next evaluatIOn penod A good system of personnel evaluatIOn Will conSIst of
two dIStInCt parts reVIew and evaluatIOn ofthe completIOn oftasks and goals aSSIgned m the
preVIOUS penod, and IdentIficatIon and descnptIOn of tasks and goals aSSIgned for the comIng
reVIew penod

We emphaSIze here that thIS Master Plan IS not a Busmess Plan, but that the BUSIness Plan
should contaIn ongOIng efforts toward full commerCialIzatIOn Clearly, from an exammatlon of
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the outlme of the Busmess Plan provIded above, one can see that the Busmess Plan addresses
tOpICS much broader than those covered by thIs Master Plan We suggest the executIOn of the
Master Plan m preparatIOn for the creatIOn ofa Busmess Plan

ThIS entIre Master Plan IS seeded WIth recommended actIOns, especIally SectIOn 8 Objectives
to AchIeve the Master Plan - An ActIOn Plan We suggest that management evaluate all of the
recommended actIOns, and mclude those wluch are adopted m ItS Master Plan ImplementatIOn
Program These may also be adopted later as part of the Busmess Plan

CHP management has expressed eagerness for becommg actIve m the competItIve customer
marketplace Tlus IS praiseworthy, and IS a strong mdtcatIOn that senIor management has,
mdeed, adopted the commercIal culture In order to aSSIst thIs effort, we have proVIded the
attached "Draft Letter ofUnderstandmg" and "Presentmg CHP Products and ServIces" as
models or tools wluch can be adapted to theIr marketmg and sales plans

Also, It IS m the best mterests of the Company that It estabhsh a pOSItIve relatIonship WIth the
Repubhc's regulator, the NatIOnal Energy Regulatory Agency (ANRE), as mentIOned m SectIOn
5 f above ANRE's authonty and actIVItIes Will have an effect on the entIre structure and
enVIronment of the electnClty and natural gas markets, and perhaps on heatmg markets as well
CHP must be aware of ANRE's pohcles, rules, regulatIons and practIces, and the standards
ANRE Will enforce m the utlhty mdustrles It regulates CHP has a stake m the formulatIOn of
ANRE's rules, and m causmg rules to be added, deleted or modIfied as markets change, and as
opportumtles whIch Will benefit the Company and customers present themselves The same
adVIce apphes to any other regulator whose work has an effect on CHP

TIme and tImmg are always Important m busmess, and can mean the dIfference between success
and failure CHP's management may WIsh to have ANRE, some other regulator, or the
Moldovan Government modIfy the tImmg of law or regulatIOn, or the ImplementatIOn of speCIfic
plans and programs Tlus may be espeCially Important m the early "start-up" phase of the new
energy market m Moldova

It IS therefore Important that management aggreSSIvely, but dIplomatIcally and respectfully,
make Its OpInIOnS and plans known on an ongomg baSIS to all governmental agenCIes havmg
JurIsdIctIon over or effect on the Company's busmess

14 ConclUSIOn

The future facmg CHP management IS comphcated, but excltmg In addItIon to the market and
regulatory changes wluch we have hIghhghted above, the pendmg pnvatlzatIOn of the busmess
Will bnng new owners With new VIews of the opportunItIes and goals for the Company None of
this should be excessIvely dauntmg to CHP management

The path to true commerCIal operatIOn Will not be straIght or level, and It WIll certamly present
challenges wluch WIll try management's courage and Will But, If the task were to be easy, why
would talented people bother to take It on? Havmg the freedom to exerCIse good Judgement and
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good busmess mstmct has Its own reward~ but acruevmg successful busmess operatIons WIll be
even better

For these reasons~ we encourage CHP management to qUIckly and thoroughly reVIew thIS Master
Plan for CommerCIalIzatIOn, consIder Its many recommended actIons, select and prIOntIze
actIOns for Implementat1on~ make assIgnments~ and act
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SUGGESTED FUNCTIONffASKlRESPONSIBILITY STRUCTURE FOR CHPs
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ANNEXA

Sales, Marketmg and Customer
Services

- Sales Forecastmg
- Revenue Forecastmg
- Product and ServIce DesIgn
- Pncmg (non-tarIff servIces)
- Fuels Management and Storage*
- Sales and AdvertIsmg Programs
- Off-systems Purchases and Sales
- Market Research
- Customer and SupplIer RelatIons

Programs

PlannIng
- EconomIc Forecastmg and AnalySIS
- Busmess fulalysIs and SynthesIs
- Budgetmg*
- Busmess Plan
- Governmental AffaIrs

Director

Master Plan - CHPs

OperatlOnslProductlon Department
- Systems Planmng
- ConstructIOn
- Warehouse*
- BettermentJImprovement
- Routme and Emergency Mamtenance
- Fuels Management and Storage*
- Controls Systems
- InterconnectIon FacIlItIes
- Engmeenng
- TechnIcal/OperatIOnal PolICIes and

Procedures
- Safety
- EnVIronmental ProtectIOn

AccountIng and FInancial Management
- Accountmg Systems, Standards and

PolICIes
- Budgetmg*
- Management InformatIOn

Systems (MIS)*
- TarIffDesIgn and Defense
- Treasury
- FmancIaI AnalysIs
- General/OperatIonal Accountmg
- Fmanclal Accountmg
- Cost Accountmg
- Customer Accounts and BIllIng
- Tax Accountmg
- Shareholder RelatIons
- Payroll Accountmg

Support Services and AdminIstratIon
- Procurement
- Legal
- Human Resources (polICIes, records)
- BUIldmg and Grounds
- Support and AdmmIstratIve PolICIes

and Procedures
- VehIcle Support ServIces
- Warehouse*
- Management InformatIOn

Systems(MIS)*
- InformatIOn Systems
- TelecommUnICatIOns

* OptIOnal as to where these responsIbIlItIes should reSIde
NOTE - People possessmg partIcular skIlls and knowledge need not reSIde m the Staff, but may
be acqUIred under contract on an as-needed, part-tIme, or temporary baSIS Management must
deCIde what level of mternal presence IS reqUIred and can be afforded
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• The AnalysIS

• The project

An Important questIOn to be posed m such a SItuatIOn would be "What are the factors WhICh
mfluence the speed as measured m tlITle penods at whIch the loan can be repaId?" Based on the
example shown, the answer would be "Other tlnngs bemg equal, the factors are I) the amount

We propose a meter exchange project for large customers whose meters are assumed to
underrecord an average of- 3% We also assume that each replacement meter wIll cost 10,000
leI mstalled Customers use an average of 60,000 kWh and the prIce IS a24 letlkWh
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METER EXCHANGE PROPOSAL
A FmancIaI AnalysIs ExercIse

• Background

The purpose of thIs sectIon IS to provIde a SImple overvIew of some finanCIal tools used m
project analySIS, such as the net present value approach Such analYSIS, m turn, IS supplemented
WIth loans havmg two dIfferent repayment schedules, whIch corroborate the economIC lOgIC of
the analySIS performed and Illustrate well the concepts mvolved

Master Plan - CHPs

Dunng one of our many VISIts to the Central DIstnbutlOn Networks, the Chent told us of a
pendmg meter exchange project Generally, the ClIent's posItIOn was that such a project was not
viable due to an excessIvely mgh mterest on the loans proposed by Moldovan commercial banks
Rather than takIng thIs Judgement as fmal, we decIded to use thIS project as a candIdate for good,
sImple financial analysIs Therefore, our task was to show that It had to be measured up agamst
the benefits of the proposed project rather than m IsolatIon from them

To see whether the project can be reasonably fmanced WIth a bank loan, we performed a sample
calculatIOn based on the assumptIOn that the loan IS a SImple mortgage calculatIOn The value of
such an approach IS to assume that all cash benefits (new revenues) of domg the project are to be
used for repayment of loan prInCIpal and mterest untIl the prmclpal balance IS drawn down to
zero The result of such an analySIS IS to see how fast (durmg how many penods) such a loan
can be repaId, at which tIme the company Will retam fully the project benefits The analySIS used
annual mterest rates of 18%, 24% and 30%

For example, Table 1 contams the calculatIOns performed In ScenarIO I, the addItIonal cash
flow (revenue) IS represented by an annUIty equal to 25,920 leI per quarter (see the project
assumptIOns wInch were used to compute the annUIty) It was also assumed that to replace 20
meters the company WIll need to borrow 200,000 leI at 18% stated annual rate as shown m
ScenarIO 1 As the calculatIons show, under the eXlstmg assumptIOns such a loan WIll be fully
repaId m perIod 10 (at the end of2 5 years) In the subsequent perIods the company WIll have
the 25,920 leI avaIlable for remvestment at ItS own dIscretIOn
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• Fmanclal AnalysIS

[I] For a more detaIled dISCUSSIon ofadvantages and dIsadvantages of vanous mvestment analySIS tools see the
RUSSIan edItIon of 'The CapItal Budgetmg DeCISIOn" by Harold Blennan, Jr and Seymour SmIdt (I lfieaa, «Aall~e
e ae6l'fe», 1997 a)

How does one decIde between proJects? Normally, to make an accurate assessment of the
benefits of an Investment proJect, the net present value (NPV) approach IS used Its advantage
over other Investment analysIs tools, such as accountmg return, Internal rate of return, payback
and other IS that It takes Into account all the benefits and costs of a project on a real baSIS
aVOIdIng the shortcomIngs assocIated WIth other tools [1]
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To start off, a small overvIew ofNPV baSICS IS reqUIred It IS a common truth that one leu
receIved tomorrow, IS worth less than one leu receIved today ThIS could be due to mflatIOll, for
example Another reason for such a dispanty m leu values receIved In dIfferent tIme penods IS
due to OPPOrtunIty costs An opportunIty cost IS defined as somethIng gIVen up m favour of
somethmg else If for example, 1 leu IS kept at home dunng one year and the mterest paId by
bank depOSIts IS 20% per annum (assume thIs IS the hIghest return one can get for money
mvested), thIs means that, by not keepmg the money m the bank, we have lost 20% or 20 banI on
the leu Now let's turn to the NPV tool NPV SImply bnngs to a comparable baSIS (usually m
penod 0) all the Incremental cash InflOWS and outflows, whIch usually happen to occur m
dIfferent tIme perIOds, by emplOyIng the mterest rate (dISCOunt rate) applIcable over the project
penod

A hypothetIcal Investment project to replace Inaccurate meters at mdustrial customer level was
put together to Illustrate the use of the NPV method (Table 3) For the sake of SImplICIty, the
cash flows beyond the ten~year honzon were Ignored makmg our example more conservatIve
Other data was chosen bearIng as close resemblance to real-lIfe SItuatIons as pOSSIble, although
deVIatIOns may not be uncommon It IS also assumed that the ImplICIt cost of a loan IS taken care
by the nature of the NPV analySIS Itself

If the loan repayment structure IS changed from a mortgage to some other form, such as a balloon
payment loan, the number ofpenods dunng whIch the loan IS repaId changes across all the
scenanos Table 2 demonstrates a balloon payment loan USIng the same mterest rates and the
same loan amounts SpeakIng generally, for any type of loan as the Interest rate mcreases the
repayment tIme also Increases

ofquarterly cash flows m relatIon to the amount of the loan drawn from the bank, 2) the mterest
rate" Assummg that quarterly cash flows do not change, If the company faIls to negotIate lower
mterests rates, It wIll take longer to pay down the loan ThIs IS Illustrated m Table 1, ScenarIo 2
& 3 If the company IS unable to negotiate better Interest rates on the loan, It can take up to two
more quarters as compared to Scenano 1 to repay fully the loan In thIS case (Scenano 3), the
company Will have paId In Interest 8 744 leI more as compared to Scenano I
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[2] However, exceptIons may apply For example, m the case OflImIted funds It may be WIse for the company to
use the profitabIltty mdex mstead m decldmg among proposed projects

The general rule IS to accept proJects, whIch have a posItIve NPV and reject those whIch have a
negatIve NPV

A scenano analySIS was perfonned to show changes m NPV based on the customer's
consumption rate and dISCOunt rate apphed (Table 4) ThIS analySIS reveals the followmg
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The NPV fonnula IS as follows

Master Plan - CHPs

2 Among the meter exchange projects With a pOSItIve NPV, the company should
nonnally undertake those projects which have the hIghest NPV After such projects
are Implemented, the company can undertake projects With lower NPVs, proVIded
those are greater than zero and addItIonal funds are avmlable [2]

I Meters should be replaced only for customers With a consumptIOn rate of about
32,500 kWh per month and htgher proVIded the dISCOunt rate used IS 25% ThIs IS
because only at tills usage level and hIgher the NPV for the new meter IS pOSItIve
Generally speakmg, the lower the dISCOunt rate used, the lower the consumption rate
of the customer can be m order to JUStIfy replacmg the meters

Cash FlowperIOd I Cash Flow perwd 2 Cash Flow perIOd n
NPV = + + n Investment Outlay

(1 +discount rate) I (l +discount rate) 2 (1 +discount rate)

where, n IS the number ofthe penod m WhICh the cash flow ongmates Also, the dISCOunt rate should
match the length ofthe penod withm which the cash flow occurs For example, If the annual mterest rate IS 12%
and we are usmg bImonthly cash flows, the applicable dISCOunt rate would be 2% (12% dIvIded by the number of
bImonthly penods contamed m one year)

Now let's return to the example m Table 3 Fust It should be noted that the mcremental
quarterly cash flow generated by each meter replaced IS dependent on the consumptIOn rates of
each customer If we assume, for convemence, that the consumptIon rate of a customer IS 32 500
kWh per month, the calculated mcremental cash flow IS 702 leI per quarter Based on the above
fonnula, the NPV for replacmg the meter for thts customer IS 26 leI (assummg that the dISCOunt
rate IS 25%), or close to zero A ten-year mvestment hOTIzon IS assumed

Based on tills project analySIS, certam conclUSIOns could be drawn WhICh are equally apphcable
to any other NPV calculatIon (all other thmgs bemg equal)

• The illgher the dISCOunt rate, the lower the NPV
• The hIgher the cash flow amounts, the hIgher the NPV

In addItIon
• The htgher the mvestment outlay, the lower the project NPV
• The farther the cash flow IS mto the future, the lower ItS value m present tenns
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Another way to look at this project IS to compare the dIfference between the cost of borrowed
funds and the compensatory margm agamst the prIce dISCOunt on bulk meter purchases If the
prIce discount IS larger, it IS better for the dIstnbutlOn company to purchase the meters If, on the
other hand, the pnce dISCOunt IS smaller, than the company should persuade the customer to
purchase the meter at his/her own expense

Regardless of the type of funds used, the company should always evaluate projects agamst the
cost of attractIng those funds For example, If It costs the company 35% m annual mterest to
secure bank financmg, than the project should yIeld at least 35% per annum If It IS to be
exannned m detaIl at all Generally, the practIce IS to use the cost of capItal whIch IS a weighted
average of the cost of borrowed funds and eqUIty capItal

WIth the mterest rates for commercmlloans hIgh m Moldova (30-35% per annum), the company
can enter mto an agreement WIth the customers for the mstallatIOn of meters on customers' own
account In turn, the dlstnbutIOn company, shall lower the tanfffor this partIcular customer to
compensate for the nomInal cost of the meter plus a reasonable margIn to compensate for the
opportunIty cost ofthe customer's funds tIed up In the project ThIs compensatory margIn
should be lower than the cost ofborrowed funds (or the cost ofcapItal of the dIstrIbutIOn
company) to make It profitable for the dIstrIbutIOn company to enter mto such an agreement
The dIfference between the cost ofborrowed funds (cost of capital) and the compensatory
margm WIll be a relatIve cost savmg for the distnbutIOn company, allowmg the dISCO to
Implement the meter exchange project WIth lower costs

I
I
I
I
I
I
I
I
I
I
I
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• PrOJectJrlnanclng

Dependmg on the scope of the project to be undertaken, the company can resort to several
general fonus of fmancmg

• Own funds
• EqUIty Issue
• Borrowmg
• Combmations of the above
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I , - .. .. - - - - - .. - ,-
TABLE I

Replaeemnent oflarge eommerelallmdu.tnal meter. whleh are UNDER RECORDING an average of31 (SImple Mortgage)

Project a5sumpbons
I Improvement In meter accuracy
2 Number ofmeters to be replaced ID one month
3 Borro\\ed amount, lei
4 Monthly average per customer use (l..Wh)
5 Retad IaIltrforelectoClty (IeJlkWh)
6 CollectIon rate I
7 Cost ofone meler h~1

003
ZO

Zoo 000
60000

OZ4
100/

10 000

8 Quarterly loan rates Quarterly
1st scenano 5/

2nd sC<nano 6/
.lrd scenano 8/

Annual
18/
Z4o/
30/

Monthly re\eI1ue mc.rease O"C.2x4xS",Sx6) let 8 640

lst SCENARIO 18/ stated annualmte....t
Penod Quarter 0 I l J 4 5 6 7 B 9 10 11 U

1 Monthlv cash flow Z5no Z5920 25 no 25920 Z5,9Z0 Z5920 25920 25920 25 no Z5no 25920 25920
2 CumulatIve cash flo\1- 25920 51840 77 760 103680 129600 155520 181440 207360 233280 259200 285 120 311 040

3 Balance of nonelDal end ofpeood 200000 183080 165399 146922 127613 107,436 86350 64 316 41290 172Z8 0
4 PnnclDaI 6-5 16no 17 681 18477 19309 20177 l1085 21034 23026 24062 17228
5 Interest 3,,4 9000 8239 7443 6611 5743 4835 3886 2894 1858 1034
6 Total navment 4+5 25920 25920 25920 25920 25920 25920 25920 25920 25 no 18262

7 Net cash flow 7658 25920 25920

1nd SCENARIO 14 / ,tated annual mle....t
Penod ftuarter 0 t 2 3 4 5 6 7 8 9 to 11 U

I Monlhly cash flow 25920 25920 25920 25 no 25920 25920 25920 25920 25920 25920 25920
2 Cumulallye cash flow 25920 51840 77760 103680 129600 155520 181440 207360 233280 259200 285120

3 Balance Df DnnclDal end of wnod 200000 186080 171325 155684 139105 121532 102904 83158 6Z 227 40041 16523 0
4 PnncmaJ 13920 14755 15641 16579 17 574 18628 19746 20931 22186 23518 16523
5 Interest 12 000 11165 10279 9341 8346 7292 6174 4989 3734 240Z 991
6 Total Davment 25 no 25920 25020 25920 25920 25920 25 no 25920 25920 25920 17515

7 Net cash flow 8405

3rd SCENARIO 30/ stated annual 10'1 -" ......~
Penod auarter 0 I 2 J 4 5 6 7 B 9 10 11 11

I Monthly cash flow 25920 25920 25920 Z5920 25920 25920 Z5920 25920 25 920 2S 920 25920 2S no
2 Cumwallve cash 00\\

3 Balance of Dl1ncmal end of oenod 200000 189080 t77341 164 722 151156 136572 \20&95 104042 85926 66450 45514 23007 0
4 PonclDai 10920 11 739 12619 13 566 14583 15677 16853 18117 19476 20936 22506 23007
5 Interest 15000 14181 13 301 12354 11337 10 243 9067 7803 6444 4984 3414 1380
6 Total navment Z5920 Z5no 25 no 25920 25920 25920 25920 ZS 920 2S 920 25920 25920 24388

7 Net cash flow 1532

For example to calculate the amount of cash e'\.pensed to cover pnnCtpal and Interest, denled from a given stream of cash flow follow the steps shown below
I To calculate mterest payment at the end of the first quarter (penDd I) mulbply pnnelpal balanee at the begmnmng olpenod( penod 0) WIth the quarterly Interest rate!e g 200 000,8 / IS equal to 15000)
2 To calculate pnnclpal payment at the end of the first quaner subtrae:t mterest payment from cash flow (e g 25 920 J5000=10920)
3 To calculate the remaIDlng balan(;C ofpnnclpal at the end of first quarter (begmmng balance at the beglnnmg of 2nd quarter) subtract 10 920 from 200000

HagierBlll11y
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30,000

25,000 ~- ~--

20,000

..
~

...r
Cla 15,000 .-- - -

~
~

10,000

5,000

............... ~ ...... -
Loan amortlzation schedule (simple mortage)

18% interest

o Interest (3x4)

.Pnnclpal (6-5)

1 2 3 4 5 6 7 8 9 10 11 Quarters

3&
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TABLE 2

- ~ .... - I ~ r 4 • - - - .. - ~ .. ... - - -
Replacemnent of large commerclal/mdustrlal meters whIch are UNDER-RECORDING an average of3% (Baloon Payment)

ProJect assumptions
1 Improvement In meter accuracy
2 Number of meters to be replaced 10 one rno
3 Borrowed amount, leI
4 Monthly average per customer use (kWh)
5 Reta" tanlHor electnClly (leIIkWh)
6 CollectIon rate %
7 Cost ofone meter leI

8 Lo"" rates
1st scenano

2nd scenano
3rd scenano

003
20

200000
60000

024
100"10

10000

Quarterly Annual
50/ 18%
6% 2410
8% 30"10

37

Monthly revenue mcrease (l><2x4x5x5x6) Ie. 8640

ht SCENARIO 180/ stated annual Interest
PerIod Cluarter 0 1 2 3 4 5 (; 7 8 9 10 11 11

I Monthlv cash flow 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920

2 Bal"".. ofprmclPal end ofpenod 200000 200000 200000 200000 200000 200000 200000 200000 200000 200000 200 000 200000 0
3 PnnclPa! 0 0 0 0 0 0 0 0 0 0 200000
4 Interest 9000 9000 9000 9000 9000 9000 9000 9000 9000 9000 9000 9000
5 Tola! oavmeot 9000 9000 9000 9000 9000 9000 9000 9000 9000 9000 9000 209000

6 Free cash flow/outflow 16920 16920 16920 16920 16920 16920 16920 16920 16920 16920 16920 183080
7 CumulatIve free cash flow 16920 3J 840 50760 67680 84600 101520 118440 135360 152280 169200 186120 3040

2nd SCENARIO 240/ slated annualmterest
Penod quarter 0 1 2 3 4 5 6 7 8 9 10 II 12 13 14 15

\ Monthlv cash flow 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920

2 Balance ofpnnclpal end ofpenod) 200000 200000 200000 200000 200000 200000 200000 200000 200 000 200000 200000 200000 200000 200000 200000 0
3 PnncIPa! 0 0 0 0 0 0 0 0 0 0 0 0 0 0 200000
4 Interest 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000
5 ola! pavment 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 212000

6 Free cash flow 13920 13 920 13 920 13920 13920 13920 13920 13920 13920 13920 13920 13920 13920 13920 (186080
7 Cumulabve free cash flow 13 920 27840 41760 55680 69600 83520 97440 III 360 125280 139200 153120 167040 180960 194880 8800

3rd SCENARIO 30/ stated annu811Uleresl
Period qnarter 0 1 2 3 4 5 6 7 8 9 10 II 12 13 14 15 16 17 18 19

I Monthlv cash flow 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920

2 Balance ofDnnclPal (end ofpenod) 200000 200000 200000 200000 200000 200 000 200000 200000 200000 200000 200000 200 000 200 000 200000 200000 200000 200000 200000 200000 0
3 PnnclPal 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 200000
4 Interest 15000 15000 IS 000 IS 000 15000 15000 15000 IS 000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000
5 Tola! Davment 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 IS 000 15000 15000 15000 15000 IS 000 15000 215000

6 Free cash flow 10920 10920 10920 10920 10920 10920 10920 10 920 10920 10920 10920 10920 10920 10920 10920 10920 10920 10920 (189080
7 CumulatIve free cash flow 10920 21840 32760 43680 54600 65520 76440 87360 98280 109200 120120 131040 141960 152880 163800 174720 185640 196560 7480

For example to calculate the amount of cash expensed to cover pnnctpal and mterest denved from a given stream of cash flow follow the steps shown below
I To calculate mterest payment at the end oflbe first quarter (penod I) multlply pnnclpal bal""ce at the begmnmng ofpertod (pertod 0) Wllh Ihe quarterly mlerest rale (e g 200000<8/ IS equal 10 150(0)

Hagler Bailly
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Loan amortization schedule
(balloon payment mortgage)

18% interest
250,000

200,000 -I ------- ----

~ 150,000-"S
~

~
~ 100,000

50,000

------------ ----- - -- - ---

IIPrmclpal • Interest

o 1 2 3 4 5 6 7 8 9 10 11 12 Quarters

"\
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Annex 3

TABLE 3
Project name Replacement ofmaccurate meters at mdustnal customer level

Prol..,tT,- - - - -- - ..........
Nr OfMeIers "Replace I
Uml cosl ofmelers (l0l) 10000
Chao~e In accuracy from +/ 2 5% to +/ 0 5% (%) 003
Avg monthly mdustnal use (kWh) 32 '00
Tanff(1e,) 024
Stated aonual rate (%) 025
Stated auarterlv rale (%) 00625

TIme Ime (end ofquarter) end ofyear PerIOd 0 Ql, !styr Q2, lstyr Q3 lstyr Q4 Iotyr QS, 2nd yr Q62ndyr Q72ndyr Q8 2nd yr 3rdyr 41hyr Sthyr 6thyr 7thyr 8thyr 9th yr lOth yr

Nwnber ofmeters Installed I

mhuloutluu 10000
Electromc Meters
Reading aod processmg eqwpmenl
Other

ncremenal Revenue" 702 702 702 702 702 702 702 702 2808 2808 2808 2808 2808 2808 2808 2808
Increased Revenue 702 702 702 702 702 702 702 702 2808 2808 2808 2808 2808 2808 2808 2808

nc,ementall10sts **

Resale value orreolaced meten 0

Incremental Project Cash Flow (IPCF) (10000) 702 702 702 702 702 702 702 702 2808 2808 2808 2808 2808 2808 2808 2808
Prol..,t Net Present Value for IPCF durlD~ first vr (113';)
Proj..,t Net Present Value for lPCF durm!! first 2yrs (5,349
Pro,ect Net Present Value for lPCF dUrln~ first 3 vrs (} 912
Project Net Present Value for lPCF dUrin!! first 4 yrs (2761)
Prol..,t Net Present Value for lPCF durm~ first S vrs (1841)
PrOject Net Present Value for IPCF dUring first 10 yrs 26

*) The tenn Incremental as apphed to revenues means that these are the revenues which occur DUE to Implementing thiS new project as compared to the revenues WhlCh are due to past mvesbncnt deCISions Please note that .fwe wcr-c to refine thiS exampl

••) As to Incremenlal costs upon further refinemeul these could mclude expenses asSOCIated wllh Ihe cerllficaltcalton ofnew meters (Ifhlgher thao foreXlstmg melers) as well as olher costs whIch anse m connecllOn WIth the Implementalton oflhls pr

9/24/98 Hagler Badly
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TABLE 4

Avg monthly consumptIOn NPV under dIfferent dIscount rates
(kWh) per industrIal customer 25% 30% 35%

1,000 -9,692 -9,763 -9,765
5,000 -8,458 -8,664 -8,827

10,000 -6,915 -7,329 -7,654
20,000 -3,830 -4,658 -5,308
32,500 26 -1,319 -2,376
40,000 2,340 684 -617
50,000 5,425 3,355 1,729

100,000 20,849 16,711 13,458
200,000 51,698 43,422 36,916

Hagler BaIlly
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I TITLE OF THE POSITION What WIll the person who holds thIs posItIOn be called?
ObvIOusly, the title should relate to the Job responsIbtlities wluch the posItIOn contams

IV POSITION TASKS AND DUTIES ThIs section Will adVIse about specIfic work whIch
shall be perfonned by the person holdmg the pOSItIon

V SUPERVISORY RESPONSIBILITIES ThIS sectIOn Wlllidentify the people and
orgamzatIons, If any, for whIch the pOSItIOn holder WIll have supervISOry responsIbIbties
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ANNEXB2

SKELETAL MODEL OF THE JOB DESCRIPTION

Master Plan - CHPs

VI REPORTING RESPONSIBILITIES Tlus sectIOn Will IdentIfy the pOSItIOn to whIch thIS
person Wlll report for mstructIOn, dIrectIOn, Job related adVIce and counsel, and penodic
evaluatIon

VIII REQUIRED SKILLS AND CAPABILITIES (objectIve measures) ThIS sectIOn Will
answer the questIOns What must the person who holds thIs pOSItIOn know or have familIanty
and expenence With m order to be successful These matters usually have to do WIth academIC,
busmess or craft expenences, Job expenences, particular language skills, If any, and so forth

III ORGANIZATIONAL LOCATION OF THE POSITION IN THE CHP STRUCTURE ThIS
WIll adVIse as to where m the orgamzatIOn the pOSItIon reSIdes, and shed lIght on reportmg
responsIbIlIties and relatIonshIps

IX PERSONAL FEATURES (sUbjectIve charactenstics) ThIs sectIOn wIll attempt to IdentIfy
personal and personahty features whIch are eIther deslIable or to be aVOIded m people who hold
thIs pOSItion

VII COORDINATING RESPONSIBILITIES Because no person m a work enVIronment
should operate In a vacuum, tlus sectIOn WIll Identify those people, groups and departments With
whom the pOSItion holder should work and consult on a regular baSIS m order to successfully
satISfy the dutIes and responSIbIlItIes of thIS pOSItIOn

X REQUIRED MINIMUM QUALIFICAnONS ThIS sectIOn Wlllidentify speCIfic academIC,
craft, or techmcal qualIfications, hcenses, certIficates or other ObjectIve reqUIrements for the
pOSItIOn

II PURPOSE OF THE POSITION Tlus sectIOn should answer the questIOns Why IS thIS
posItIOn needed? What responsIbIbties Will thIs posItIOn carry?

I
I
I
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VI REPORTING RESPONSIBILITIES The Treasurer shall report to the ChIef
Accountant/Controller of the Company

III ORGANIZATIONAL LOCATION OF THE POSITION IN THE CHP STRUCTURE The
Treasury Group shall be attached dIrectly to the Office of the CmefAccountant/Controller

V SUPERVISORY RESPONSIBILITIES The Treasurer supervIses all employees who are
aSSIgned to the Treasury Group
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ANNEXB31

TREASURER

DRAFT JOB DESCRIPTION

Master Plan - CHPs

II PURPOSE OF THE POSITION The Treasurer provIdes for the worIang and mvestment
capItal needs of the Company, and IS responsIble for pOSItIve relatIOnsmps WIth mvestors,
lenders, and financial regulators The Treasurer coordmates the budgets of all CHP departments
and prepares a summary budget for the Company He/she prepares penodic reports on the
finanCIal condItIon of the Company, and on the actual performance of the Company compared to
planslbudgets The Treasurer adVIses semor management of capItal market actIVItIes and
expectatIons

I TITLE OF THE POSITION Treasurer

IV POSITION TASKS AND DUTIES The Treasurer shall
- ASSISt m the preparatIOn ofdepartment budgets for all CHP departments, and produce a
summary budget for the Company on a monthly and an annual baSIS
- Produce summary penodlc budget varIance reports from department reports
- Estabhsh and mamtam relatIonshIps With the varIOUS capItal markets and bankmg
entItles reqUIred to support the Company's needs
- Estabhsh and mamtam relatIOnshIps With finanCial regulators and With ANRE, and
prOVIde tImely and accurate InformatIOn to them as reqUIred by law and regulatIon
- Prepare and execute necessary Company capItal mstruments (loans, mortgages,
common stock Issues, commerCial paper, etc)
- MamtaIn stockholder records, and regularly commumcate With stockholders as reqUIred
by law and through annual and quarterly reports as appropnate
- Perform finanCIal and economIC analyses reqUIred to keep the Company's cost of
capItal as low as reasonably pOSSIble, and m support of mvestment and mamtenance
proJect proposals
- On an ongomg baSIS, adVIse management of the status and movements of capItal
markets and mvestor expectatIOns

VII COORDINATING RESPONSIBILITIES Development of the Company's budget WIll
requIre coordmatIOn With all Company Departments CoordmatIOn of fundmg needs should
occur through the budget process, but regular communIcatIOn WIth department chIefs Will
prOVIde tImely handlmg of unantICIpated changes m Company fundmg needs
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NOTES ON THE TREASURER JOB DESCRIPTION

The fInanCial performance of the firm, on the other hand, could be argued to have strong
planmng emphaSIS In addItion, budgetmg IS normally thought of as a planmng function

We leave the partIcular deCISIon of the locatIOn of the Treasury to CHP management, but agam
emphaSIze that the focus of the office be on finanCIal performance and lIttle else
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Relative to the accountmg connection, It IS normal to buIld budget systems on the baSIS of the
Company's accounting systems Tllis allows the use of one accountIng system for both
purposes, and allows the task ofdomg actual versus budget vanatIOn analySIS to be eaSIer

The Treasurer has not been aSSIgned other tasks because of thIS fmanclal performance focus
There IS a legItImate questIOn as to where m the CHP orgamzatIOnal structure the Treasurer's
Group should be located One could argue In favor of10catlOn In eIther the ChIef
Accountant/Controller Department, or m the Planmng Department

We have deSIgned the Job descnptIOn for the Treasurer of CHP to focus almost exclUSIvely on
the finanCial performance of the Company The llistoncal performance of the firm IS captured
through analySIS of actual ongomg results and comparIson to the budget, and future performance
IS estimated through the budget Itself MmimizatIOn ofthe Company's cost of capItal over tIme
through aggreSSIve management ofdebt and eqUity mstruments aids substantially m the
performance of the firm by keepmg the cost of bOlTowed money down Fmally, use of financial
and economIC analyses In deCISIon makIng for major capItal and mamtenance projects Will
mimmize their costs and maXImIze then revenue generatlOn potentIal

IX PERSONAL FEATURES (sUbjectIve charactenstIcs) The Treasurer must possess and
have demonstrated good management and mterpersonal relatIOns skIlls, good oral and wntten
communIcatmg skills, and good negotIatmg skIlls He/she must present a very profeSSIOnal
person and demeanor

VIII REQUIRED SKILLS AND CAPABILITIES (ObjectIve measures) The Treasurer must
have substantIal knowledge of and expenence m

- RegIOnal capItal markets, mvestment and commercIal bankmg practIces and procedures
- InternatIonally and natIOnally accepted accountmg standards and practIces
- BankIng and secunties laws and regulatIOns, and economIC regulatory laws
- Budget deSIgn, processes and procedures
- Fmancial analySIS and management, and econOffilC prmcipies appropnate to the
positlOn
- NatIOnal and regIOnal tax laws and regulations

Master Plan - CHPs

X REQUIRED MINIMUM QUALIFICATIONS The Treasurer must have a mmtrnUffi of a
umversity degree m finance, accountmg, or busmess achrumstratlon Expenence m commercial
enterpnse m a funds management capaCIty would be very benefiCial to the pOSItIOn General
knowledge of manufactunng operatIOns, espeCIally of energy productIOn, would also be helpful
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CHIEF OF FUEL SUPPLY, PRODUCT AND SERVICE MARKETING

I TITLE OF THE POSITION Clnef of the Fuel Supply, Product and ServIce Marketmg
Department

III ORGANIZATIONAL LOCATION OF THE POSITION IN THE CHP STRUCTURE The
Fuel Supply, Product and ServIce Marketmg Department shall be attached dIrectly to the Office
of the DIrector, and the Clnef shall report dIrectly to the DIrector of CHP
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ANNEXB32

DRAFT JOB DESCRIPTION

II PURPOSE OF THE POSITION The Clnef shall be responsIble for the followmg functIons
on behalf of CHP

- Fuel AcqIDsltIOn
- MarketIng and sales of heat and electrIcal products and servIces*
- AcqulSltIOns of all electrIcal supply under all contractual or exchange

condItIons (If lIcensed)

IV POSITION TASKS AND DUTIES The ChIef shall
- Make short-, mtermedIate-, and long-term projectIOns of customer heatmg

and electncal reqIDrements
- Analyze short, mtermedIate, and long-term avaIlabIlIty and pnces of fuel
- Procure relIable fuel supplIes and transportatIOn servIces under optimal cost

condItIOns
- Develop and mamtam economIC analySIS capabIlItIes necessary for proper

fuel, heatmg and electrICIty costmg, prIcmg and mcome optImIzatIOn
- Together WIth the DIrector and management staff, optImIze the mcome

performance of CHP
- Analyze the short, mtermedIate, and long-term avaIlabIlIty and prIces of

purchased power
- EstablIsh and maIntam relatIOnslnps WIth outsIde electrIcal supplIers
- Estabhsh and mamtam relatIOnshIps WIth electrIcal tranSmItters
- Develop and mamtam a marketmg research and a sales capabIlIty so as to

regularly assess the potentIal markets for sales of CHP products and
servIces

- Together WIth other members of management staff, deSIgn and pnce the
energy products and servIces of CHP

Note We have made tins sectIOn very broad to allow for expanSIOn of the pOSItIon In keepmg
WIth the self-sufficIent, profit-center onentatIOn whIch CHP IS purSUIng In the future
* Electncal products and servIces are not lImIted only to electrIcal energy (KWh), but may
mclude other servIces whIch may be reqUIred by customers or the electrIc system For example
peakmg capaCIty, IntermedIate capacIty, voltage and/or frequency stabIlIzatIOn, hot, standby, or
spmrung reserve capacIty, emergency servIces, dIsplacement energy, and so forth
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Hagler Badly

V SUPERVISORY RESPONSIBILITIES The ChIef shall have supervISOry responsIbIhties
for the personnel assIgned to the MarketIng Department
VI REPORTING RESPONSIBILITIES The ChIef shall report dIrectly to the DIrector of CHP

VII COORDINATING RESPONSIBILITIES The ChIef shall coordinate actIVIties and
mformatIon WIth each of the department managers of CHP ThIs IS especIally Important because
fuel procurement proVIdes the main productlOn IngredIent for CHP operatIons, and marketIng
proVIdes the revenue and mcome opportunItIes for CHP

X REQUIRED MINIMUM QUALIFICATIONS The ChIefmust have a mlmmum of a
umversity degree In fmance, accountmg, marketmg, bUSiness adminIstratIOn, engIneermg
econonncs or a related disciphne In additlOn, techmcal educatIOn would be benefiCial to the
pOSItIon Advanced degrees In the disciphnes lIsted here would enhance the ChIef's
quahficatIOns SubstantIal related Job expenence may substItute for academIC qualificatlOns
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VIn REQUIRED SKILLS AND CAPABILITIES (objectIve measures) The ChIef must have
familIanty and expenence WIth

- EconomIC and finanCial analySIS techmques
- Marketmg and sales technIques Includmg, but not lImIted to, pncmg, market

research, advertIsmg, product and servIce development
- Elementary accountmg and engIneenng pnncipies
- General understandIng ofheatmg and power productIOn and system

operatIOns

IX PERSONAL FEATURES (sUbjectIve charactenstIcs) The ChIef must possess and have
demonstrated good management and Interpersonal relatIOns skIlls, be results onented be
ImaginatIve, be a self-starter and not reqUIre anythIng more than general drrectlOns and
mstructIOns The manager must have a demonstrated abIhty to work well In groups, and be
persuaSIve so as to achIeve deSIred results from dIfficult CIrcumstances
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Hagler BaIlly

IV POSITION TASKS AND DUTIES

V SUPERVISORY RESPONSIBILITIES The SpeCIalIst shall have supervISOry
responsIblhties for the personnel aSSIgned to the Fuel Procurement Group

VI REPORTING RESPONSIBILITIES The SpeCialIst shall report dIrectly to the ChIef of
Fuel Supply, Product and ServIce MarketIng
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ANNEXB33

The Fuel SpeCialIst shall
- Forecast the heatmg and electncalloads on a daIly, weekly, monthly and
annual basIs for use m forecastmg system productIOn requuements and fuel
needs
- Commumcate the forecasts to operatIOnal management for plannmg.
budgetIllg, and lDlplementatIOn III the runmng of the facIbty
- Together WIth operatIOnal management, forecast the fuel reqUIrements
for the facIlIty
- Create and mamtam relatIOnshIps WIth potentIal fuel supplIers and transporters, as well
as potentIal fuel storage entItles, so as to have optlDlum
fleXlblhty III fuel acqUISItIon and management
- Prepare and present annual fuel budgets, and prepare and present perIOdIC reports
concernmg the predIcted versus actual fuel use and cost
- Commumcate regularly With CHP's operating management ill order to
remaIn current on the operatIOnal status of the facIhty and change fuel
procurements as reqUIred
- Commumcate regularly With CHP's product marketIng and sales personnel the forecasts
of fuel avaIlabIlIty and cost
- Prepare and have executed by approprIate authOrItIes all requued documents
or contracts ill support of fuel acqUISItIOn and management actIVItIes
- SupefVlse and dIrect the actIVItIes of members of the fuels management group

II PURPOSE OF THE POSITION The SpecIalIst shall be responsIble for the management of
CHP's fuel resources so as to prOVIde rehable supplIes at the lowest reasonable prIces

Master Plan - CHPs

FUEL MANAGEMENT SPECIALIST

DRAFT JOB DESCRIPTION

III ORGANIZATIONAL LOCATION OF THE POSITION IN THE CHP STRUCTURE The
Fuel Management SpecIalIst WIll be a member of the Fuel Supply, Product and ServIce
Marketmg Department

I TITLE OF THE POSITION Fuel Management SpecIalIst
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Hagler Badly

VIII REQUIRED SKILLS AND CAPABILITIES (objectIve measures)

IX PERSONAL ATTRIBUTES (subjectIve charactenstIcs) The SpeCIalIst must have good
analytIcal capabIlItIes He/she must have good oral and wntten commumcatIOn skills He/she
must demonstrate an abIlity to coordInate mformatIon and work WIth others, partIcularly In other
groups In the CHP organIzatIOn, and WIth busmess entItles outSIde CHP He/she must
demonstrate fleXIbIlIty and capabIlIty m dealing WIth change, and antICIpate reqUIred actIOns
rather than be reactIve m nature

The SpeCIalIst must have famIlIarIty and expenence WIth
- The performance charactenstIcs of heat and electrICIty productIOn systems
- The fuels supply and transportatIOn markets m the regIOn
- EconomIC and finanCial analySIS as they relate to productIOn costs at CHP
- Elementary accountmg and engIneerIng pnncipies
- Forecastmg technIques appropnate to the needs of CHP
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VII COORDINATING RESPONSIBILITIES Fuel supply IS one of the most Important mputs
mto product and servIce manufacture at CHP and It IS mfluenced by many factors The
SpecIalIst WIll regularly commumcate and coordmate fuel acqUISItIOn work With productIOn
management, sales management and accounting management In order that problems and
OppOrtunItIes m productIOn andlor sales may properly mfluence fuels management, and In order
that payments to supplIers and servIce prOVIders may be paid promptly

Master Plan - CHPs

X REQUIRED MINIMUM QUALIFICATIONS The SpeCialIst must have a mImmum ofa
UnIVerSIty degree 10 mechanIcal, CIvIl or electncal engIneermg or other acceptable technIcal
discIplme, or m busmess admInIstratIOn or management WIth some famIlIarIty m management of
hIghly technIcal (mechanIcal) operatIOns PreVIOUS expenence In fuel management IS a defimte
advantage to the SpeCIalIst
Substantial work expenence In the area of fuel management and procurement may be
substItuted for academIC qualIficatIOns
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Hagler Bailly

VI REPORTING RESPONSIBILITIES The Internal AudItor shall report solely to the AudIt
COmmIttee of the Board of DIrectors

III ORGANIZATIONAL LOCATION OF THE POSITION IN THE CHP STRUCTURE The
Office of Internal AudItor shall report to the AudIt CommIttee of the Board of DIrectors

V SUPERVISORY RESPONSIBILITIES The Internal AudItor IS responsIble for SUpervISIng
the work of personnel assIgned to the Internal AudItmg Group
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ANNEXB34

II PURPOSE OF THE POSITION The Internal AudItor shall be responsIble for Insunng that
Company poliCles are beIng properly Interpreted and enforced, and the Company's assets are
beIng protected

INTERNAL AUDITOR

DRAFT JOB DESCRIPTION

Master Plan - CHPs

I TITLE OF THE POSITION Internal AudItor

IV POSITION TASKS AND DUTIES The Internal AudItor shall
- ReVIew company actiVItIes for complIance With Internal polICIes and procedures For
example accountIng polIcy, procurement polIcy, funds control and management polley,
accounts payable dIsbursement polley, expense account polley, etc
- Insure that the Company's assets are bemg properly safeguarded
- Assess the nsks faCIng the Company and the effectlveness of the Internal controls
assocIated WIth them m order to make tImely and sound recommendatIOns as to the
Improvement of controls and mlmmizatIOn of nsk
- Assess the faIrness and accuracy of the transactIons conducted by CHP
- ReVIew Company pohcles and procedures and assess theIr Impact on the control
enVIronment of the Company
- Assess the comphance ofCHP With mdustry safety and other regulatIOns and laws,
IncludIng envIronmental laws (NOTE - thIS may be the responslbIlIty of the Company's
legal advIsors)
- If requested, aSSIst external audItors In performIng theIr reVIew and assessment of the
soundness of the Company's Internal systems and the InformatIOn produced
- Relate Company strategy and Internal controls to Industry practice In order to assess the
effectIveness of Company pohcles
- Interpret Company pohcles and educate all employees as appropnate about theIr
meanmg and proper applIcatIOn

VII A COORDINATING RESPONSIBILITIES The work ofthe Internal AudItor requrres
careful scrutIny of the activitles ofall CHP departments ThIS should be earned out WIth an
attItude of stnct accountabIlIty, but also In the spmt of aSSIstance, educatiOn and traInIng
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VII B CONFLICT OF INTERESTIINDEPENDENCE The Internal Audttor IS a professIOnal
mdependent ofCompany departments Any apparent or Imphed lack of mdependence, as well as
any apparent or Imphed COnflIct of mterest, shall be dIsclosed to the Board of DIrectors

IX PERSONAL FEATURES (sUbjectIve charactenstIcs) The Internal AudItor shall be an
mdividual ofdemonstrated mtegnty and trustwortlnness, and must have a record of hIgh
professIonal and ethtcal performance He/she must be a person capable of mdependent and
cntIcal thmkmg The AudItor must be enthusIastIc and must demonstrate ImttatIve The abIlIty
to commumcate well orally and m wntmg to any type ofaudIence IS very Important to success III

tlns pOSItIon

X REQUIRED MINIMUM QUALIFICATrONS The Internal AudItor must possess a
mimmum of a umversity degree m accountmg, audIting, finance, busmess admimstratIOn,
economICS or law SubstantIal successful work expenence m audItmg
roles must be demonstrated DomestIcally or mternatIOnally recogmzed professIOnal
certIficatIOn III related dIsclphnes IS a defimte advantage to the candIdate Workmg use of the
Enghsh language would also be an advantage to the Internal AudItor
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VIII REQUIRED SKILLS AND CAPABILITIES (objective measures) The Internal AudItor
shall have demonstrated knowledge and expenence m

- AudIt procedures and practIces
- NatIOnal and mternational accountmg standards and practIces
- Budgetmg, forecastmg and financIal analysIs
- RIsk management

Master Plan - CHPs
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Hagler Badly

In order to be of aSSIstance to you, and 10 order that our mdlvldual and mutual mterests are
protected, we request that you execute thIs Letter ofUnderstandmg The agreement contamed m
thIs Letter IS that our two compames agree to exchange appropnate mformatIon regardmg energy
use and servIces, that propnety InformatIOn and matenals be clearly IdentIfied and transmItted to

The (Company Name) Company has a need for a vanety ofhlgh~quahty, relIable energy servIces
for use m Its (IdentIfy the type of busmess) busmess The energy supply busmess m the Repubhc
of Moldova IS bemg reorgamzed through government and prIvate sector actIOns WhICh wIll have
an effect on the terms and condItIons under whIch (name) Company WIll acqUIre energy servIces
m the future CHP IS offerIng Its aSsIstance and experIence to (name) Company m understandmg
the pendmg changes m the energy marketplace CHP IS also offenng Its capabIlItIes as a major
supplIer of a varIety of energy servIces

It IS our hope that we can establIsh and mamtam wIth (name) Company a relatIOnshIp founded on
mtegnty, mutual trust and respect It IS also our hope that the relatIOnshIp WIll result m
commercial transactIOns between CHP and (name) Company In the future However, there IS no
condItIOn Intended or contaIned In our offer of assIstance and mformatIOn Any commercial
relatIOnshIp WIll result from mutual agreement, and from our offer of products and servIces
WhIch meet your needs at pnces whIch you find acceptable The attached Product and ServIce
LIst prOVIdes for your conSIderatIOn a bnef descnptIOn of the many energy resources and
servIces whIch we are prepared to prOVIde as the energy market contInues to evolve
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ANNEXB4

DatelDatelDate

We suggest the relatIOnshIp begm WIth the exchange of1OformatIOn between CHP and (name)
Company The purpose of the exchange IS to prOVIde each finn WIth mformatIOn about the other
WhICh can be used 10 the development of
energy servIces of use specrfically to (name) Company Naturally, some OfthIS mformatIOn WIll
be propnetary 10 nature (or commerCIally senSItIve, or some other words whIch capture the spmt
of confidentialIty) The 1OformatIOn CHP seeks from you mvolves the types and amounts of
energy you use m your varIOUS processes Your prOVIdIng us WIth thIS InfOrmatIOn Will allow us
to adVIse you of pendmg changes m the energy market, and allow us to prOVIde you With
proposals for products and servIces whIch would meet you needs

SUBEJCT Letter ofUnderstandmg

DRAFT LETTER OF UNDERSTANDING

Dear Mr Customer

Customer's Name
Customer's Company Name
Company Address
Company Address
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the other party as such, and that we each agree to hold confidentIal from any other party that
mformation and those matenals whIch are IdentIfied as "propnety"

The management and staff of CHP look forward to a long and mutually beneficIal relatlOnsmp
wIth (name) Company

NOTE THIS IS A CONCEPTUAL MODEL ONLY SHOULD CHP WISH TO
EMPLOY THIS MODEL, WE STRONGLY ADVISE THAT CHP HAVE THIS LETTER
REVIEWED BY COMPETENT LEGAL COUNSEL

Hagler Bailly
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Smcerely,

Name and TItle

Date

Master Plan - CHPs

If your Company agrees With these terms and condItIons, please have thIs Letter of
Understandmg executed by the person havmg appropnate authonty

Accepted by (name) Company

Name and Title
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Hagler Bailly

Pncmg Product and servIce prIces can be prOVIded for speCIfic applIcatIOns as the result of
InformatIOn exchange, dIScussIon and negotIatIOn

CHP IS capable of provIdmg a "full-servIce" package of energy servIces through the baSIC
resources m Its energy portfolIo, and through CHP's skIlled and expenenced staff

NOTE TillS IS A MODEL PROVIDED FOR CONCEPTS ONLY SPECIFIC
OFFERINGS OF THIS NATURE REQUIRE CAREFUL REVIEW BY CRP STAFF,
AND REVIEW OF LEGAL AND REGULATORY REQUIREMENTS AND
RESTRICTIONS
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- Heatmg
• Natural Gas
- ElectrICIty
- Steam and/or Hot Water

- Supply SubstItutIOn
- Voltage and Frequency StabIhzatIOn
- TIme VarIable Supply and Pncmg
• MultI-SIte Dehvery
- Packagmg of VarIOUS ServIces
- Combmed SIte BIllmg
• TechnIcal AdVIce and Counsel
- Engmeenng ServIces
- Others as NegotIated

PRESENTING CHP PRODUCTS AND SERVICES

Master Plan - CHPs

BaSIC Energy Resources Avadable

ServIce Enhancements

CHP IS capable of custom fittmg ItS resources to your partIcular needs through the provlSlon of a
varIety ofenhancements These enhancements can be used to meet your specIfic needs With
regard to the follOWing tunmg of energy use (VarIable through the tImes of day, months of the
year, or some other schedule vanatlOn), amounts or rates of energy use (peakIng needs,
supplemental needs, temporary replacement needs, etc ), quahty of servIce needs (servIce
adequacy and rehabIhty problems, voltage and/or frequency fluctuatIons, servIce mterruptlOn,
etc )
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Hagler Bailly

b) General Operatmg Characteristics

The StatIOn has been consIdermg the mstallatIOn of a new 12 MW generator, but lack of
funds makes the completIOn of thts plan uncertaln

a) Background InformatIon

CHP-l IS the oldest Moldovan co-generatIOn plant It represents a power plant WIth
transversal connectIOns, place m commercIal operatIOn m 1954 From the begmmng, the
power plant burned coal as It pnmary fuel In 1968, the statIOn was converted to natural gas
and #6 011 The statIon has been workmg for years at the rated capacIty, durmg the last
several years It has suffered from a lack of funds to renew or mamtam statIOn eqwpment, and
to obtam spare parts for overhauls
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Techmcal and Operational Characteristics

COMBINED HEAT AND POWER COMPANY 1
(CHP 1)

The statIon IS desIgned to operate only as a co-generatIOn facIhty It can not produce
electnclty m the absence of thermal load, therefore the power plant operates durmg the
heatmg season, but It can operate durmg the summer If there IS a hot water or steam demand
dunng that penod

All turbmes mstalled at the statIOn are back pressure turbmes The statIon has four electncal
generatmg umts WIth combmed capaCIty of 54 MW The uruts are of the followmg capaCItIes
5, 10, 12,27 MW These umts may reach theIr rated electrIcal generatmg capaCItIes only
durmg the Winter heatmg season If the coolIng faCIlItIes are mstalled to serve one or more of
the turbmes, electrIcal generatIOn can be accomplIshed WIthout dependence on the thermal
load ThIs can make the statIon more fleXIble m producmg electncity

Hot water heatmg system has capaCIty of 164 GCal/h, and steam heatmg system has capaCIty
of 30 GCallh All bOIlers at CHP-l use natural gas as a pnmary fuel and/or #6 011 as a stand
by fuel

At the same locatIOn, there are addItIonal two stand-alone bOIlers for heatmg purposes only,
capable ofproducmg 200 GCallh

Natural gas IS commg by plpelme VIa Ukrame from RUSSia to a tranSIt pomt and metenng
statIOn located at DrochIa, Moldova There IS no gas storage facIlIty eIther on DrochIa SIte or
elsewhere m Moldova GIllS delIvered by rall tankers and stored m three storage tanks, each
of 5,000 m3 capaCIty
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e) Metermg

d) Operatmg RegllDes

The desIgn temperature for hot water supphed by the statIOn IS at maxImum of 150°C, and
for return water In the range of 50 to 70°C In the latest years, the actual supply
temperatures were much lower ThIS IS result from financIal InCapabIhty of the energy sector
to provIde payment to the CHP -1 for heat and electrIcIty Major restrIctIOns on natural gas
and #6 011 supphes also exacerbate the SItuatIOn
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ExtenSIve meterIng systems are mstalled at CHP-I, mcludIng metenng and recordIng of
electncity generaTIon, the amount of steam and hot water supplIed to the dIStrIct heatmg
system The fuel supplIes used durmg heat and electrICIty productIOn IS recorded The
volumes of natural gas and #6 011 are metered and used as entry parameters reqUIred to
determIne thermal and electrIcal effiCIenCIes There are some problems concermng the
accuracy, relIabIlIty and calIbratIOn ofmetenng and other measurmg eqUIpment Under
USAID proJects, there have been mstalled new metermg eqwpment and mstrumentatIOn for
CRPl The ObjectIves were to Improve plant relIabIlIty and effiCIency

For the purpose of measunng electncal and thermal effiCIenCIes, the operatmg regImes and
protocols ofthese systems are of sIgmficance when allocatmg fuel costs between electrICIty
and heat productIOn, as part of the bulk supply prIce calculatIOns

As a combmed heat and electnc power statIOn, CHP-l produces electrICIty and heat m the
quantItIes that depend on chmatic condItIOns and on dIspatch InstructIOns from the
Moldtranselectro control center In WIntertIme, the statIon can operate at the rated electrIC
capaCIty the thermal energy can also be produced at the rated capaCIty m the Winter DUrIng
the wmter months, the statIon electrIC generaTIon uses district-heatmg loads as addITIonal
coolIng capaCIty for the electrIcal generatmg system ThIS district-heatmg coolmg IS not
aVailable m summer months so there IS no electnc generatIon

For the mcreased dIStrIct system heatmg needs, addItIOnal heat may be supplIed from the
stand-alone bOIlers but thIS IS hmited by fuel avaIlabIlIty for these bOIlers

Careful conSIderatIOn should be gIven to the operatIOnal capabIlItIes of each of the CHP-I
turbInes to make them more effiCIent For example, mvestments In boIler urnt Improvements
and bUIldmg coolmg towers can Improve the duratIon of electrIC generaTIon

Master Plan - CHPs

c) Dlstnct Heatmg SupplIes
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II The CHP-l Market and Management CharacterIstics

a) CompetItIon In the Marketplace

ThIS should mclude a reexammation of the designatlOn of costs between heat and electrICIty
productlOn because of theIr Importance m tanffs deSIgn and servIce pncmg
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There IS emerging dIrect competitIon In the energy marketplace, whIch can affect the demand
for heat from CHP-l The Company supphes about 15-17% ofthe heat for the CIty of
ChIsmau The distrIbutIOn system m the CIty IS dIVIded mto four geographic areas, each WIth
Its own water heatmg supply bOllers and/or CHP plant Although mterconnected, the systems

The economy ofMoldova benefits when energy costs to consumers are mmlmlzed therefore,
lower pnced Imports should not be dIscouraged However, the aval1ablhty of lower cost
electnCIty from competItors w111 obVIously have a negatIve Impact on the potentIal electnc
revenues of the power plant hke CHP-1

Durmg 1997, approXimately 1775 milhon kWh was Imported mto Moldova, With an average
pnce ofapproXlmately 15 8 bam/kWh The Moldovan mternal system average generatIOn
cost was 15 7 bam/kWh

CHP-1 average production cost IS 10 bamlkWh, WhICh mdlcates cost advantage of electrICity
bemg by-product to heat Addmg coohng capaCIty to CHP-l can ehmmate seasonal
dIfferences for electnclty generatlOn and CHP-l can enter energy market competItIOn dunng
non-heatmg penod

The purpose of the audIt IS to detenmne accurately plant efficIenCIes and losses The
company management may be tied to old operatmg pohcles and less than adequate
mstrumentatlOn, but nevertheless should emphases thIS effort, and contmuously Improve
plant's capablhtles as a mechamsm of reducing cost and Improvmg the performance of
CHPI

Moldova IS faCIng the present economIC dIfficulties In obtmmng fuel supphes They have a
major effect on the competItiveness of the CHPs The situatlOn ofCHP-1IS comphcated by
the fact that It generates electnclty as a by-product when prodUCIng heat for dIstrICt heatmg
systems Whatever alternative methods of provldmg hot water and mdustnal steam are
developed m the future, there Will be a need for CHP-l to contmue to supply these products
ThIS contmues to affect the tanff pohcles for heat and electnclty, and keeps CHP-l as a
speCial treated co-generatIOn plant For example Its electnclty productIOn have to be
conSIdered as a must run production dnven by heat consumptwn

t) TechDlcal Audit
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b) DeSCrIptIOn of OrgamzatIon and Management ResponsibIlIties

The eXlstmg orgarusatlon IS complex, and IS dOmInated by the engmeenng and technIcal
functIOns Planmng, budgetmg, fmance and personnel sectIons are mcluded m the orgarusatIOn,
but are not gIven the status or organIsatIOnal sIgmficance such management functIOns should
have m a commerCIal orgamsatIon

There IS a number of operatmg polIcIes, whIch govern all of the CHP-l heatmg and electncal
systems These polIcIes have a great Impact on productIon costs and servIce pnces It can be
a prudent decIsIOn to reVIse and change these polIcIes to make CHP-I heat and electnclty
productIOn more effiCient
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The follOWing are a few examples of new changes

• The CHP-I DIrector has control over power plant finance, fuel supplIes and theIr
pnces, and all other power statIon supplIes pnces

• The CHP-I management has some authonty to control costs and mcome, and manage
company accounts

• The CHP-I management gamed some control over how much money can be spent
and how much It can afford to spend, whIle at the same tIme It can generate certam
company's funds

• The CHP-I management has ItS own plannmg and budgetmg system, can execute
plant or productIOn expanSIOns, repatrs and Improvements under some lImItatIon from
the NatIOnal Energy Regulatory Agency (ANRE)

• ANRE regulates the tarIffs for heatmg and electnclty servIces of CHP-l however, the
future structure of the mdustry WIll allow CHP-I to be a stand-alone busmess unIt
negotlatmg some of ItS servIces With customers

Smce November 1997, CHP-I has been a Jomt stock, corporate, mdependent, and legal entity
WIth no dIrect orgaruzatIOnal control from Moldenergo (Its former parent company) or from
Moldtranselectro (tranSmISSIOn and dIspatch company) The realIty oftlus SItuatIOn IS that
power statIOn management IS now fully responsIble for ItS plans, budgets, operatIOns and
fmancIaI results

In addItIOn, as the natural gas mdustry becomes more commercialIzed, customers m energy
mdustry can sWitch to another heatmg technologIes to compete WIth CHP-l products We
assume that customers Will seek replacement resources to reduce therr energy costs, and Will
sWitch to lower cost alternatIves, as they become avaIlable Therefore, CHP-l must always
be VIgIlant that Its productIOn costs and pnces are kept at competItIve level

do not operate as a smgle entIty The system IS not operated m such a way as to assure
technIcal and economIC efficIency for the system as a whole

Master Plan - CHPs
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d) The CHP-l management

c) Management Information System

The near future need for management mformatIon system, wmch IS interactIve and easIly
acceSSIble, Includes these areas

There IS an automatIC control system, whIch supports the techrncal productiOn process, but
much of the management, admlffistratlve, accountmg and finanCIal work IS done manually
Management informatIOn systems are Independent and manually managed, dedIcated only to
a particular functIOn Without any interactIOn With other system functIons
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General Manager

Techmcal DIrector

ChIef Accountant

There IS nothmg wrong, In prmclple, With this manual system In fact, a good manual system
serves as a good model for more advanced electromc system If mformatIOn system IS to be
used for all segments of the CHP-l control system, It must be deSigned and mamtaIned
timely m accurate, acceSSIble and responsive way to a varIety of control and management
needs The flow of mformatIOn must be stored m database system, whIch allow dynamIc
users' InteractIOn

CHP-l has staff of 400 employees As It IS usual for combmed heat and electrIcIty
productiOn power plant, the heatmg productIon sIde of the plant mcludes larger portiOn of
employees UnlIke western power statiOns whIch use subcontractors for many servIces
includIng major maIntenance proJects, betterment proJects, secunty, transportatIOn, etc,
CHP-l has to employ Its own staff to cover these service areas There IS contInuing lack of
sunIlar servIces around the country In addItiOn, CHP-I has on staffmany employees who
are mvolved m admmistrative servIces exclusIvely for CHP-I comparmg With many SImIlar
western compames that use outSide services

• Plannmg & Budgetmg
• FInance and AccountIng
• Customer InformatIOn, BIllIng and CollectIon
• Plant OperatIon & Mamtenance
• Human Resources

WithIn CHP-l there are many wntten procedures that cover the activItIes and tasks related to
plant operations and adffilmstratlOn These procedures appear to be very detaIled and labor
intensive With the new company's goals whIch reflect commerCIal operatIOns and self
sufficIency, these procedures must be re-examined and eIther elImInated or reVIsed

Mr T MOlseev

Mr I Popa

Mrs V Amslmova

Master Plan - CHPs
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I



Hagler Bailly

b) Operatmg Charactenstics

C) DIStrICt Heatmg Suwhes

a) General
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ANNEXC2

Techmcal and Operational CharacterIstics

COMBINED HEAT AND POWER COMPANY 2
(CHP 2)

Master Plan - CHPs

The generator ofeach CHP2 umt has a deSIgn rating of 100MWe, but the turbmes drIvmg them
are not capable of thIS level of output Steam not used for generatIOn IS used for dIstnct heat
water and steam In the condensmg only mode, the control system lImIts the electrIcal output of
the entIre statIon to 100MWe due to lImIted coohng capaCIty CHP2 generatmg capabIlIty m the
summer season IS 80 to 100 MWe based on ambIent temperature

The statIon contaIns three electncal generatmg unIts, each havmg an electncal output of 80
MWe, WIth total dIstnct heatmg water supply capaCIty of300 GCallh, and a steam heatmg
capaCIty of 240 GCallh (WInter operation With all systems runmng) At the same locatIOn, there
are five stand-alone bOIlers for heatmg purposes, capable of producmg a total of 660 GCallh

CHP2 IS the most modem and efficIent ofall Moldovan statIOns Phased development was
completed and full commercIal operatIOn commenced m 1980 Although the statIOn IS of an
effiCIent desIgn, It has suffered from a lack of funds to renew or mamtam statIOn eqrnpment, and
to procure spare parts for overhaul

StudIes to expand electnc generatIOn capaCIty are m progress based on combmed cycle
generatIOn technology

All bOIlers at CHP2 can be fired on natural gas or #6 011 or a combmation of the two RUSSIan
natural gas IS supphed by pipehne VIa Ukraine to a tranSIt pomt and metenng statIon located at
DrocIna, Moldova There IS no gas storage facIhty eIther on the SIte or elsewhere m Moldova
OllIS dehvered by rall tanker and stored m four storage tanks, each of20000 m3 capaCIty

I Background InformatIOn

The deSIgn temperature for water supphed by the statIOn IS a maXImum of I SO degC, the return
water temperature IS 50 to 70 degC In actual practIce, supply temperatures are much lower
TIns results from constramts on operatIOn, large quantitIes of water bemg reqUlred to make up
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e) Metenng

f) Techmcal AudIt

d) Operatmg RegImes
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The purpose of thIs effort IS to determme accurately plant effiCIenCIes and account for losses
Company management may be hobbled by old, habItual operatmg polICIes and less than adequate
mstrumentatIOn, but nonetheless should put speCIal emphaSIS on thIS effort, and contmuously
Improve Company capabIlItIes as a means of reducmg cost and Improvmg the performance of
CHP2 ThIs should mclude a reexammatIOn of the aSSIgnment of costs between heat and
electncIty productIOn because of theIr Importance m tarIff deSIgn and servIce pncmg

ComprehenSIve metenng systems are mstalled at CHP2, mcludmg measurement and recordmg of
electncIty, steam and heat supplIed Gas IS metered and use of #6 OllIS computed, as are
otherthe parameters reqUired to determme thermal and electrIcal effiCIenCIes There are
problems concermng the accuracy, relIabIlIty and calIbratIOn of metenng and other measurmg
eqUipment Under USAID projects, there have been new meterIng eqUipment and
mstrumentatIOn mstalled for CHP2, WIth the objectives of Improvmg plant rehabIhty and
effiCIency

There IS a range of operatmg regImes between these two extremes However, m actual practIce,
the condensers have msufficient capaCIty to deal With the maxImum bOIler finng rate and
electncity productIOn only The control system also reduces boIler firmg when heat output IS
reduced to hmit electrICIty productIOn to 80MWe

Master Plan - CHPs

As a combmed heat and power statIOn, CHP2 produces electncIty and heat m varymg quantItIes
dependmg on clImatIC COndITIOnS and on mstructIOns from the Moldtranselectro control center,
and from Rapdet and Termocom Under certam condItIons (especIally m the summer months)
the statIon may produce electncIty only (full condensmg mode) or, at the other extreme, delIver
maxImum heat from the turbme umts, plus the assocIated electrICIty output (normal m wmter
months) In wmter months, the statIon uses dIstnct heatmg loads as coolmg capaCIty for the
electrIcal generatmg system, thIs coolIng IS not avaIlable m summer months Dependmg on the
fuel SItuatIon, addItional heat may be supplIed from the stand-alone bOIlers

For the purposes ofmeasunng electncal and thermal efficIencIes, the operatmg regImes and
protocols of these systems are of sIgmficance when allocatmg fuel costs between electrICIty and
heat production, as part of the bulk supply pnce calculatIOns

for leakage throughout the heatmg systems, poor msulatlon m the heatmg system pIpelmes and
other problems Major restrIctIOns on gas and #6 011 supplIes exacerbate the SItuatIOn
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In addItIOn, as the natural gas mdustry becomes more commercIalIzed, partICIpants In that
mdustry WIll employ well-known heatmg technologIes to compete for CHP2's heatmg
customers Fmally, customers Will always seek ways to reduce theIr energy costs, and WIll

The economy of Moldova benefits when energy costs to consumers are mInImIzed Therefore,
lower pnced Imports should not be dIscouraged However, the aVailabIlIty of lower cost
electncity from competItors WIll ObVIOusly have a negatIve Impact on the potentIal electrIc
revenues of the finn

There IS lOOmIng m the marketplace dIrect competItIOn WhIch WIll affect the demand for heat
from CHP2 The Company supplIes about 60% of the needs of the CIty of Cmsmau The
dIstrIbutIon system m the CIty IS dIVIded mto four geograpmc areas, each With ItS own heatIng
water supply bOIlers and/or CHP plant Although mterconnected, the systems do not operate as a
smgle entIty The system IS not operated m such a way as to assure techrucal and econOmIC
effiCIency for the system as a whole
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II The Current SItuation of CHP2

a) CompetItIon m the Marketplace

Master Plan - CHPs

The present economIC SItuatIon and the drfficulties bemg faced by Moldova m procunng fuel
supplIes have a major effect on the competItiveneSs of the generatmg statIOns CHP2 s
competitIve sItuatIOn IS complIcated by the fact that It generates electncity as a by-product when
prodUCIng heat for dIstrIct heatIng systems \Vhatever alternative methods of proVIdIng domestIc
and IndustrIal heatIng are developed In the future, there wIll be a need for CHP2 to supply hot
water for some time to come Tms WIll Impact the tanffpolIcy for heatIng and electncity
servIces, and complIcate ment-order loadmg for generatIng umts, also known as the economIC
dIspatch system

CHP2 already faces competItIon from electrICIty Imports from the UkraIne, espeCially because Its
capaCIty IS not avaIlable on a year-around baSIS Dunng 1997, approXImately 1775 mIllIon KWh
were Imported mto Moldova, WIth an average pnce of apprOXImately 15 8 bam/KWh The
Moldovan mternal system average generatIon cost was 157 banIIKWH However, both of these
were substantIally above CHP2's average productIOn cost of 11 7 bani/KWh, wmch mdicates
that CHP2 was competItIve much of the tIme In the Moldovan market These pnce relatIOnsmps
must be contmuously examIned In the future

There are a number of operatIng polICIes (for example the reqUirement for hot standby boIler
capaCIty to take up load m the event of a system faIlure, the current polIcy for allocatIon of
energy and/or water costs between heat and electncal productIon) whIch govern all of the CHP2
heatIng and electncal systems msofar as theIr respective productIOn costs are concerned These
polICIes have a great Impact on productIOn costs and servIce pnces It IS prudent that these be
reexamIned and changed as appropnate m order that CHP2 servIces become more competitively
pnced
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b) ResponsIbIlItIes and OrganIzatIOn

-The CHP2 management has full authonty to control costs and mcome, and manage
Company accounts

sWItch to lower cost alternatIves as they become avaIlable So CHP2 must be always vIgIlant
that ItS costs and pnces are competItIve

Page 61Master Plan - CHPs

The eXlstmg orgamzatIOn IS complIcated, and IS dommated by the engmeermg and technIcal
functIOns PlannIng, budgetIng, finance and personnel sectIOns are mcluded m the orgamzatIOn,
but are not gIven the status or organIzatIonal SIgnIficance that such management functIOns should
have m a commerCIal organIzatIOn

-At the present tIme and mto the near future, the NatIOnal Energy Regulatory Agency
(ANRE) governs the tanffs for heatmg and electnclty servIces ofCHP2
However, the eventual structure of the mdustry proVIdes that CHP2 WIll be a stand-alone
busmess umt negotIatmg pnces for servIce to Its customers

-The CHP2 management may now plan and execute plant or productIon expanSIOns, repaIrs
and Improvements

-The CHP2 management gamed full control over how much money It can spend and how
much It can afford to spend, whIle at the same tIme bemg responsIble for generatmg ItS own
funds for all purposes

-The CHP2 DIrector has complete control over finance, fuel supplIes, and the bulk supply
pnces for the statIOn products

Smce November, 1997 CHP2 has been a Jomt stock, corporate, mdependent, legal entIty WIth no
mternal organIzatIOnal control from Moldenergo (Its former parent) or from Moldtranselectro
(the central gnd company) The realIty ofthIs SItuatIon IS that statIOn management IS now fully
responsIble for Its plans, budgets, operatIOns and financIal results In part, results from tins
mclude

As of October 1, 1997 CHP2 had a staff complement of 640 (whIch excludes the Eastern Boller
faCIlIty) It must be remembered that thIS IS a combmed heatmg and power plant, and the heatmg
SIde of the house employs a portIon of these people However, tyPICal electrIC generatIOn plants
m the West of the 240 MWe SIze may employ as few as twenty people for around the clock
operatIons Unlike western power statIOns wInch use subcontractmg for many servIces mcludmg
major mamtenance projects, betterment proJects, secunty, transportatIOn, etc, CHP2 may
employ ItS own staff for these purposes It IS also very lIkely that, due to the SIze of the typIcal
western orgamzatIOn, admmistratIve servIces may be proVIded by a central staff to operatmg
entItles bke a generatmg statIon of tIns SIze In contrast, CHP2 has on staffmany people who
proVIde admInIstratIve servIces to CHP2 only
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c) The CHP-2 management

The near future need m a management mformatIOn system whIch IS mteractive and easIly
acceSSIble mcludes these areas, at a mirumum

There are computer centers m the statIOn, but much of the statIstIcal work withm departments IS
done manually Management InformatIOn systems are manual, dedIcated to a partIcular functIon,
and there IS no mteractIOn between the systems

a) Planrung & Budgetmg
b) Fmance and Accountmg
c) Customer InformatIOn, BIllIng and CollectIOn
d) Plant OperatIOn & Mamtenance
e) Human Resources
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TechnIcal DIrector

ChIef Accountant

ChIef Planner

General ManagerMr G Barbarosle

Mr E Lltvmov

Mr V ComeiclUc

Mrs S Cuzimma

Master Plan - CHPs

Wlthm CHP2 there are wntten procedures covermg many of the activities and tasks related to
plant operatIOns and admmistratIOn They appear to be very detaIled and labor mtensive These
may be remnants of hfe and management m the SovIet system ThIs system dId not encourage
mdividuallllltIatlve, mnovatIOn or suggestIOns for Improvements ObVIOusly, Wlth the new
purpose and goals wluch reflect commercIal operatIOns and self-sufficIency, these procedures
must be re-exammed and eIther ehrmnated or revIsed

There IS nothmg wrong, In prmclple, WIth manual systems In fact, good manual systems
are good models for electrOnIc systems However, for mformatIon to be of use to all
segments of the CHP2 management, It must be deSigned and maIntamed so as to be
accurate, timely, accessIble and responsIve to a variety of needs The InformatIOn must be
m database forms and contamed IB depositOrIes which allow for ease of use
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h) General Operatmg CharactenstIcs

g) Background InformatIOn

CHP-North IS the largest producer ofelectrICIty and heat m the northern part of the RepublIc
of Moldova Phased development was completed and full commerCial operatIOn commenced
In 1956 Meantime addItIOnal eqUIpment was Installed and moderruzation was done The
statIOn has been worlang for years at the rated capacIty, dunng the last several years It has
suffered from a lack of funds to renew or maIntaIn statIOn eqUIpment, and to obtam spare
parts for overhauls

The station has two electrIcal generatmg umts, each haVIng an electrIcal output of 12 MW
Thermal energy production capaCIty IS about 162 GCalIh, whIch mcludes both the delIvery of
hot water to the central dIStrICt heatmg system and the dehvery of steam These UnIts may
reach theIr rated electncal generatmg capaCItIes only dunng the wmter heatmg season At the
same locatIon, there are four stand-alone bOIlers for heatmg purposes only, capable of
producmg a total of 400 GCallh All bOIlers at CHP-North can be fired on natural gas andlor
#6 011 as a stand-by fuel or a mIxture of both types of fuel

RUSSIan natural gas IS supphed by pipelme VIa Ukrame to a tranSIt pomt and metenng statIOn
located at DrochIa, Moldova There IS no gas storage faCIhty eIther on the SIte or elsewhere
In Moldova OllIS delIvered to the CHP North by raIl tanker and stored In seven storage
tanks, havmg total capaCIty of 25,700 m3 capaCIty The statIOn has two electncal generatmg
umts, each havmg an electrIcal output of 12 MW Thermal energy productIOn capaCIty IS
about 162 GCal/h, whIch mcludes both the delIvery of hot water to the central dIStrIct heatmg
system and the delIvery of steam These UnIts may reach then rated electrIcal generatmg
capaCIties only durIng the Winter heatIng season At the same locatIOn, there are four stand
alone boIlers for heatmg purposes only, capable of prodUCIng a total of 400 GCallh All
boIlers at CHP-North can be fired on natural gas andlor #6 oIl as a stand-by fuel or a ffilxture
ofboth types offuel

The Station has been conSIderIng for modernIZatIOn whIch foresees to dIsmantle all steam
turbmes and to mstall new ones and also to addItIOnally Install two gas-fired turbmes, WhICh
Will make It pOSSIble to mcrease the total output of the statIOn and to produce elecmcIty
despIte ofheat load
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COMBINED HEAT AND POWER COMPANY NORTH
(CHP North)

TechnIcal and OperatIOnal Characteristics
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k) MeterIng

J) OperatlDg RegID1es

The deSIgn temperature for hot water supplIed by the statIOn IS at maxImWll of 150 DC, and
for return water m the range of 50 to 70 DC In the latest years, the actual supply
temperatures were much lower thIS IS result from financIal mcapabilIty of the energy sector
to prOVIde payment to the CHP -North for heat and electncity Major restnctIOns on natural
gas and #6 011 supplIes also exacerbate the SItuatIon
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ExtenSIve metermg systems are mstalled at CHP-North, mcludmg metermg and recordmg of
electrICIty generatIOn, the amount of steam and hot water supplIed to the dIstnct heatmg
system The fuel supplIes used dUrIng heat and electncity productIOn IS recorded The
volumes ofnatural gas and #6011 are metered and used as entry parameters reqUIred to
determme thermal and electncal effiCIenCIes There are some problems concernmg the
accuracy, relIabIlIty and calIbratIon ofmetermg and other measurmg eqUIpment

For the purpose ofmeasunng electrIcal and thermal effiCIencIes, the operatmg regImes and
protocols of these systems are of sIgmficance when allocatmg fuel costs between electncity
and heat productIOn, as part of the bulk supply pnce calculatIons

As a combmed heat and electrIc power statIOn, CHP-North produces electncity and heat m
the quantItIes that depend on clImatIC condItIons and on dIspatch mstructIOns from the
Moldtranselectro control center In wmtertIme, the statIon can operate at the rated electnc
capaCIty the thermal energy can also be produced at the rated capaCIty m the wmter Durmg
the Winter months, the statIOn electrIC generatIOn uses dIstnct-heatIng loads as addItIOnal
coolIng capaCIty for the electrIcal generatIng system ThIs dIstnct-heatIng coolIng IS not
avaIlable m summer months so there IS no electnc generatIOn

For the Increased dIStnCt system heatIng needs, addItIOnal heat may be supplIed from the
stand-alone boIlers but thIs IS lImIted by fuel avaIlabIlIty for these bOIlers

Careful conSIderatIOn should be gIven to the operatIOnal capabIlItIes of each of the CHP
North turbmes to make them more effiCIent For example, mvestments m bOIler umt
Improvements and bUIldmg coolIng towers can Improve the duratIOn of electnc generatIOn

Master Plan - CHPs

1) DIstrIct HeatIng SupplIes
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e) CompetItIOn In the Marketplace

II The CHP-North Market and Management Characteristics

Tlus should mclude a reexammatton of the designatIOn of costs between heat and electncity
productIOn because of then Importance m tanffs deSIgn and servIce pncmg

Page 65

In addItion, as the natural gas mdustry becomes more commercIahzed, customers m energy
mdustry can SWItch to another heatmg technologIes to compete With CHP- North products
We assume that customers WIll seek replacement resources to reduce theIr energy costs, and

There IS emergmg dnect competItIOn m the energy marketplace, whIch can affect the demand
for heat from CHP-North There IS a number of operatmg polICies, whIch govern all of the
CHP-North heatmg and electncal systems These polICies have a great Impact on productIOn
costs and service pnces It can be a prudent deCISion to revise and change these pohcles to
make CHP-North heat and electnclty productIOn more effiCIent

Dunng 1997, approXimately 1775 mIllIon kWh was Imported mto Moldova, With an average
pnce ofapproxImately 15 8 bani/kWh The Moldovan mternal system average generatIOn
cost was 15 7 bantlkWh

CHP-North average productIOn cost IS 21 1 bam/kWh, willch mdlcates that CHP-North has
very expenSIve generatIOn

The purpose of the audIt IS to determIne accurately plant effiCIenCIes and losses The
company management may be tied to old operatmg pohcles and less than adequate
mstruInentatIOn, but nevertheless should emphases tills effort, and contmuously Improve
plant's capabIhtles as a mechamsm ofreducmg cost and Improvmg the performance of
CHP-North

Moldova IS facmg the present economic difficulties m obtammg fuel supplIes They have a
major effect on the competitiveness of the CHPs The SituatIOn of CHP- North IS comphcated
by the fact that It generates electncity as a by-product when producmg heat for dlstnct
heatmg systems Whatever alternatIve methods ofprovldmg hot water and mdustnal steam
are developed m the future, there Will be a need for CHP-North to contmue to supply these
products ThiS contmues to affect the tarIff polICies for heat and electnclty, and keeps CHP
North as a special treated co-generatIOn plant For example ItS electnclty productIOn have to
be conSIdered as a must run productIOn dnven by heat consumptIon

I) Techmcal AudIt

Master Plan - CHPs
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f) Description of OrganIzatIOn and Management ResponsibIlItIes

WIll sWItch to lower cost alternatIves. as they become avaIlable Therefore, CHP- North must
always be vIgIlant that ItS productIOn costs and pnces are kept at competItIve level

Smce November 1997, CHP- North has been ajomt stock, corporate, mdependent. and legal
entIty WIth no dIrect organIzatIOnal control from Moldenergo (Its former parent company) or
from Moldtranselectro (transmISSIOn and dIspatch company) The realIty ofthts SItuatIOn IS
that power statIOn management IS now fully responSIble for ItS plans, budgets, operatIOns and
finanCIal results
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The follOWIng are a few examples of new changes

• The CHP- North DIrector has control over power plant fmance, fuel supplIes and theIr
pnces, and all other power statIOn supplIes pnces

• The CHP- North management has some authonty to control costs and mcome, and
manage company accounts

• The CHP- North management gamed some control over how much money can be
spent and how much It can afford to spend, whIle at the same tIme It can generate
certam company's funds

• The CHP- North management has Its own planmng and budgetmg system, can
execute plant or productIOn expanSIons, repaIrs and Improvements under some
lImItatIOn from the NatIonal Energy Regulatory Agency (ANRE)

• ANRE regulates the tarIffs for heatmg and electrICIty servIces of CHP-North
however, the future structure of the mdustry wIll allow CHP-North to be a stand
alone busmess unIt negotIatmg some of Its servIces WIth customers

Master Plan - CHPs

The eXlstmg organISatIOn IS complex, and IS dommated by the engmeermg and techmcal
functIOns Planmng, budgetmg, fmance and personnel sectIOns are mcluded m the organISatIOn,
but are not gIven the status or organIsatIOnal SIgnIficance such management functIOns should
have In a commerCIal organIsatIOn

CHP- North has staff of 355 employees As It IS usual for combmed heat and electriCIty
productIOn power plant, the heatmg productIon Side of the plant mcludes larger portIOn of
employees
Unlike western power statIOns whIch use subcontractors for many servIces mcludmg major
mamtenance projects, betterment projects, securIty, transportatIOn, etc, CHP- North has to
employ Its own staff to cover these servIce areas There IS contmumg lack of SImIlar servIces
around the country
In addItion, CHP- North has on staffmany employees who are mvolved m admInIstrative
servIces exclUSIvely for CHP- North companng WIth many SImIlar western companies that
use outSIde servIces
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h) Top management of eHP-North

g) Management Information System

The near future need for management mformatIOn system, WhICh IS mteractIVe and easl1y
accessIble, mcludes these areas

WIthIn CHP- North there are many wntten procedures that cover the actIvItIes and tasks
related to plant operatIOns and admimstratIOn These procedures appear to be very detaIled
and labor mtenslve WIth the new company's goals whIch reflect commercial operatIOns and
self-sufficIency, these procedures must be re-exammed and eIther ehmmated or revIsed

Page 67
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General Manager

ChIefEngmeer

ChIef Accountant

There IS nothIng wrong, m prmclple, Wlth thts manual system In fact, a good manual system
serves as a good model for more advanced electromc system If mformatIOn system IS to be
used for all segments of the CHP- North control system, It must be deSigned and mamtamed
tlffiely m accurate, accessIble and responSIve way to a varIety of control and management
needs The flow of mformatIOn must be stored m database system, whIch allow dynamIC
users' mteractIOn

There IS an automatIc control system, whIch supports the techmcal productIOn process, but
much of the management, admlmstratIve, accountIng and financIal work IS done manually
Management mformatIOn systems are mdependent and manually managed, dedIcated only to
a partIcular functIOn WlthOut any mteractIOn Wlth other system functions

• Planmng & Budgetmg
• Fmance and Accountmg
• Customer Information, BIllmg and CollectIon
• Plant OperatIOn & Mamtenance
• Human Resources

Mr A Doromn

Mr A Zazultn

Mrs Z Chmlova
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Prezentul Master Plan urmăreşte anUffilte scopun (rezultate donte sau alte realIzăn m domenll
speCIfice), obIectIve (cal SI metode pentru atmgerea scopunlor), planun de Implementare, SI cntem

Centrala electnca de termoficare « CET-1 », Chlşmau
Centrala electnca de termoficare « CET-2», Chlsmau
Centrala electnca de termoficare« CET-Nord», BăltI

Se presupune ca prezentul Master Plan va fi utIlIzat de toate CET-unle m procesul de adoptare la
noIle condIţll de pIaţa InformaţIa mdIVIduala SI mal detalIata refentor la fiecare dmtre cele treI
Centrale Electnce cu Termoficare este prezentata m rapoarte separate SI anexate la acest Plan
genenc Prezentul Plan serveşte drept model SI poate fi adaptat, aplIcând modificănle necesare, la
oncare dm cele treI Centrale Electnce de Termoficare

10
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ComerCialIzarea SI pnvatlzarea sunt acele doua concepte economIce SI de afacen, pe care RepublIca
Moldova doreşte sa le unplementeze III întreg sectorul energetIC La baza acestor concep;ll se afla
economIa buslllessulUI pnvat, care prevede o competItIe pentru profit pnn satisfacerea neceSItatIlor
clIentIlor mtr-un mod mal efiCIent decât cel practIcat de concurenti Procesul de gândIre SI de
actIVItate conform acestor doua concepte poate fi dIficIl luând m conSIderaţIe prezenta îndelungata a
economIeI centralIzate, care a avut loc pana la declararea mdependentel republIcll m 1991 Pentru a
avea succes m Implementarea acestor doua concepte este necesar ca actual11 managen aI CET-unlor
sa mamfeste fleXIbIlItate, curaj, tăbdare, sa fie gata pentru a-SI asuma nscul In luarea declzllior
Totodată, Implementarea cu succes a acestor concepte va aduce managenlor Centralelor ElectrIce de
Termoficare, sIllldirect Repubhcll Moldova, rezultate economIce SI finanCIare îmbucurătoare Toate
cele expuse mal SUS se adeveresc SI pnn faptul, ca sectorul energetic, m toate economllle, este ramura
pnncIpala de aSIgurare cu resurse energetice cheIe, care permit functIOnarea celorlalţI agenţI

economICI, SI de asemenea permtt guvernelor de a aSIgura bunăstarea SOCiala a cetătemlor SăI

IntentIa acestuI Plan este de a sugera actlVltătI (ce de făcut) SI modabtătI (cum de făcut) De
asemenea, Planul încearcă, III unele domenn, sa explIce de ce este necesar de a executa unele
actIVItăţI aşa cum se recomanda In speCial este Important de mentIOnat faptul ca unele dIn aceste
actmru recomandate In Plan au fost exammate de managem Centralelor Electnce de Tennoficare, Iar
Implementarea unor recomandăn deja a început (veZI anexa)

Acest Plan este rezultatul efortunlor comune ale comparuel Hagler BaIlly SI managenlor celor treI
Centrale Electnce de Termoficare Infonnatta speCIfica întreprmdern a fost pregătIta de asemenea cu
co-operarea SI sustmerea managenlor acestora Planul va servi drept ghId pentru managem
întrepnnderIlor m pregătirea SI ImplIcarea lor m procesul de comerCIalIzare a întrepnndenlor lor La
rândul sau, procesul de comerCialIzare este Implementat cu scopul de a pregătI cele treI Centrale
Electnce de Termoficare pentru vânzare InvestItonlor strategICI pnvatI pe parcursul anulUI 1999
IndIferent de scara sau succesul pnvattzăm, CET-unle vor benefiCIa de comercIahzare prIn
îmbunătăttrea proceselor de analIza SI gestIonare a activItătn de afacen

Pnn hotărârea Nr 628 dm 8 Iulle 1997, Guvernul Repubhcll Moldova, a decIs de a Implementa
declzllie SI strategnle adoptate antenor pentru a îmbunătătI SItuatIa întrepnndenlor dIn sectorul
energetic al repubhcll, SI In speCIal, pentru a restructura sIstemul e1ectroenergetIc Confonn Hofuârn
Nr 1059 dIn 13 nOIembne 1997, fosta CompanIe de Stat Moldenergo a fost reorganlzata In companll
separate SI mdependente de generare, transllllSIe, SI dlstnbut1e Dm cadrul acestora fac parte treI
Centrale Electnce de Termoficare (CET-un), m prezent SOCIetăţI pe actmru

Master Plan - CET-un
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de măsurare a rezultatelor care vor defim succesul acestUI Master Plan Îndrumăn SI sugeStIl pentru
actIUm sunt de asemenea prezentate m acest Master Plan

Compama Hagler BaI1ly acorda aSIstenta tehnIca celor treI Centrale Electnce de Termoficare In
procesul lor de comerCIalIzare, pnn consultarea managenlor, SI dlscutn cu managem fiecăreI Centrale
Electnce de Termoficare Întâlmnle SI dIscutIIle partIculare cu managem CET-unlor au contnbUlt SI
vor contnbUI mal departe la elaborarea mecamsmelor de Implementare a recomandănlor dIn acest
document Multe dIn aceste mecanIsme se contIn In Anexe

I
I
I
I
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2 NOUL MEDIU DE AFACERI AL CENTRALELOR ELECTRICE DE TERMOFICARE (CET-URI)

In RepublIca Moldova au loc schnnbăn Importante, cruCiale In structura orgamzaţlOnală, economIca
SI finanCIara a sectorulUI energetIc Aceste schlmbăn pot fi descnse ca schimbăn revolutIOnare luând
m conslderatIe Istona acestuI sector pe parcursul a câtorva generatII Aceste schlmbăn sunt
recapItulate In următoarele paragrafe

2 1 Restructurarea SectorulUI EnergetIc

Programa întrepnnsa In Republtca Moldova In vederea restructurăm sectorulUI energetIC Include

-Dezmtegrarea vertIcala a întreprmderIlor de stat

Fostele întrepnnden dIn sectorul energetIc, atât întrepnndenle de generare a energIeI electrIce CIt SI a
celeI termtce, care In trecut au fost Integrate vertIcal, sunt acum separate In componente funcţIOnale

Mal concret, In locul fosteI companl1 de stat Moldenergo, care îndeplInea toate funcţllie de aSIgurare
cu energIe electnca (generare SI procurare, transmItere SI dispecenzare a energIeI electrIce produsa
atât In Moldova CIt SI Importata la mvelullInIllor de înalta tenSIune, SI dlstnbUIrea energIeI electrIce
consumatonlor la mvelul lInIIlor de tenSIUne Joasa), astăzI aceste funCtll sunt executate de noua
companll separate SI mdependente, care îndeplInesc cate una dm funcţnle mentIOnate mal sus

- CorporatIzarea întrepnnderI10r de Stat

Opt întrepnnden dIn cele noua mentIOnate mal SUS, dIntre care fac parte treI (3) Centrale Electnce de
Termoficare (CET-un), SI CInCI (5) companll de dIstrIbutIe, au fost corporatlzate, transformate In
socletătI pe acţIUnI, întreg pachetul de actIunI apartInând In prezent StatulUI Statul nu a corporatlzat
companIa de transport Moldtranselectro, care va presta servlcn de transport SI dlspecerat

- ComerCIalIzarea a Noua CompanII

A fost adoptat un program de reVIZUIre a structum organlzatlonale Interne, a filosofieI SI a practIcIlor
de gestIonare la cele noua întrepnnden, care are ca scop transformarea fostelor întrepnnden de stat
In întrepnnden de onentare comerCIala Termenul "întrepnndere comerCIala" nnplIca nOI relaţll cu
clIentu, atmgerea mtr-o penoada scurta de tnnp a poslbilItătn de operare profitabIla, de SIne
stătătoare, SI capaCItatea de a aplIca nOI depnnden profeSIOnale SI SIsteme care sunt necesare de a
atInge aceste rezultate

Hagler BaIlly
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2 2 NoIle StructurI ale Pletel- Energia ElectrIca

23 NoIle StructUrI ale Pletel- EnergIa Termica

CET-l SI CET-2ltvrează maJontatea energIeI termIce utIlIzate de oraşul ChISInaU CET-Nord
hvrează energIe termIca m or BăltI Sa-u dl1mnuat lIvrănle energIeI termtce, Rapdet fiInd companIa

pagma 5

- PnvatIzarea a Opt dm cele Noua CompanII

Următorul pas după comerclaltzare consta m vânzarea partIala sau totala a pachetuluI de actIUnI a
celor opt întrepnnden Moldtranselectro, care gestIOnează Imnle de înalta tensIUne SI este
responsabIla pentru dlspecenzare, va ramane SI mal departe m propnetatea statulUI Non propnetan
pnvatI vor examma structura comercIala a fiecăreI întrepnnden, SI pOSlbtl ca vor reVIZUI structura
întrepnndem m baza vlzlunn lor propm de gestIonare a unItătn de busmess pe care au procurat-o,
sustmând eforturIle de comercIalIzare Implementate de câtre întrepnnden (mcluslv SI cele dm
prezentul Master Plan)

• După penoada prOVlzone, când funcţIa centrala de dlspecerat SI tOţI furmzom SI clIentll vor
devem mal sofistIcaţI, relaţule de pIaţa vor fi bazate pe tranzacţll1edIrecte dmtre furnIzor SI chent
m baza contractelor bIlaterale la angro SI cu amânuntul

• Funcţllie de baza ale companllior de dIstrIbuţIe vor fi hvrarea energIeI electrIce consumatonlor
fmalI, SI, de asemenea, prestarea servlcnlor de facturare SI altor servlcn legate de lIvrarea energIeI
electnce CompanIIle de dIstrIbuţIe vor reprezenta consumatorn m procesul de procurare SI hvrare
a energIeI electnce, aceasta contmuând chIar SI după ce "accesul hber" pentru furmzom
mdependenţIva Introduce competItIe pe plata consumatonlor finalI Pentru ca sistemul sa devmă
totalmente deschIS este necesara de o penoada provlzone pe parcursul căreIa se va acumula
expenenţa SI se vor dezvolta toate sIstemele pentru planIficarea produceru SI procurarea energIeI
electrIce SI mcluslv functIOnarea sIstemulUI de dlspecenzare conform pnnclp1l1or efiCIenteI
economIce

• Moldtranselectro va fi pnnclpala compame de transport a energIeI electnce pentru repubhca, SI,
de asemenea, va fi centrul de analtza SI smteza a mformaţlel m scopul transmItem fiabIle a
energIeI electnce pnn SIstem In penoada provlzone, Moldtranselectro va fi totalIzatorul de baza
a resurselor energetIce pentru toţI consumatoru, SI reprezentându-I pe ultimII In contractele de
furnlzare

• Centralele ElectrIce de Termoficare vor rămâne m contmuare producăton al energIeI electrIce
Electncltatea, servlcnle SI pretunle vor VI dIspOnIbIle m baza contractelor bIlaterale dmtre
furnlzon SI producăton sub supravegherea organulU1 de reglementare Se precomzeazăca
electncItatea produsa va fi dlspecenzata conform pnnclpllior economIce, acordând un tanf
favorabIl consumatonlor, conectatI la retelele de dlstnbuţle, m baza costunlor de generare reduse
Plus la toate, se presupune ca Centralele Electnce de Termoficare vor comerclahza electncltatea
SI servlcllie ofente de ea ca răspuns la oportunltăţIle nOI de pe plata

In prezent se stabIlesc, Iar m vlltor se vor perfectIona, nOI relatII dmtre companllie sectorulUI
energetIc, SI dmtre sectorul energetIc al MoldoveI SI pletele energetIce dm regIune
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mtermedlara, întreprmdenlor mdustrIale, deoarece întrepnndenle au trecut la generarea
decentrahzata a energIeI tenmce, ceea ce este mal efiCIent dm punctul lor de vedere

Servlcllle termIce sunt aSIgurate de compama de transport de stat Rapdet, SI companIa de dIstrIbutie a
căldum de stat Termocom CET-unle furnIzează acestor întrepnnden energIe tenmca, sub forma de
apa calda SI abun pentru transport SI dIstrIbutIe Plus la toate, Rapdet-ul adaugă la aceasta energIe
tenmca, energIa produsa m centralele termIce propm, SI apOI o tranSmIte reţelelor de dIStrIbuţIe ale
Termocom-ului

Regulatorul m energetIca (veZI mal JOs) are împuternICIrea de a reglementa SI supraveghea servIcnle
de producere SI lIvrare a energIeI tenmce Procesul de reglementare a servlClllor de hvrare a energIeI
tenmce se desfăsoara mal încet decât cel de reglementare a energIeI electrIce Cu toate acestea,
schimbănle pe plata contmua SI ele vor afecta pletele de desfacere SI profitul CEI-unlor

Vntorul sIstemulUI încălzITIl centralIzate 10 ceea ce pnveşte vânzănle SI profitul nu este clar Pe
măsura comerclalIzăm întrepnndem de hvrare a gazulUI, ea va încerca sa penetreze plata energIeI
tenmce Consumatom pnvatI vor căuta sa contracteze tehnologll de lIvrare a căldum mal Ieftme SI
mal efiCIente decât ahmentarea centrahzata

Starea fiZIca a sIstemulUI centralIzat de ahmentare cu căldura este nesatIsfăcătoare, IzolatIa tevIlor
având o cahtate proasta, plerden man de energIe SI apa EnergIa termIca este conSIderata un « bun
SOCIal», , SI relatllle normale comerCIale dmtre cumpărător - vânzător nu pot fi aphcate m vlltorul
apropIat pentru sIstemul centralIzat de hvrare a energIeI tenmce

CapaCItatea de producere a energIeI electrIce SI produsul final al CEI-unlor sunt strâns legate de
CIclul termIC SI neceSItăţIle de încălzIre centrahzata De exemplu, capaCItatea de generare a energIeI
electrIce mstalate la CEI-2 este hmltata sezomer, deoarece nu au fost mstalate capaCItăţIle sufiCIente
de răCIre care ar aSIgura functIOnarea utIlaJulUI de producere a energIeI electrIce la capaCItăţI

nommale pe parcursul întregulUI an CapaCItatea de generare la CET-2 m timpul vem este de 80 
100 MW, pe când capacitatea 10 tImpul Iernn atmge 240 MW Acest lucru se întâmpla d10 cauza ca
nu este 10stalata capaCItate de răCIre sufiCIenta pentru a genera 240 MW CapaCItatea maxIma de
generare este atmsa 10 tlmpu1Iernll, atunCI când eXIsta cerere pentru energIa tenmca (este clar ca
acest fapt sugerează oportunItatea mstalăm capacItăţIlor adIţIonale de răCIre, pentru a at10ge
capaCItatea maXIma de generare)

In general este dIfiCIl de caractenzat relatIa dmtre producerea energIeI electrIce SI termIce la
Centralele ElectrIce de Termoficare d10 cauza lffiphcănI problemelor economIce, tehnologIce,
SOCiale SI pohtlCe

2 4 Regulatorulm EnergetIca AgentIa NaţlOnala pentru Reglementare m Energetica

Guvernul RepublIcll Moldova a fondat AgentIa NatIonala pentru Reglementare m Energettca
(ANRE) pentru a reglementa prestarea de servIcll calItattve SI a fund:lonam efiCIente a
întrepnndenlor de lIvrare a energIeI termIce, electnce, gazelor naturale dm Moldova

ConstItuIrea bazeI nonnatlve a început cu emIterea lIcentelor cu scopul de a penmte întrepnndenlor
de a presta dlfente servlcll pe plata energetIca In sectoarele electrIce SI tennlce, ANRE va lIcentIa
întrepnndenle pentru a aSIgura următoarele

Hagler BaIlly
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• Producerea energiei electnce
• Transmiterea energiei electnce la tanfe reglementate
• Servlcn de dlspecerat SI totahzarea resurselor
• Prestarea servlcnlor de dlstnbutIe/hvrare la tanfe reglementate
• FurnIzarea energIeI electrIce la tanfe reglamentate

(care va mclude, dar nu se va lImIta la, contonzare, cItirea contoarelor, facturare, servIcll de
eVidenta a chenţIlor, servIcn de colectare, etc)

• FurnIzarea energieI electrIce la pretul de piata
(mcluslv servlcll cu chentela SI de totahzare a sarcmn)

EnergIa TermIca

• Producerea energiei termIce la tanfe reglamentate
• Prestarea servlcnlor de transportare/transmisie la tarife reglementate SI deservlrea chentllor,

(InclUSIV contonzare, CItIrea contoarelor, facturare, servlcn de eVidenta a clIenIlor, servlcn
de colectare, etc)

Pohtlca de reglementare de către ANRE a preţunlor pentru întrepnndenle CU statut de monopol va
lua forma de "pretun maXIme" m baza modelulUI bntamc SI a unor modele amencane, mcluzând
reViZUirea penodlca a performantelor finanCiare ale întrepnndenlor 10 lImIta împutemIClni sale Pe
pieţele reglementate de generare SI lIvrare, preturile vor fi stabIlIte 10 baza contractulUI, necesltând
m anuffilte caZUfl aprobarea de către ANRE, îndeosebI m cazul vânzăm energieI electnce la
consumatom captIvi la tanfe reglementate

LIcenţele emise de către ANRE prevăd o respectare stncta a standardelor calItative a servlcnlor, care
se va mamfesta m standardele tehnIce de cahtate (de exemplu, tenSIUne, frecventa, rezerve, etc ),
mc1uslv SI m deservIrea calItativa a clIentllor, care afectează dreptunle SI responsabIlItatIle atât a
întrepnndenlor CIt SI a consumatonlor Toate acestea vor fi supravegheate SI promovate de câtre
ANRE CondItia de baza a procesulUI de reglementare al ANRE este ecillhbrarea mtereselor
consumatonlor, vânzătonlor SI pubhculUI, CU scopul de a atmge rezultate economIce optimale, m
absenta unei competItn de piaţa perfecte

Atât ANRE CIt SI întrepnndenle se afla la începutul etapei de dezvoltare a StruCturll sectorulUI
energetIC SI a schemelor de reglementare, SI se confrunta cu dlfente probleme, cum ar fi
lffiplementarea practIcll SI standardelor contabIle, formularea costunlor servlcnlor prestate,
rambursarea mvestIţnlor de capItal, dlspecenzarea economIca a energIeI electnce, dezvoltarea pIeteI
angro, hcentlerea, elaborarea tanfelor, etc

25 Avantaje SI Probleme In Noile CondIţn

AvantaJele restructurăm sunt multiple, afectând fiecare cetăţean al Moldovei Ele mclud, dar nu se
hmltează la

BenefiCiile pentru ConsumatorI

• Servlcn de lIvrare fiabIla a energIeI electnce m cantităţI sufiCIente, la preţun rezonabIle, atât dm
partea transportatonlor CIt SI a fumlzonlor (Termenul "pret rezonabIl" utIlIzat m acest context
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înseamnă un preţ reglamentat pentru energIa electrIca care este concordant cu preturIle care ar
rezulta dm pletele expuse uneI competItll sănătoase Servlcllie de lIvrare a energIeI la preturI
rezonabIle trebUIe sa acopere mvelul necesar de cheltUIelI operatIOnale SI de exploatare, sustmând
eforturIle compamei de nnplementare a standardelor efiCIenteI SI eficacI1ătll managenale, precum
SI aSIgurând rambursarea adecvata a capItaluluI mvestIt pnn depreCIerea permIsa SI profit pentru a
aSIgura un randament competItIv)

• Îmbunătătrrea calItătll de prestare a servlcllior m cela ce pnveşte fiabIlItatea lor, alImentare
contmua, SIguranta, SI senSIbIlItatea la reciamatllie consumatonlor

• In rezultatul accesulUI dIrect al consumatonlor la furmzom eXIstenti pe o plata energetica
deschIsa, consumatom pot sa încheIe contracte separate de procurare a energIeI, SI apOI contracte
separate pentru a o transporta SI transrmte m reţea SI m fmal m reţeaua de dIStrIbutIe

• Acces mal larg la mformaţle refentor la funuzom de energIe, conservare, SI utilIzare efiCIenta

• ProtectIa dreptunlor consumatorulUI SI mteresulUI pubhc pnn Imphcarea organulUI de
reglementare

AvantaJe pentru Guvernul Moldovei

• ÎmbunătătIrea perfonnantelor economICe SI apantIa noIlor oportumtătI pentru creşterea economIca,
pârghllie căreIa sunt dispombilItatea servlcllior pe plata energIeI electrIce, îmbunătăţIrea cahtăţll SI
ndlcarea fiablhtăţlllor, de asemenea creşterea efiCIenteI de utIlIzare a energIeI SI Implementarea
metodelor de conservare de către toate întrepnndenle Toate acestea rezulta partIal dm aplIcarea
corecta a pretunlor la servICllle energetIce

• ÎmbunătătIrea secuntătII economICe care rezulta dm msanatoslrea SI autogestIOnarea sectorulUI
energetIC natIonal

• Mal bune relatll mternatIOnale care rezulta dm faptul ca sectorul energetIc ISI mdeplmeste
oblIgatIunIle sale finanCIare

• Impact pOZItIV asupra bugetulUI natIonal care rezulta dm mdependenta finanCIara a sectorulUI
energetIc, SI dm creşterea vemtunlor dm urma ImpOZItelor, care se asteapta sa crească m urma
extIndem sectorulUI energetIC

• Supravegherea atenta SI controlul nguros al ImpactulUI dm partea sectorulUI energetic asupra
medIUlUI înconJurător, SI capaCItatea sectorulUI de a finanţa mvestItllle de protectIe a medIUlUI
înconjurător

Avantaje pentru CET-url

• Independenta managenala care permIte managenlor de a-SI antrena toata expenerta SI cunostmtele
m îmbunătătlrea perfonnantelor tehnIce SI finanCIare a CompanIeI fara mterventIe dm extenor

• Apanţla oportumtăttlor de a comerCIalIza produse SI servlcll pentru a satIsface neceSItatIle
consumatonlor, pentru a obţme un vemt sufiCIent pentru atmgerea mdependentei finanCIare, SI
pentru a aSIgura profit propnetanlor Compamel

Hagler Badly



• Apantla oportumtăţl1or pentru angaJaţn CompanIeI SI pentru managen de a obtme castigun
rezonabIle platIte la tImp, de a devem propnetan al CompanIeI, de a ndlca efiCIenta profesIOnala a
fiecăruIa m cadrul Compamel

In matenalul care urmează, descnem medIUl comercIal de afacen dont, mcluslv exemple pentru
probabilele functll SI oportumtătl care vor apărea m fata CET-unlor m cadrul structunlor nOI de plata,
m aşa fel ca echtpele managenale sa poată evalua sItuaţIa llmnenta SI actIOna conform propmlor
ratlOnamente

Care va fi efectul acestor nOI schlmbăn de pe pletele energetIce asupra CET-unlor? Schlmbănle vor fi
lll1ense, SI vor transforma completamente modul de gestIonare a afacenlor FIecare angajat la toate
mvelunle se va confrunta cu schlll1bănle necesare pentru a actIva pe pletele nOI energetice Prezentul
Master Plan propune m Imn generale conceptn comercIale necesare Dar managem SI angaJatn
întrepnndem trebUIe sa deCIdă smgun daca aceste IdeI SI concepte trebUIesc Implementate Acum este
momentul pentru once compame sa înceapă adaptarea la nOIle condltn de pIata

I
I
I
I
I
I
I
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3 DEFINITIA TERMENULUI "COMERCIALIZARE"

Pentru ca pârtIle mteresate sa demareze SI sa realIzeze cu succes comercIalIzarea necesara uneI
întrepnnden, ele trebUIe m pnrnul nnd sa cunoască ce înseamnă aceasta In general, medIUl comercIal
al uneI afacen este reprezentat pnn relaţnlebenevole de procurare SI vânzare, ce se stabIlesc mtre
cumpărător SI vânzător pe o plata lIbera SI deschIsa (aceasta fimd o plata deschIsa oncărUI flux de
mformatn m care se urmăresc mteresele propm)

Plata comercIala este acea plata unde cumpărătom SI vânzătom de mărfun SI servlcn (numItI de
asemenea clIentI SI vânzăton) au dreptul de a efectua dlfente tranzactn profitabIle pentru ambele partI
Se conSIdera ca o întrepnndere comercIala are succes atunCI când reuşeşte sa-SI menţmă mdependenta,
sa fie autogestlonara, sa nu utIlIzeze subsldnle finanCiare SI care dm punct de vedere economIC este
asemănătoare uneI întrepnnden autonome O afacere comercIala poate fi m propnetate de stat sau
munICIpala, pnvata sau mIXta

In prezentul Master Plan, propunem următoarea defimţle a procesulUI de comerclahzare

ComercIalIzarea este actIVItatea ce trebUle îndeplmlta pentru a transforma o întreprmdere mtr-o
afacere prospera schtmbându-I structura organizatIonala SI capabilItatIle functlonale ale el mtr-o
întrepnndere care ar

• aSIgura prestarea servlcnlor de înalta cahtate consumatonlor la preturI rezonabIle,
• aSIgura operarea efiCIenta mtr-un mod rezonabIl dm punct de vedere finanCIar,
• rambursa capItalul mvestlt de propnetaru SăI SI produce profiturI dm acest capItal la rate

competItIve

ActIvltătIle comercIale ale CET-unlor pnvlte pnn pnsma noulUl cadru organizatIOnal, de
comerclahzare, SI de reglementare vor fi mteresante SI prormtatoare Mal JOs sunt enumarate unele
oblIgatIUm, responsabIlItatI, SI OpOrtunItătI care pot apărea m nOIle condItn
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4 1StabIlIrea unUI sIstem contabIl care corespunde standardelor SI practIcIlor mtermi:IOnale Acest sistem
va exphca m mod transparent propnetanlor Compamel prezenta stare a CompameI lor, va furnIza
managenlor mformatll necesare pentru derularea afacem, va furnIza Agentiei NatIOnale pentru
Reglementare In EnergetIca (ANRE) SI altor organe de reglementare mforma:Ia necesara, SI va
respecta Standardele NaţIOnale de ContabIlItate SI In general va trebUI sa fie m concordanta cu
Standardele Internattonale de ContabilItate (SIC)

4 2 RealIzarea profitabIhtatll m baza pnnclpllior de autogestIUne SI hpsa a oncăror SUbSldll

4 3 ASIgurarea cu resurse finanCIare necesare pentru efectuarea repara:llior curente SI capItale

4 4 FurnIzarea servIclllor energetIce de înalta calItate consumatonlor, pnntre care SI Retelelor Electnce de
DlstnbutIe (RED), care sunt supravegheate de agentia de reglementare m ceea ce pnveştc cahtatca
servlcnlor, mcluSIv tenSIunea, frecventa, contmuitatea, dispombilItatea, fiabIlItatea, etc TotI aceştI

facton creează SI oblIgattuni SI responsabIlItatI pentru CET-un

4 5 PregatIrea pentru competIţIe dIntre CET-un SI altI generaton m vederea atragem de chenţI Aceasta
competItIe va devem reahtate m vlltorul apropiat dm unnătoarele doua motIve

• Reţelele Electnce de DlstnbutIe vor contmua sa fie responsabIle pentru procurarea electncitatll
dm numele chentIlor SăI, fimd obhgata sa demonstreze regulatorulUl ca toate procurănle sunt
prudente SI efectuate la preţunle cele mal Joase rezonabIl pOSIbIle

• Managementul CET-unlor ar putea sa găsească nOI consumaton, SI ar putea sa schImbe SI sa
perfectIoneze centrala, fapt care va duce la sponrea capacItăţIlor

4 6 Cercetarea permanenta a medIUlUI de afacerI dm numele Compamei pentru a IdentIfica SI a fi gata de a
se confrunta cu oportumtătIle SI pnmeJdllle care pot apărea pe pIata E necesar de a profita energIC de
avantajele Compamel, SI ataca agreSIV neaJunsunle Compamei pentru a îmbunătăţI performanta el
Important e de a plamfica SI reahza prezentul SI vlltorul Compamel

4 7 Plus la cele expuse m punctul 4 6 , CET-unle trebUie sa urm1rească cu mare prudenta schimbărIle de
pe pIaţa gazelor naturale SI de pe plata energieI termice pentru a rămâne competItIve SI pentru a
modIfica strategia după neceSItate

5 SCOPURILE PROCESULUI DE COMERCIALIZARE PENTRU CET-URI

Comerctahzarea Centralelor Electrice de Termoficare va conduce la îmbunătătIrea performantelor
finanCIare, operatIOnale SI la sponrea coteI de plata prm atmgerea următoarelor SCOpUrI

a Înţelegerea SI acceptarea dm partea managenlor întreprIndem a concepţllior SI practIcIlor
pnvmd actIVItatea pe pIeţele comerCiale SI operare profitabIla,

b Adoptarea noulUI scop SI a non structun orgamzatIonale care sunt compatibIle cu o actiVItate
comerCIala,

c Adoptarea pohticilor SI practiCIlor nOI de contabIlItate SI anahza finanCIara, mcluslv, dar care
nu se vor hmIta la, SIC, gestIOnarea bununlor capItale, analIza rIguroasa a mvestltlllor,
adoptarea concepţllior SI practIcIlor SIstemulUI mformatIonal de gestIUne,

d Adoptarea nOIlor pOlItiCI SI practICI de marketmg, SI a nOIlor relaţn cu consumatofll,
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1 FurnIzarea InfOrmatIeI SI stImularea procesulUI de gândIre,

e Adoptarea nOilor polItiCI SI procedurI de contractare pentru procurarea factonlor de productie
(mput), promovarea SI vânzarea produselor SI servIcnlor,

f Întelegerea SI utIlIzarea structunlor nOI de piata SI a reglementanlor care vor fi Implementate
m RepublIca Moldova

Prezentul Master Plan serveşte ca un pas unportant m pre~tuea compamel pentru a opera ca o
umtate comercIala In sectorul pnvat EXIsta doua scopun pentru acest Master Plan

pagma 11Master Plan - CET-un
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SI

2 CăIăuzuea, descnerea actIUmlor necesare, SI prezentarea unUi plan executabIl pentru a atmge
aceste scopun

MISIUnea pnnclpala a Master PlanulUI, SI tema pnnclpala a procesulUI de comerCIalIzare, este
revolutIonarea cultum de derulare a afacenlor SI medIUlUI de gândue al angajatIlor pnn exemplele
propm ale lIdenlor întreprmdem, şcolanzare, SI mteresare personala m succesul întrepnndem

Strâns legate de scopurile procesulUI de comerCialIzare enumerate mal sus, sunt conSIderentele
tehnIce, managenale SI finanCIare, care sunt legate strâns de îmbunătătIrea performantelor CET-unlor
Acestea mclud, dar nu se lImItează la

g Producerea energIeI termIce SI electnce la cele mal mlmme rezonabIle COSturI pOSIbIle
h ÎmbunătătIrea performantelor atât In producerea energIeI termIce CIt SI m producerea energIeI

electrIce (randament, consum speCIfic de combustIbIl, dlspombllItate, fleXIbIlItate In

exploatare, fiabIlItate, mfluenta asupra medIUlUI înconjurător, etc)
Angajarea lucratonlor CET-unlar m realIzarea procesulUI de comerCIalIzare SI ndlcarea
performantelor întrepnndem

J Operarea CentraleI ElectrIce de Termoficare ca o umtate mdependenta, autogestlOnara,
finanCiar VIabIla, care generează vemtun rezonabIle m urma mvestltllior de capItal, SI/sau
profitun rezonabIle m urma actlvItătll sale

Scopunle expuse m punctele g-j, precum SI alte scopun care pot fi propuse de managem CET-unlor,
In vntor vor sta la baza elaboIărll, aprobărll SI executărll unUl Busmess Plan pentru Centrala ElectrIca
de Termoficare

Implementarea prezentuluI Master Plan va furnIza acel pas necesar pentru a atmge prospentate m
operatIunIle comerCIale m noul medIUl de afacen, SI după pnvatizare va ajuta propnetanlor nOI sa
elaboreze SI sa execute busmess planul care va încununa tranzitIa compamel spre o afacere pe deplIn
comerCIala

6 MASURAREA BENEFICIILOR DIN COMERCIALIZARE - DEFINITIA SUCCESULUI

Cntemle succesulUI prezentulUi Master Plan vor fi eVIdente ImedIat dupl atmgerea scopunlor
susment10nate Unele cntem vor fi eVIdente, reprezentmd rezultate obIectIve, cum ar fi adoptarea SI
utilIzarea unUl model sau a mal multor modele pentru analIza fmancIara nguroasa Alte cntem vor fi
de natura subIectIva, cum este de exemplu, întelegerea SI acceptarea de către managen a conceptllior
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SI practlcl10r de comerclahzare, dar care sunt reflectate mal târzIU m îmbullitătlrea performantelor
compamel Este mevltabll ŞI cazul când aprecierea unor rezultate va duce la stablhrea cntemlor
succesulUI care vanază de la o persoana la alta

Al tredea tip de cntem este difiCil de defimt De exemplu, Cit de "nOi" trebUIe sa fie nOIle polItiCI ŞI

practicI contabile ŞI finanCiare? Ele trebUie sa difere de polIticIle ŞI practicde prezente, sa respecte
Standardele NatIOnale de ContabilItate ŞI trebUIe sa fie destul de "nOI" pentru a produce îmbunătătm

semmficatlve măsurabtle pentru compame

I
I
I
I
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De obicei procesul de cunoaştere este un proces treptat Fiecare trebUIe sa se lImiteze la volumul de
mformatIe care poate fi absorbit, totodată încercând sa realIzeze mal mult Elaborarea scopunlor
provocatoare dar reahzabIle este arta managementulUI Implementarea procesulUI de comerCialIzare,
precum ŞI Situatia CEr-uiUl la dlfente etape de dezvoltare va depmde de toleranta managenlor ŞI de
acceptarea schlmbănlor, ŞI de Implementarea efectIva a schimbărIlor la toate mvelurIle organizaţiei

Cu toate acestea, îmbunătăţmle vor VI vlZlbIle ŞI maJontatea lor măsurablle Scopoole fixate m acest
Master Plan vor conduce la îmbunătătIreaperformantelor, fapt, care făcând întrepnnderea mal
comercmlIzata va majora valoarea CET-ulUI pentru mvestlton

7 RETROSPECTIVA DEZVOLTARII SECTORULUI ELECTROENERGETIC AL MOLDOVEI

Moldova este una dm cele mal mICI tan dm fostul bloc sovetIc, cu o populatie de 4 3 mln, dm care 3 6
mm lOCUiesc pe malul drept ŞI O7 mln pe malul stmg (m Transmstna) Moldova este o tara agrara,
profitmd de soloo fertIle ŞI clIma favorabda Tara a sufent un conflIct etnic pe malul stmg al râulUl
NIStru ŞI ca consecmţaTransmstna s-a separat de Moldova

Economia MoldoveI depmde de comertul mter-regIOnal Deoarece Moldova Importa maJontatea
combustlbIlulUl necesar, tara suferă de pe urma creştem pretunlor la combustibil Impuse de RUSia,
furmzorul pnncipai De asemenea combustibIlul este Importat ŞI dm Ukrama, Belarus ŞI Kazahstan
AchItănle cu furmzom de combustibIl sunt foarte proaste dm cauza problemelor care eXIsta m
mişcarea fluxulUI de numerar de la consumaton Dm cauza problemelor economice, Moldova
pennanent se confrunta cu lIpsa de combustibil La mvel naţIOnal, meficlent se utilIzează SI eXIsta
pierden de energie (semnale greşite a pretlmlor reale au contnbUlt selnIuficatlv la avansarea acestei
probleme) Nu sunt dlspombIle fonduri de capital pentru a mvestI In efiCienta energIei, CU exceptIa
sponsonzăm ocazIOnale a prOIectelor pIlot de către agentl1le donoare Luând m conSideraţie aceasta,
putem menţIOna ca costul combustIbdulUl este relativ înalt, ŞI de aceea ar trebUI sa fie un stimulent
conSiderabIl, dm punct de vedere econOmIC, pentru a îmbunătătl efiCienta m sectorul energetIc

Sectorul electroenergetlc, care este elementul pnncipai al economieI Moldovei, este mtr-o stare de
cnza contmua Datona fata de dlfentI credlton este enorma SI m creştere, prezentând un pencol real
pentru economia Moldovei SI mdependenta polItlca Sectorul energetlc al Moldovei a fost o parte
componenta a sistemulUI energetic regIOnal al Umunn SovetIce, ŞI multe întrepnnden au fost
construite cu mtentIa de a deservi cererea dm afara RepublIcl1

Rata de colectare a plaţIlor de la consumaton, subvenţIOnareaa unUl număr mare de consumaton,
discIplma slaba de plata dm partea mstltutl1lor guvernamentale, ŞI utilIzarea tanfelor care nu acoperă

costurIle actuale, agravează problemele finanCiare Plus la aceasta, are loc scurgerea bamlor la fiecare
treapta de mIşcare a mijloacelor banestI de la consumator la compannle de dlstnbule, la
Moldtranselectro, la companl1le de generare
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In dIagramele de mal JOS este prezentata oferta la energIa electrICa m Moldova pentru anul 1997 (malul
drept)

Bilantul de puteri'" timpul
sare,"" maxime a sistemulUI

(Sarcma maXIma a fost 900 MW)

Vmcul furnIzor local de energIe electnca, bazat pe resursele propm de energIe, este Centrala
Hldroelectnca de la Costesti (16 MW) Centrala utIhzeazl energia apel curgătoare de râu, depInzând
de debltul apel al acestuIa

Sectorul electroenergetlc al Moldovei a devemt deficItar m ceea ce pnveşte capacitatea Instalata de
generare a energIeI electnce Moldtranselectro, care In prezent alcatUIeste bllarţul furnIzăm energIeI
electnce pentru dlstnbutle, nu efectuează anahza econOmIca nguroasa m dlspecenzare Nu eXIsta mCI
un stImul econOmIC sau tehnIc transparent pentru a încuraja reducerea costunlor de producere In

sIstemul electroenergetlc al Moldovei

pagma 13

CapaCItatea mstalata pe malul stmg al râulUl NIStru este de aprOXImativ 950 MW, reprezentata de
Centrala Termo-Electnca Moldoveneasca, cu 900 MW, astăzI fimd In stare sa producă aproXImatIv
500 MW, SI de 48 MW al StatIeI Hldroelectnce de la Dubasarl Puterea mstalata a CentraleI
Termoelectnce Moldovenesti a fost 2520 MW Centrala Termoelectnca contmua sa lIvreze energIe
electnca pentru Moldova (malul drept), dar este supusa detenorăru rapIde dm cauza lIpseI reparatllior
necesare, fiabIlItatea el lăsând de dont

In prezent sunt patru centrale electnce de stat de generare a energIeI electnce CHE Costestt (16 MW),
CET-Nord dm Bălti (24 MW), CET-l (54 MW) ŞI CET-2 (240 MW) dm Chlşmau Toate CET-unle
sunt centrale de generare combmata a energIeI tenmce ŞI electnce Toate aceste companll de generare
sunt m permanenta căutare de bam pentru a procura combustlbl1, a plătI salam, ŞI a exploata, reînnOI
întrepnnderIle Adăugător la aceste centrale mal eXIsta încă aproXImativ 92 MW de capacItătI Instalate
la uzmele de zahăr

Master Plan - CET-un
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sau
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De prezentat managenlor defimt11le difentor termem ce sunt utthzatI m acest domemu
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CET 1
15%

CET-Nord
14%

CET-Uzme Zahar
03%

Balanta Energiei Electrice
In Moldova pentru 1997

(total a fost furnizat In 19974657 miII kWh)

CHE Costestl
Ucraina 19%
376%

CTEM
381%

• angajaţll întrepnndern sunt mclocUlţl cu alţll, care vor aduce cu el la întrepnndere practIcIle ŞI

atttudlmie nOI de afacen

Obiectivele ce vor fi expuse maljOS sunt direct legate de scopunle menţIOnate m p 5 De asemenea
sunt prezentate ŞI actiunile necesare pentru atmgerea fiecărui scop

Anume factorul uman este acel de care depmde daca întrepnnderea va devem mat efiCienta ŞI

prospera De aceea, m contmuare o mare atentIe va fi acordata factorulUl uman

• angajaţl1 îşI schtmba mentahtatea ŞI comportarea, adoptând ŞI practlcând filosofia noua,

In general, umcul ŞI cel mal Important factor m atmgerea schlml:ănlor aşteptate m cultura, filosofia ŞI

comportarea întrepnndem este personalul angajat la întrepnndere întrepnnderea este restructunzata
mal eficient ŞI mal rapid pnn doua metode

11 De prezentat managenlor expltcat11 vlzând utlltzănle ŞI contextele tennemlor folOSiţI m acest
domenm

Master Plan - CET-un

a intelegerea ŞI acceptarea dm partea managementulUI întreprIndem a conceptIIlor ŞI practIcIlor
asocIate cu pletele comerciale ŞI actIVItatea profitabIla

8 OBIECTIVELE NECESARE PENTRU ATINGEREA SCOPURILOR MASTER PLANULUI - PLANUL
DE ACTIUNI
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III De prezentat managenlor argumente ŞI motIve clare ŞI convmgătoare vlzând acceptarea ŞI

Implementarea conceptelor ŞI practIcIlor comercIale Acestea ar putea fi prezentate sub forma de
exemple sau VIZIte a unor întrepnnden comercIale ce au atms succese

IV FIecare manager al întrepnndem trebUIe sa fie însărcmat cu Implementarea scopunlor ŞI

obIectIvelor necesare pentru mtroducerea m VIata a conceptelor ŞI practIcIlor de comercIalIzare

V AngaJaţn trebUIe sa fie mcuraJatI sa partIcIpe la exammarea ŞI schImbarea polItIcIlor, practICIlor, ŞI

procedunlor, m aşa fel căpătând o mtelegere mal ampla ŞI o ImplIcare maI adânca m nOIle metode
de desfăşurare a afacenlor

VI IndIVIdualIzarea ultenoara a conceptelor ŞI practIcIlor va fi efectuata m baza partICIpăm angajatIlor
m capItalul statutar a CET-unlor, ce se precomzea1ă m cadrul procesulUI de pnvatIzare Fund
propnetarul întreprmdem managem (ŞI totI angaJatn care au hotărât sa devmă propnetan) vor
partICIpa m atmgerea succesulUI

b Adoptarea non structurI orgamzatIonale SI a scopurIlor care sunt compatIbIle SI care stImulează

modul de activItate comercIala

Structura orgamzatlOnala trebUIe sa fie elaborata m baza sarcmIlor ŞI responsabIlItatIlor care sunt
conSIderate a fi cele mal Importante pentru operarea cu succes a entltatll comercIale In cadrul
departamentelor trebUIe sa actIveze persoane care ar îndeplIm aceste sarcmi ŞI responablhtatl
ComercIalIzarea neceSIta extmderea mal larga a sarcmIlor ŞI responsabIlItatIlor pnncipale m
comparaţIe cu deprmdenle tehnIce obIşnUIte ce tm doar de actIVItatea de producere a întrepnndem
Prmtre alte actIvItătI, gestIonarea cu succes a uneI unItatI comercIale presupune atmgerea a aşa

obIectIve ca "efiCIenta ŞI eficaCItate", "cele mal Joase preţun rezonabIle pentru energia termIca ŞI

electnca" precum ŞI "mdependenta finanCIara ŞI profitabIhtate" Întrepnnderea trebUIe sa elaboreze
structura m baza obIectIvelor avansate ŞI doar apOI sa angajeze persoane cu depnnden ŞI capacIt'iţI

necesare atmgeni acestor scopun

11 Departamentelor eXIstente pot sa II se atrIbUIe dlfente responsabIlItatI nOI care ar fi bazate pe aceste
nOI obIectIve Fortele economIce ŞI finanCIare, care la rândul sau depmd de mvelul de sattsfacere a
clIentIlor ŞI a capacItătu de generare a vemtulUI, ar putea avea o Importanta cu mult mal mare decât
m trecut Aceasta subînţelege neceSItatea re-onentărll ŞI re-orgamzăm departamentelor eXIstente
Se presupune neceSItatea eXIstenteI unor departamente ce nu au actIvat antenor SarcmIle care în
trecut nu erau Importante vor fi necesare m noua structura pentru atmgerea nOIlor obIectIve
Aceasta presupune neceSItatea creăm noIlor departamente ŞI m sfărşlt, unele dm sarcmIle ŞI

responsabilItattIe antenoare se vor dovedI a fi de pnsos sau fara Importanta Aceste departamente
vor fi ehmmate, Iar personalul sau va fi redesemnat m alte funcţu după neceSItatI

1ll Va fi necesara ajustarea structum organlzatIonale la obIectIvele avansate ŞI recrutarea persoanelor
cu expenenţa ŞI studu m baza acestor aJustăn Acest fapt este neobIşnUIt m cadrul orgamzatlel
eXIstente, dar absolut necesar mtru realIzarea scopunlor ŞI obIectIvelor

IV Propunenle vIzând departamentele ŞI depnndenle ce pot fi nOI m structura CET-unlor mclud dar
nu se lImItează la contabIlItate ŞI eVIdenta costurIlor, analIza finanCIara, marketmg ŞI vânzăn,

deservlrea clIentIlor, facturarea ŞI colectarea plaţIlor, mgmene, achlzitIonăn, audltul mtern
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In prezent sunt adoptate nOIle Standarde NaţIOnale de ContabIlitate care corespund SIC Plus la
toate, se estimează ca ANRE va propune un prOIect propnu de contun de reglementare pentru
sectorul energetIc cu scopul de a aSIgura reglementarea efiCIenta a sectoruluI Pentru aceasta este
necesar de şcolanzat personalul eXistent, sau angajat personal nou care ar putea lffiplementa ŞI

utIlIza aceste standarde la CET-un

I
I
I
I

Master Plan - CET-un

c Adoptarea polItIcilor ŞI practIcilor nOi contabIle ŞI financiare
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11 Pentru CET, managementul financIar poate fi o dlsclplma complet noua Ea presupune adoptarea
tehnIcIlor de anahza financIara, Iar tIpul sau stIlul de analIza depmd de natura SI necesItitIle
întrepnndem Este necesar de a stablh o înţelegere comuna ŞI a adopta tennem, defimţll, ŞI

contexte umce cu scopul de a efectua mal efiCIent ŞI mal usor once anahza ŞI tranzactie finanCIara
ASIstenta m elaborarea acestor standarde unIce poate parvem dm partea AsocIatIeI ContabIhlor ŞI

Aumtonlor ProfesIomsti dm Moldova, sau catedreI Fmante SI AnalIza dm cadrul AcademIeI de
Studu EconomIce dm Moldova

Este Important de mentIOnat ca actIVItatea comerCIala merge m pas cu autogestlUnea fmanclara
Compamei supuse regiementani 1 se va cere sa JustIfice programele sale de mvestItll ŞI de
exploatare m fata reguiatoruiui pentru ca aceste COSturI sa fie reflectate m tanfe CompanIa care nu
este supusa reglementarll trebUIe sa posede o discIplma mtema care neceSIta ca programele de
mvestltll ŞI de exploatare sa fie rambursate de sme statator pnn reducen de COSturI ŞI vemtun
ndicate Cresterea vemtunlor ŞI reducerea costurIlor sunt prrghllie pnncipale de rambursare a
oncarei mvestItll pentru a ndica efiCIenta companIeI In ambele cazun (necatmd la faptul daca
mtreprmderea este reglementata sau nu), beneficllie ŞI cheltmele1e trebUIe sa fie exammate prm
compararea costurilor efectuate cu profitul obtmut DeSIgur, eXIsta cazun cmd este necesar de
aplIcat SI alte cntem plus la analIza costunlor SI profitunlor, asa ca respectarea legll, secuntatea
muncll, etc

In cazul mtrepnndenlor reglementate, majorarea beneficlllor sau reducerea costunlor pot fi
sufiCIente pentru a prevem cresterea tanfelor, sau chIar cauza reducerea lor

Vor eXIsta mereu numeroase ŞI vanate prOIecte valoarea caror va depaSI dispombIhtatea resurselor
finanCIare Pentru determmarea prOIectulUI care trebUIe sa fie finantat In pnmul nnd, va fi necesar
de IdentIficat costunle ŞI beneficllie fiecaruI proIect aparte Anahza finanCIara efectuata trebUIe sa
furnIzeze mformatll despre rata mterna de rentabIhtate, valoarea prezenta neta, ŞI altI coefiCIenti
financian pentru fiecare prOIect, ŞI apOI toate prOIectele trebUIe sa fie aranjate IncepInd cu cel care
are valoare maXima ŞI termmmd cu cel cu valoare mInIma PrOiectul care are valoare cea mal malta
dm punct de vedere finanCIar De asemenea, partea finanCIara trebUIe sa fie echIlIbrata cu partea
tehnIca, ŞI cu alte neceSItatI pnontare

In anexe putetI vedea un exemplu SImplu de îmbunătătIre a sIstemuluI numIt "ProIect de SchImbare
a Contoarelor" In tlffiP ce acest prOIect are ca subIect de analIza finanCiara schImbarea contoarelor,
el de asemenea serveste ca un exemplu de analIza finanCIara SI prmClpllle acesteea pot fi aplIcate
pentru once tIp de actIVItate

EVIdent, mtrepnnderea are neVOIe sa scolanzeze angaJatll saI pentru a avea personal calIficat ŞI

expenmentat m acest domemu pentru a efectua o astfel de anahza Plus la toate, mtrepnnderea are
nevOie de oamem care ar promova Interesele companIeI pe dlfente plete finanCIare cu scopul de a
obtme acces la capItalul necesar
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Obhgatllie neordmare sau cu statut speCial, de lunga durata, trebUIe sa fie descnse m contracte
speCIale care urmaresc scopun speCIfice

e Adoptarea noIlor polItiCI ŞI proceduri de contractare SI stabilIrea contractelor comerCiale
pentru procurarea umtatiior de mput, promovarea ŞI vânzarea produselor ŞI servlcl1Ior

In cadrul regulatonu aphcat, este neVOIe de a Stablh regulI ŞI pOhtICI de preturi pentru a aSIgura
fleXIbilItatea m actIVItatea de marketmg pentru a atrage nOI consumaton ŞI de a spon profitul, ŞI

pentru a aSigura optImIzarea lUI MmmlUm ce poate fi utIlIzat de către CET-urI pentru elaborarea
polIticelor de pretun este utIlIzarea metodelor de analIza a costunlor margmale de lunga durata,
costurIlor mcrementale, ştlsau costunlor medl1

111 Relaţllie cu mtrepnnderea de transport sunt de asemenea foarte Importante, mal ales ca ea se afla
mtre CET-un ŞI consumaton Servlcllie de transport vor avea un Impact enorm asupra calItatll ŞI

SIguranteI servlcnlor prestate consumatonlor finalI Plus la toate, CET-urIle trebUIe sa mtocmeasca
un contract care ar aSIgura transportul energIeI electrIce ŞI termIce consumatonlor finalI Astfel de
contracte trebUIe sa fie pregatIte, negociate ŞI executate m penoada de comerCIalIzare

pagma 17

Centrala Electnca de Termoficare trebUIe sa deCIda asupra mvelulUl de ofiCIalItate, documentatie ŞI

control pe care ea doreste sa le alba prezente pentru toate tranzactllle sale, atât cu furmzon CIt ŞI cu
consumaton (mput ŞI output) De obIceI toate acestea sunt m competenta ContabI1ulUl Sef, dar
tranzactllie SImple ŞI frecvente trebUIe sa fie mmUIte In mod SImplu TrebUIe sa fie stablhte
Imputermcmle angaJatilor, atât In procesul de vmzare CIt ŞI m procesul de achiZItie Acest lucru
poate fi Implementat pnn utIlIzarea a unor formulare standarte pentru vmzan sau achlzlt1onan,
compleXItatea carora va vana m dependenta de volumul tranzactIeI ŞI de neceSItatea semnatuni
uneI persoane cu responsablhtatI mal man

n Vmzanle mdreptate spre consumator (output marketmg) vor fi gestIOnate de fortele pIeteI ce tm de
vânzarea energIeI electrIce ŞI energIeI tenmce, subIectul supraveghem dm partea regulatorulUI In
general toate vmzanle trebUIe sa fie efectuate la preţun ce depasesc costunle (costun de producere
vanabIle de scurta durata), pnmele fimd fixate (uneon pnn negoclen) mtre pretul de pIata
dispombii (pret maxIm), ŞI costul de producere de scurta durata (pret mmlm) Vmzanle de lunga
durata trebUIe sa fie efectuate la preturI ce sunt egale cu sau depasesc costunle totale de producere,
mclUSlV rambursarea mvestltlllor, etc

In procesul de comercIalIzare compama are neVOIe de consumaton care sunt gata sa plateasca
pentru produsele ŞI servICnie CET-unlor (marketmg de "output" sau "produs") In acelaSI tImp,
CET-unle vor contmua sa ach.tzltIOneze produse pentru procesul de producere (marketmg de
"mpuf' sau "facton de productIe") In cazul marketmgulUI de output, mtrepnnderea este m cahtate
de vmzator pentru chenţn saI, m cazul marketmguiul de mput, CEToul este reclplent al servlc1110r ŞI

produselor dm partea furmzonlor saI, Iar CEToul este consumator Este necesar de a stabilI toate
aceste relatn furnIzor - producator - consumator Daca aceste relatn deja eXIsta, atuncI va fi necesar
de a mentme aceste relatn TrebUIe stabilIte polItiCI ŞI standarde care vor mcadra toate aceste relatn
de afacen m relatn profeSIOnale, etice, ŞI fara conflIcte de mterese Pentru a stabilI ŞI a-şI pastra
reputatIa, mtrepnnderea trebUIe sa stabIleasca servlcnle necesare pentru a satIsface necesItatIle
clIenţIlor

Master Plan - CEI-un

d Adoptarea nOIlor politicI ŞI practIcI de marketmg, ŞI a noIlor reIa tn cu consumatorII
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9 IMPLEMENTAREA OBIECTIVELOR

CheIa spre succes a CET-urIlor, ŞI a oncărei alte orgamzaţl1, este contmuta m următoarele treI lucrun

f Întelegerea ŞI utItzarea structurIlor nOi de piaţa ŞI de reglementare care vor fi Implementate m
Repubbca Moldova

1ll CET-unle trebUIe sa prezInte tarIfele ŞI alte propunen pentru a fi exammate de catre organul de
reglementare, ANRE, a produselor ŞI servlcllior care nu au fost antICIpate le momentul începem
procesulUI de reglementare

pagma 18

ObIectivul 8 a , nu poate fi atms partial, el sau este atms Integral sau nu este atms de loc Cu alte
CUVInte, hderu ŞI managem CET-unlor sau aphca mtegral prmclpllle comerclahzam sau nu le aplIca
de loc Acest proces ImplIca llltr-o oarecare masura SI mvelul de cultura a managenlor El trebUIe sa
serveasca ca exemplu pentru angaJatll lor SI sa le Induca Idela comerclahzani întreprmdem utIltzand
propunenle mentlonate mal sus (scolanzare, exemplu personal, ImputernICIre, propntate, etc) In caz

• întelegere clara a scopunlor ŞI a obIectIvelor întreprIndem de către IIdem ŞI manageru
acesteIa,

• angajarea hderIlor ŞI managenlor In atmgerea acestor SCOpurI SI obIective,
• amplasarea ŞI ImputernICIrea persoanelor apte, dotate cu cunoştmţe ŞI depnnderI necesare

pentru funCţIa data

Înţelegem Importanta non structun orgamzahonale, dar ne conducem de Ideea ca doar dlspunând de
persoane calIficate ce ar putea activa m noIle condlţl1 va fi pOSIbIla comerCIalIzarea deplma ŞI cu
succes Structura orgamzatIonala poate sa ajute personalul sa lucreze mal efectIV SI mal efiCIent, dar de
sme statator nu ar putea realIza Wtn1C

Deoarece CET-unle vor opera In medIUl nou legIslatIv ŞI de reglementare In paralel cu procesul de
comercIalIzare, managem trebme sa se familIanzeze cu acest medIU ŞI sa adapteze afacenle
mtrepnndem la nOIle structun legIslatIve ŞI de reglementare

11 TrebUIe de stabIlIt pOlItiCI, cu aplIcabIlItate la procesul de procurare a marfunlor ŞI servlCulor
Pentru a optn1llza costunle de achIZItIe, ar fi bme vemta o cercetare de pIaţa pentru a obtme o lIsta
comparatIva a costunlor pentru marfunle ŞI servlcule necesare Unde este pOSIbIl de orgamzat
tender pnvltor la procurarea combustlbIlulUl

11 CET-urIle trebUIe sa propuna modlfican ŞI sa partICIpe la procesul de modIficare a legIlor ŞI

regulamentelor spre avantajul sau ŞI a consumatonlor Managem nu trebUIe sa fie constnnsi de
prezentul cadru legIslatIv ŞI de reglementare, dar trebUIe sa promoveze ŞI sa sustIna schimbărIle

care vor furniza benefiCll VIZIbIle parttlor Imphcate

IV Promovarea ŞI vânzarea produselor trebUIe sa fie guvernate de aceleaSI pOlItICI ŞI standarde
mentIOnate In 6 d 1 Costul acestor actlVltăţI trebme sa fie gestionat de bugetul mtreprmdem, care
este foarte senzitIV la profitunle ce se asteapta

1ll Este pOSibIl de a fonna mste echipe nuCI dm cadrul departamentelor mtreprmdern cu scopul de a
analIza ŞI pregatI propunenle pentru achizItIonan şI/sau vmzan specIale, ŞI pentru prOIecte specIale
dm cadrul mterpnndern Utthzarea acestor echIpe nu va exclude necesitatea mtoCmlTIi contractelor
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In anexe vetI gaSI hsta functIUllIlor, sarcmIlor, responsablhtattlor propuse spre Implementare m
procesul de reorgamzare a structurn organlzatlOnale

Propunem ca structura SI componenta personalulUI 10trepnnderu sa se axeze pe cele mal Importante
activItătI ale el Credem ca acestea ar fi următoarele

Structura propusa dIfera de structura aprobata de OI Barbaroşle, DIrector General al CET-2, la 1
martIe 1998 In contmuare recomandam unele modifican la structura propusa

ObIectIvul 8 b va fi at10s atuncI când companIa va defim clar scopunle ŞI obIectIvele sale care trebUIe
sa reflecte întrepnnderea ca o entItate comerCIala ComercIahzarea a fost descnsa cel putm ca un
exemplu pentru a elabora prezentul Master Plan, 10 capItolul 3

pagma 19

• Grupul care se va ocupa de elaborarea tanfelor ŞI mentmerea relatnlor cu organul de
reglementare trebUIe sa fie subordonat Contablhtatll, deoarece maJontatea mfonnatl1lor de
care acest grup se va folOSI provm dm regIstrele contabIle De asemenea, regulatorul va cere
ca lucrul lor sa fie bazat mal mult pe mfonnatllie Istonce deCIt pe cele prognozate

1 ACtIVItătI ce contnbUIe la generarea energIeI electnce ŞI termIce
2 Marketmgul ŞI Vânzarea produselor ŞI servIclllor, precum ŞI Deservlrea chentI1or, fapt ce ar

contrIbuI la mentmerea relaţllior eXIstente cu chenţl1

3 Contablhtatea SI managementul fmanclar, care vor aSIgura ducerea eVIdenteI contabIle a
întrepnndern

4 PlanIficarea care antICIpează vlltoarele condItll ŞI medIUl m care functIOneaza Compama, ŞI

contrIbUIe la vutorul succes al companIeI
5 ServIcn adm10Istratlve ŞI aUXIlIare care faclhtează actIVItatea tuturor servlcl1lor ŞI

departamentelor m procesul de lffiplementare a obIectIvelor

• Contablhtatea Salarnlor trebUIe desemnata DepartamentuluI Contablhtate, deoarece esenta
actIvItătn acestuI departament este legata numaI de contabIhtate, ŞI costurIle forteI de munca,
după costunle combustIbtluluI, au cel mal mare efect asupra contunlor contabIle ale
compamel

contrar, ar fi bme ca unele persoane-cheIe d10 management sa fie înlocmte cu altele care îti:eleg ŞI

doresc sa traducă 10 VIata nOIle procese de dezvoltare comercIala a 10trepnndem TrebUIe de ţmut cont
de faptul ca factom ce mfluenteaza cel mal mult cultura personalulUI sunt exemplele ŞI faptele arătate

de către supenoru lor
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• Grupul de Plamficare poate sa fie subordonat drrect ContabIlulUI Sef sau SefulUI SectIe
PlanIficare Alegerea depmde de faptul cum este vazuta aceasta actIVItate m cadrul
mtrepnndem De exemplu, se poate spune ca esentIal elaborarea bugetulUI este o functIe a
sectIeI de plamficare Sau, se poate argumenta ca sistema bugetara este unul dm utlhzatom
pnnclpah al satandardelor ŞI sistemelor contabIle In acest caz, este mal usor de efectuat
determInarea abatenlor mdIcatonlor efectivi de la cel planificati când ambele SIsteme sunt
IdentIce

• SectIa achIZItIe combustIbtl poate fi subordonata SefulUI Marketmg sau Ingmeruiul Sef Pe
masura ce întrepnndenle IŞI vor extmde acttvItăttle sale pe plata, care ar mclude substttutrea
procesulUI de producere a energIeI electrIce cu procurarea el, sau procurarea ŞI vânzarea
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energIeI electnce, aceasta pOZItie se va apropIa mal mult de functIa de marketmg decit de
producere

• SIstemul InformatlOnal Managenal (SIM) de regula se bazeaza pe datele contabIle SI pe cele
de producere ŞI marketmg SIM de regula mclude operatiunI analItice care combma date
tehnIce ŞI contabIle, sau date tehnIce ŞI date aferente vInzanlor, transformandule apOI m
mformatIe managenala de control De aceea recomandam ca SIM sa faca parte dm
ContabIlItate

I
I
I
I
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• In caz ca lIpseste la moment un Plan de Afacen trebUle sa fie produs de Departamentul de
Plamficare care va desene pletele vlltoare pentru energIa electnca ŞI termIca, ŞI alte plete
asemenea celor energetIce, ŞI va prezenta planurIle operatIOnale ŞI de markeltng ale CompanIeI
pentru unnatoarea penoada

• Grupul Telecomumcatll poate sa actIveze atât m cadrul SectIeI AdmInIstrative CIt ŞI m SectIa
de Producere Atâta timp CIt el este un servICIU de suport, ar putea sa se afle m cadrul SectieI
Admmlstratlve Sau daca SectIa de Producere utIlIzeaza mtenslv servlcllle acestuI grup, atunCI
el poate fi plasat 10 cadrul sau

• Grupul de AchIZItIe poate face parte dm cadrul sectIeI care are neVOIe mal mult de servlcllie
lUI, care probabIl este Sectia Producere, sau SectIeI care ar efectua achlzltllle pentru toata
mtreprmderea, care este SectIa AdIDmlstrativa De asemenea apare un conflIct m plasamentul
sectieI de achIZItIe a combustibelulUI

ObIectIvele 8 c , 8 d , 8 e , ŞI 8 f sunt atmse In cel mal bun mod pnn reorgamzarea CompanIeI, ŞI

pnn angajarea lucratonlor care au capaCItăţIle ŞI cunostmtele necesare

In speCIal este foarte Important de mentIOnat neceSItatea Implementam unUl SIstem contabIl, bme pus
la punct carula 1 se poate face audltul m mod regulat SI cu usunnta, acuratetea carula este deplIna
responsabIlItate a ContabIlulUl Sef Acest SIstem trebUIe sa raporteze regulat managenlor de VIrf,
regulatorulUl ŞI mvestltonlor despre starea finanCIara a mtrepnndem SIstemul trebUIe sa fie capabil
sa efectueze once analIza SolICItata de managen pentru a atmge scopunle ŞI obeicivele compamei

10 RESURSELE UMANE

101 IdentIficarea PersonalulUI CU CapacItătI ŞI CunostInte Necesare

Cea mal buna cale de a atmge scopunle defmIte este de a plasa personal calIficat m structura
orgamzatlOnala ŞI de a-l InStrUI corect Pentru aceasta este neVOIe de

a) Evaluarea ŞI Intocnurea m mod prudent a fiselor de post m care se vor descne cunostmtele ŞI

capaCItăţIle necesare pentru un nou SIstem de afacerI,
b) PublICItatea prudenta a postunlor vacante, selectarea candIdatIlor ŞI angajarea lor,
c) InstructIUm clare refentor la lucrul care trebUIe sa fie efectuat de angajatI, reexammarea lor

penodlca pentru a aSIgura ca mstructmrule sunt mtelese ŞI mdephmte Paşl1 a) ŞI b) vor
permIte managenlor sa angajeze şJ.!sau scolanzeze candldatn pentru postun anumIte pentru a
plamfica actiVItăţIle SI a conduce cu succes mtrepnnderea

Am anexat la prezentul Master Plan un "Model pentru FIsa de Post" ŞI un ŞIr de fise de post fimte
pentru a fi uthzate ulterIor de CET-un ProbabIl cunostintele ŞI capacItătl1e necesare deja eXIsta la
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11 SISTEME NECESARE PENTRU A SUSTINE PROCESUL DE COMERCIALIZARE

Daca factorul tImp este cheIa succesulUI, atunCI scolanzarea poate sa nu serveasca drept optIUne

102 Angajarea şI!sau Scolanzarea PersonaluluI Necesar

In presupunerea ca va fi necesar de angajat personal nou, sau ca va fi neVOIe de scolanzat personalul
eXIstent, unnatoarele mtreban cruCIale trebUIe sa atraga atentIa managenlor

pagma 21

Unde trebUIe sa cautam personalul necesar, care este costul lUI, ŞI când el poate sa mceapa
lucrul?

SAU
Cme este capabIl sa fie scolanzat pentru nOIle responsabIhtatI, ŞI CIt de repede este poslbt!a
scolanzarea?

Confann fiselor de post se poate observa ca calItatIle personale sunt la fel de Importante ca ŞI cele
tehnIce Dupa cum este mdlcat, cahtatIle personale poarta un caracter subIectIV De aceea, este necesar
de a efectua o mventarlere a acestor calttatI m cadrul personalulUI eXIstent la mtreprmdere

mtrepnndere In unele cazun poate probabIl este neVOIe de o lllica scolanzare a personalulUI ŞI remOIre
a cunostmtelor In alte cazun, este necesar de a angaja personal nou cu capacI1ătI ŞI cunostmte
necesare

Daca CET-unle au deja personal calIficat necesar (ceea ce este rezonabIl dat fimd faptul ca
întrepnndenle au o bogata expenenta de lucru In domenIU), nu este necesar de a angaja alt personal,
sau este necesar, dar m numar lImItat Inventanerea capacItăţI10r personalulUI eXIstent este unIca cale
pentru a detenmna prezenta necesara a specI1aIstIlor Daca nu s-a facut o mventanere, atunCI ea trebUIe
efectuata (mventanerea ar putea fi functIa permanenta a ŞIstemulUI InfonnatIonal Managenal (SIM))

Master Plan - CET-un
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SIstemele nOI contabtle, sIstemele mformatlonale managenale, sIstemele de facturare ŞI eVIdenta a
contunlor, sIstemele de raportare a vmzanlor ŞI alte SIsteme necesare pentru a sustme noul stt! de
afacen, nu poate fi complet defimte costul lor neputmd fi determmat m mod exact

In dependenta de hotanrea managenlor, aceste SIsteme ar putea sa fie bazate deplIn pe SIsteme
computenzate Probabtl este emal bme de a adapta sIstemele eXIstente sau elabora altele nOI la
scopun anurmte, ŞI aceste modele pot fi folOSIte ultenor pentru alte actIVItăţI mal SofistIcate Plus la
toate, personalul care va fi angajat sau cel care va fi scolanzat va cunoaste despre aceste SIsteme, ŞI

va don sa le adopte sau sa le respmga, In dependenta de prefenntele Şi expenenta lor Aceasta
mformatIe trebUie utlhzata m mod pOZItIV pentru a elabora ŞI procura sIstemele mecamce sau
electromce

AICI se recomanda ca managem sa se concentreze asupra resurselor eXIstente care trebUIe sa fie
readaptate la dlfente cennte Daca vor penmte resursele fmanclare, daca se vor schImba prefermtele,
ŞI daca vor vem propnetan nOI, va fi necesar de Implementat mste Sisteme mal sofistIcate care trebUIe
sa fie msotIte de o analIza a costunlor ŞI beneficlllor
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Care este legatura dmtre termenele hmlta pentru completarea comerclahzaru SI prIvatIzare?

Once plan este mcomplet fara termenul final de finalIzare a procesulUl de Implementare, dar managem
trebUIe sa-şI nnpuna pentru completarea acestuI proces

Se planIfica ca întrepnndenle descnse In CapItolul 2 sa fie prIVatIzate la sfirşltul trlmestrulUI 1, 1999
Este clar, ca acest evenIment va avea loc cu mult mamte de finahzarea procesulUi de comerCIalIzare a
CET-unlor Aceasta nu trebuIe sa fie de mIrare ŞI sa provoace panIca

pagma 22

InvestItom vor fi InteresatI sa cunoasca starea mtrepnndem nu numaI dm punct de vedere finanCIar,
dar ŞI dm punct de vedere managenal Investotom vor da pnorItate acelor mterpnnderI care vor
demonstra prezenta unor planurI ŞI actIUnI rezonabIle ŞI agreSIve pentru a atmge cu succes procesul de
comerCIalIzare (Acesta este unul dm obIectIvele pnnclpale al Busmess PlanulUI) InvestItom tmd sa
apreCIeze mal malt asa mtrepnnderI, deoarece vor fi necesare mal putme eforturI de modIficare, de
reorganIzare, angajare ŞI scolanzare a personalulUi, etc Nu se va cere de la mvestlton sa stabIleasca
practICI comerCIale, daca ele vor eXIsta deja la mtrepnndere ÎntreprIndenle comerCIale au valoare
mtnnseca mal mare, deCIt cele necomerCIale

ComerCIalIzarea este un proces mal mult subIectIV, deoarece el ImplIca motlvarea personalulUl de la
mtrepnndere ŞI schImbarea cultum de afacen a mtrepnndem, angajarea ŞI rescolanzarea personaluluI
de care este neVOIe pentru a avea succes m realIzarea procesulUI de comerCIalIzare Implementarea cu
succes a procesulUl de comerCIalIzare va neceSIta o penoada mal mare de tImp In cazul Centralelor
Electnce cu Termoficare procesul de prIvatizare deja a Inceput, pe când procesul de comerCIalIzare
doar se mItlaza

Procesul de prIVatIzare va nnplIca evaluarea mtrepnndem ŞI prognozarea vntorulUl el, selectarea
mvestltonlor, pregatIrea documentelor de tender ŞI receptIOnarea ofertelor, ŞI negOCIerea ŞI finalIzarea
procesulUl de vmzare Aceste probleme pot fi rezolvate mtr-un tImp rezonabIl de scurt, dm cauza ca
ele sunt CIt de CIt obIectIve după natura lor, ŞI specIalIstn cu expenenta vor fi pe deplm angajatI In
solutIonarea lor

Bugetul acestor actIUnI depmde de aceea cum ŞI CIt de repede managem plamfica sa atmga scopul
fmal Nu putem sugera ceva specIfic aICI, doar putem descne acel facton care vor mfluenta bugetul
Nu va fi de mIrare pentru managen ca UnIcul ŞI cel mal mare cost probabil va fi costul de angajare sau
scolanzare, urmat de sIstemele nOI de suport

Pentru a începe dIscutia asupra termenulUl de completare a procesulUl, propunem ca durata de
Implementare sa fie de 24 Iuru pentru fuusarea procesuluI de angajare, rescolanzare, reorganIzare, ŞI

pentru a începe functIOnarea comercIala Aceasta nu mseamna ca va fi obtmut profit doar la sfirşItul

penoadel mentlonate, CI faptul ca mtrepnnderea va începe sa opereze ca un centru de profit la acel
moment

Master Plan - CET-un
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In contmuare prezentam unele aspecte al Busmess PlanulUI ce trebUIe reflectate, (nelemltmdu-ne la
ele)

Implementarea procesulUI de comerCIalIzare de către CEr-un a fost meIusa m hsta de SCOpurI ca un
csop prmclpal care trebUIe atms prmtr-un proces nemtrerupt Cu Cit mal repede va fi Implementat
procesul de comerCialIzare, cu atât este mal mare probabilItatea acceptam de mvestItom prIvati

In speCIal am eVIdentiat mal sus ObIectIvele ca Planul de ActlUDI deoarece Buslenss Planul nu este un
exerCItIU academiC, ŞI nu este pur ŞI SImplu elaborat, aprobat ŞI stocat pe pobte de către management
pâna la momentul mtoCID1rI1 altul nou El este un plan de "lupta" pentru a ataca pletele ŞI problemele
mtrepnndem El se refera la raportarea regulata a rezultatelor (probabIl lunar pentru managem de
vuf), ŞI trebUIe sa fie modIficat pe parcursul anulUI daca cercumstantele mdIca necesitatea de
modIficare

Cum a fost deja recomandat In CapItolul 5, prezentul Master Plan trebUIe Implementat acum, Iar In
vntorul apropIat de elborat un Busmess Plan Cu timpul ambele planun trebUIe prezentate mtergulm
personal de la mtrepnndere Busmess Planul trebUIe sa specIfice acele SCOpuri pe care managem
mtrepnndem doresc sa le atmga m urmatoarea penoada planIficata (de regula Busmess Planul se
mtocmeste sau pe un an, reflectand activitatea operatIOnala, sau pe un term mal Indelungat m
dependenta de durata de Implementare a prOIectelor de mvestItn, cum ar fi lucranle majore de
reabIlItare)

pagma 23

- VIZIunea (reprezmtă o deSCrIere în cuvmte) pnvltor la SItuatia întrepnndem în vntor
- Descnerea actIUnIlor pe care le întrepnnde compama în prezent pentru reahzarea acestei

VIZIum
Descnerea SItuaţIeI curente (statutul ŞI condItnle în care se află întreprInderea, anturajul de
afacen ŞI plata pe care actIvează în prezent precum ŞI pronostIcul dezvoltăm pe vlltor În
acest capItol va fi vorba despre laturIle putermce ŞI slabe ale întreprmdem precum ŞI despre
oportumtătI1e ŞI amemntănle cu care se confruntă )
ObiectIvele pentru următoarea penoadă de plamficare (scopunle)

Indicatoru fmanClarI ŞI economIcI (randamentul capItalulUI mvestIt, reducerea datOrIeI,
etc)
Indlcatoru tehnICI (modificăn în sIstemul tehnologIC al întrepnndem, reparatu curente ŞI

capItale, modIficarea cahtăţn produselor, reducerea costunlor, etc)
ActIVItatea pe plată (dImenSIUnea pieţeI deservlte de întrepnndere, creşterea numărulUI

consumatonlor SI consumulUI lor, creşterea vînzănlor în umtătI ŞI expresie monetară,

cercetăn sau modIficăn a produselor, etc)
Scopunle întrepnndem cu refermtă la consumaton (ndICarea mvelulUI de satIsfacere a
cerIntelor consumatOrIlor, promovarea mărcn ŞI reputatIei întrepnndem, etc)
DesfăşurareaprocesulUI de onentare comerCială

Planul de comumcare/dIalogare (cu cme, ce mesaj, cu ce scop, etc)
Alte duectn conform acordulUI dIrectorulUI ŞI conduceru superIoare

ObIectIve necesare pentru a Atmge Scopunle (planul de ActIuDl)
Sarcmi concrete ŞI grafic de Implementare

- Bugete ŞI alte mstrumente de control finanCIar ŞI materIal

Master Plan - CET-un

13 URMATORll PAŞI

I
I
I
I
I
I
I
I
I
I
I
I
I
I

I
I
I
I

Hagler Batlly



Ar fi bme ca In procesul de evaluare sa partICIpe atât angaJatll CIt ŞI supenom lor, dar totuŞI evaluarea
efectuata de supenon este cea ofiCIala

ComunIcarea m detalll a Busmess PlanulUi este de asemenea foarte Importanta Partial, Busmess
Planul serveste drept ghId pentru personalul mtrepnndem ŞI raspunde la Intrebarea "In ce dIrectie
mtrepnnderea IŞI mdreapta actIVItatea ŞI care este rolul personalulUI m succesul acesteia?"

Un SIstem bun de evaluare a personalulUI va contsa dIn doua partI distInctIve reVIZUIrea ŞI

evaluarea mdeplImrIl sarcmIlor ŞI scopurIlor desemnate In perIoada anterIOara, Identificarea ŞI

descrIerea sarcmIlor ŞI scopurIlor pentru perIoada vlltoare

Intregul Master Plan este Impresurat cu recomandan pentru actIUnI, mal ales m CapItolul 8 Propunem
ca managern sa evalueze toate recomandanle ce tm de planul de actiunI, ŞI sa le mcluda pe cele
adoptate m Programul de Implementare al Master PlanulUI Acestea pot fi de asemenea adoptate ŞI mal
tirzIU facmd parte dm Busmess Plan

pagIna 24

De asemenea, este m mteresul compamei de a stabIlI relaţll pOZItive cu regulatorul pe plata republIcll,
AgentIa NatiOnala de Reglementare m EnergetIca (ANRE), cum a fost mentIonat m paragraful 5 f mal
sus ActIVItatea ANRE va avea un Impact mare asupra Intregll structun a pIetelor de energIe electnca
ŞI a gazelor, ŞI probabIl asupra pIeteI de energIe termIca CET-unle trebUIe sa fie la curent cu toate
polItIcIle, regulIle, regulamenetele, practICIle ŞI standardele ce sunt elaborate ŞI puse m functIUne de
către ANRE CET-unle au dreptul de a lua parte m formularea regulIlor elaborate de ANRE ŞI de a
propune modifican, de a adauga sau a elImma unele regulI, odata cu schimbănle ce au loc pe plata ŞI

odata cu apantIa nOIlor OpOrtunlttai de plata AceeaşI abordare a problemeI poate fi utIlIzata ŞI cu alte
organe de reglementare ce au Impact asupra CET-unlor

Managern au expnmat o donnta mare de a devenI actIVI m lupta pentru clIentI pe plata competItIva
Acest fapt este laudabIl, ŞI mdlca ferm ca managem de VIrf cu adevarat au adoptat cultura comerCiala
Pentru a promova aceasta mtIatlva, am pregatIt o "Scnsoare de Intentn" ŞI "Prezentarea Servlcll10r ŞI

Produselor CET" ca modele de promovare m planurIle de marketmg sau vmZarI a mterpnndern

Accentuam aICI ca prezentul Master Plan nu este un oarecare Busmess Plan, dar ca Busmess Planul
trebUIe sa contma efortun permanente realIzarea deplma a procesulUI de comerCIalIzare Daca de
exammat schIta mentIOnata mal sus a Busmess PlanulUI, vedem ca Busmess Planul acopera subIecte
mai largI deCIt Master Planul Recomandam de a purcede la executarea Master PlanulUi mamte de a
elabora Busmess Planul

Tangentele speCIfice cu Busmess Planul pentru fiecare membru al compamei trebUie sa reIese dm
sIstemul managenal al personalulUi La momentul evaluam penodice a performantelor ŞI aJustam lor,
scopunle ŞI obIectivele Compamei vor fi transformate m scopun ŞI obIective departamentale, de grup,
personale pentru a fi executate m penoada urmatoare

TImpul ŞI potrIVIrea m tImp mtotdeauna sunt foarte Importante m afacen, ŞI pot prestabilI succesul sau
falImentul Manageru mtreprmdem ar don ca ANRE, sau alt organ de reglementare, sau Guvernul
MoldoveI sa modIfice tImpul de Implementare a unor legI sau regulamente, sau procesul de
1D1plementare a unor planun ŞI programe Aceasta ar putea fi foarte Important la momentul de
"constItuIre" a pIeteI energetIce dm Moldova De aceea este foarte Important ca managem mSIstent,
dar dIplomatic ŞI cu respect, sa modeleze OPIma ŞI planunle sale ŞI mereu sa le aduca la cunostmta
tuturor agentllior guvernamentale sau mdependente care pot afecta actIVItatea mtrepnndem
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Cu acest scop, mcuraJam mangem CET-unlor de a revIzuI acest Master Plan de ComercialIzare, lumd
In conslderatle actlUmle recomandate, SI de a le selecta şlleararhlza m ordmea pnontatll

Drumul spre functIOnare comerciala nu va fi usor ŞI neted, ŞI fara mdOlala va mcerca curajul ŞI vomta
managenlor

Vlltorul cu care managem mtrepnndem se vor confrunta este foarte complIcat La schimbărIle pietei ŞI

modlficanle bazei normative despre care am mentIOnat mal sus, se asteapta pnvatlzarea care va aduce
propletan nOI cu VIZiuni nOI ŞI obiective nOI pentru Compame Dar mCI o schlmabare de mal sus nu
trebUIe sa descuraJeze managementul mtrepnndem
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A SARCINI SI RESPONSABILITATI RECOMANDATE PENTRU STRUCTURA ORGANIZATIONALA
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Producere

• PlanIficare lucran reparatIe, mentmere, etc
• Constructll IngInerestI
• Îmbunătătrrea Performantelor atât TehnIce CIt ŞI FInancIare
• Exploatare de RutIna ŞI Plamficata, ŞI Reparatll de Urgenta
• GestlOnarea ProcesulUl de Procurare a Combustlbl1ulUl/Stocarea IUl*
• Sisteme de Control
• FacIhtatl de InterconeXIUne cu Consumatorn/Funllzorn
• Anahze Tehmce de ExploatarelIngmene
• POlttlCI tehmce/operatlOnale ŞI Procese Tehnologice
• Tehnica Secuntatll
• Protectia MedIUlUI InconJurator
• Depozlte*

Contabilitate ŞI Management Fmanclar

• Sisteme ContabIle, Standarde SI Pohtici
• SIstemul Informatlonal Managenal*
• Elaborarea Tanfelor SI Sustmerea lor
• Trezorene
• Anahze FInanCIare
• Elaborarea BugetulUl*
• ContabIlItate Generala/OperatIOnala
• ContabIhtate FInanCIara
• Contablhtatea de EVIdenta a Costurllor
• Contunle ClIentIlor SI SItemele de Colectare
• Contablhtatea de EVIdenta a ImpozItelor
• Relatllie cu ActIOnarll
• ContabilItatea de EVIdenta a Salamlor

Marketmg, Vmzarl, SI Relaţn cu Chentn

• Prognozarea VmzarIlor
• Prognozarea VemtulUI
• ElaborarealPrOlectarea ProdusulUI SI Servlcll10r
• PolItIca de Pret (Servlcll ne-tanfare)
• Programe VInZan, Reclama
• Procurarea combustibIlulUl*
• AchizitIonan SI VInZarI de EnergIe care nu este produsa de centrala
• Cercetan de PIaţa

• Programe Relatll cu eIentu SI Funuzom

Hagler Batlly
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PlaDlficare

• Prognozare EconomIca
• Elaborarea bugetuluI*
• AnalIza SI Smteza Afacenlor
• Elaborarea Busmess PlanuluI

pagma 28
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ServICll Suport & AdnumstratJa

• Achlzlt10nan Matenale SI ServlCll
• SectIa Jundlca
• Resurse Umane (PolItIcI, InregistrarI, etc)
• Reparatll Cladm
• PobtlCI SI Procedun de Suport SI Adnnmstrare
• ServICIUl Auto
• Telecomumcatll
• Depozlte*
• Sistemul InformatIonal Managena1*
• Departamentul SIsteme InformatIOnale

* Reprezmta optIUnea de amplasare m unul dm mal multe departamente

Nota
Personalul care detme anumIte capacItătI SI depnnden nu este oblIgat sa faca parte dlll
personalul mtrepnndem, dar poate fi contractat penodIc m dependenta de necesitate
Managementul trebUie sa deCida care este necesitatea de a avea la Centrala acest personal SI
ce 11 se poate ofen

Busmess Planul va devem ghIdul pOtnvit pentru a confen CET o onentare comerCiala
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ANEXABI

Bl PROIECT DE SCHIMBARE A CONTOARELOR
Un exemplu de anahza financIara

• Introducere

Pe parcursul uneI VIzIte la Reţeaua ElectrIca de DIstrIbutIe centru, ClIentul ne-a vorbIt despre un
prOIect suspendat ce tme de schImbarea contoarelor In general, pOZItIa ClIentulUI refentor la acest
prOIect era acela, ca proIectul nu este VIabIl dm cauza ca bănCIle comerCiale dm Moldova acorda
împrumutun cu o rata a dobânzll fabuloasa Decât sa conSIderam aceasta hotanre ca una finala, am
deCIS sa utIhzam acest prOlect pentru a elabora un exemplu bun SI SImplu de analIza finanCIara De
acea, sarCIna noastră era sa demonstram ca prOIectul trebUIe sa fie comensurat contra beneficlllor
propuse decât sa fie Izolat de ele

• PrOlectul

Propunem un prOIect de schImbare a contoarelor la acel clIenţI a căror contoare au greşeala de cItire
In medIU de 3% De asemenea, presupunem ca o procedura de schImb a unUI contor va costa 10,000
leI Consumul medIU a unUl consumator este de 60,000 kWh la tanful de O24leIlkWh

• Anallza

Scopul acestUI capItol este de a prezenta o descnere succmta a câtorva mecamsme finanCIare utilIzate
In analIza unUI prOIect, cum ar fi valoarea prezenta neta O aşa analIZa, la rândul el, este completata
cu împrumutun care au dlfente termene de rambursare SI care confirma logIca analIzeI efectuate SI m
acelaşI tImp Ilustrează foarte bme conceptele aplIcate

Pentru a vedea daca prOIectul poate fi finantat rezonabIl de un împrumut bancar, am efectuat un calcul
care presupune ca împrumutul este un calcul SImplu de Ipoteca Valoarea uneI aşa abordăn este ca tot
benefiCIUl (vemtunle nOl) pentru a Implementa prOIectul este utIlIzat pentru a rambursa împrumutul SI
rata dobânzll pana ce balanta împrumutuiul se reduce la zero Rezultatul acesteI analIze este de a arata
CIt de repede (pe parcursul la ce penoada) poate fi rambursat un aşa împrumut, SIla ce moment
compama va benefiCIa pe deplm m urma acestuI prOIect In analIza am utIlIzat rata dobânzll de 18%,
24%, SI 30%

De exemplu, In Tab 1 putetI vedea calculele efectuate In scenanul 1, fluxul de numerar este
reprezentat de o renta anuala egala cu 25,920 leI pe trImestru (veZI presupunenle care au fost utIlIzate
pentru a calcula renta) De asemenea s-a presupus ca pentru a schImba 20 contoare companIa va
trebUI sa împrumute 200,000 leI la o rata anuala de 18%, după cum este arat In scenanul 1 In
conformItate cu calculele SI presupunenle efectuate, un aşa credIt va fi pe deplIn rambursat la sfărşltul

penoadei a 10 (peste 2 5 anI) Pe parcursul penoadelor următoare companIa va dIspune de 25,920 leI
pentru a-l re-mvestlla propna donnta

O întrebare Importanta ce apare m aceasta SItuaţIe ar fi "Care sunt factom, ce mfluenţează vIteza de
rambursare a credItulUI măsurata In penoade de timp?" In baza exemplulUI de mal sus, răspunsul ar fi
"Alte lucrun fimd egale, factom ar fi
1) Suma fluxulUI de numerar In trImestru m relatIe cu suma împrumutata de la banca,
2) Rata dobânzll "

Hagler Bal1ly



Daca presupunem ca m tnmestru fluxul de numerar este constant, SI daca compama nu va fi m stare
sa negocIeze un procent mal mIC, atunCI va fi neVOie de o penoada mal mare de rambursare a
credItulUI Aceasta este Ilustrat m Tab 1, Scenanul 2 SI 3 Daca compama nu reuşeşte sa negOCIeze O
mal buna rata a dobâuzll împrumutulUI va fi neVOIe de doua tnmestre suplImentare pentru a rambursa
credItul (m comparatIe cu Scenanull) In acest caz (ScenanuI3), compama va rambursa credItul mtr
Openoada mai mare SI va plăti un mteres bancar mal mare cu 8,744 leI decât cel calculat conform
ScenanulUI 1

I
l'
I
I
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Daca se va schImba metoda de rambursare a împrumutulUI atunCI se va schImba SI penoada de
rambursare In general, cu cat este mal mare rata dobâuzll cu atât este neVOie de maI mult tImp pentru
rambursarea împrumUtulUI

• AnalIza Fmanclara

Cum de luat deCIZIa corecta m alegerea unUI sau altul prOiect? In mod normal, pentru a face o
estImare adecvata a benefic1l1or unUl prOIect de mvestJţ1e, se foloseşte Valoarea Prezenta Neta (VPN)
AvantaJul acestuI mecanIsm fata de celelalte, (cum ar fi rentabIlItatea mterna SI altele) este ca VPN la
m conslderatle toate beneficnle SI costurIle prOIectulUI m baza reala eVltând neajunSUrIle aSOCiate cu
alte mecamsme

Pentru a Ilustra metoda VPN s-a elaborat un exemplu Ipotetic de schImbare a contoarelor la
consumatom mdustrialI (VeZI Tab 3) In scopul simplIficărn, s-a efectuat o OmItere conform căreIa

fluxul de numerar ce au loc după lImItele de 10 am au fost excluse dm analIza Datele Imţlale vlzând
evaluarea prOiectulUI dat au fost selectate m baza SItuatIeI create, necătând la faptul ca unele denvatu
nu sunt excluse Se presupune de asemenea ca valoarea împrurnutuiui tme de natura analIzeI VPN
înseşI

Pentru început este necesar de a explIca pe scurt ce presupune VPN Este ŞtIUt ca valoarea unUl leu
pnrmt mâme este mal mIca decât valoarea leulUI pnmlt astăzI Aceasta poate fi dm cauza mflatIeI, de
exemplu O alta cauza care ar explIca aceasta dIferenţa sunt costunle de oportunItate Costul de
OportunItate este defimt ca ceva de ce ne deZlcem m favoarea a altceva De exemplu, 1 leu estetmut
acasă pe parcursul unUI an SI rata dobâuzll anuale este de 20% (presupunem ca acesta este cel mai
mare procent dispombII) Aceasta înseamnă, ca nOi am pIerdut 20% sau 20 bam la leu Sa ne revemm
la VPN VPN pur SI SImplu aduce la o baza comparatIva (de obIceI m penoada O) toate încaslnle SI
vărsănle fluxulUI de numerar, care de obIceI apar pe parcursul a dIfente penoade de tImp, pnn
aplIcarea ratei de decontare pe întreaga penoada de tImp a prOIectulUI

In contmuare prezentam formula VPN

Fluxul In numerarpenolUio I Fluxul In numerarperwado 2 Fluxul In numerarpenolUio n

VPN = + 2 + n InvestItza mztzala (1)
(1 + rata de deconatre)l (1 + rata de decontare.) (1 + rata de decontare)

Unde, n reprezmtă numărul de penoade când are loc fluxul m numerar Rata de decontare ar
trebUI de asemenea sa corespunde lungirmi penoadel m lImItele căreIa are loc fluxul m numerar
De exemplu, daca rata dobâuzll anuale este de 12% SI fluxul m numerar este odam m doua lum,
atunCI rata de decontare aplIcata va fi de 2% (12% împărtlte la numărul de penoade de doua lum
contmute mtr-un an)

Regula generala este de a accepta prOIecte ce au un VPN pOZItiV SI de anulat acele prOiecte cu
VPNnegatIv
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Sa revemm acum la Tab 3 In pnmul rând, trebUie de mentIonat ca fluxul In numerar dlferentIat,
generat de către contoare, depInde de volumul energIeI consumate de câtre fiecare consumator
Daca presupunem ca volumul energIeI consumate de către un consumator Industnal atInge In
medIU CIfra de 32500 kWh pe luna, atunCI fluxul de numerar Incremental va constituI 720 leI
trlmestnal In baza formuleI (1) VPN a prOIectulUI de schImbare a contoarelor consumatonlor va
fi egala cu 26 leI (presupunând ca rata de decontare este de 25%, VeZI Tab 4) sau aproape de
zero

I
I
I
I
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A fost efectuata analIza catorva scenam de schImbare a VPN In dependenta de volumul de consum SI
de rata de decontare utIlIzata (tab 4) Aceasta analIza ne demonstrează următoarele

1 Contoarele trebUIe schImbate doar la întrepnndenle ce consuma In medIU 32 500 kWh SI mal
mult sau o rata a dobânzll de 25% Aceasta apare dm cauza ca începând cu mvelul mInIm de
consum, SI cu condItIa neschImbăm altor stlpulăn ale prOIectulUi, VPN este pOZItIV In general, cu
cat mal mIca este rata de decontare, cu atât mal JOs poate fi volumul consumuluI, In scopul
schImbăm raţIOnale a contoarelor

2 Dm toate prOIectele de mvestItll de schImbare a contoarelor care au un VPN pOZItIV
întrepnnderea ar trebUI sa le realIzeze doar pe acele ce au un VPN cel mal înalt Dupl
Implementarea a astfel de prOIecte, întrepnnderea poate purcede la realIzarea prOIectelor cu o
VPN mal Joasa cu condIţIa ca VPN este mal mare decât zero SI ca întreprInderea dIspune de
lll1Jloace finanCIare

Bazându-ne pe analIza efectuata putem trage careva conc1uzll ce pot fi aplIcate SI la alte prOIecte
unde este utIbzata VPN (cu condltll neschlmbăm celorlalte condltll)
• Cu cat mal mare este rata de decontare cu atât mal Joasa este VPN
• Cu cat este mal mare volumul fluxulUI de numerar cu atât mal mare este VPN

AdIţIonal

• Cu cat este mal mare volumul mvestItlllor pnmare cu atât este mal JOs prOIectul VPN,
• Cu cat mal târZIU au loc fluxunle de numerar, cu atât mal Joasa este valoarea lUI actuala

• Fmanţarea prOlectulw

In dependenta de mănmea prOIectulUI de realIzat, întrepnnderea poate utIlIza câteva forme generale
de finantare

• MIjloace propm (economll)
• Elll1terea hârtl1lor de valoare
• împrumuturi
• Combmarea mijloacelor enumerate

Independent de tIpul finanţărll utilIzat, întrepnnderea trebUIe totdeauna sa evalueze prOIectele In
paralel cu costullll1Jloacelor finanCIare atrase De exemplu, daca întrepnnderea la un credIt cu rata
dobânzll anuale In valoare de 35% pentru finantarea completa a prOIectulUI, atunCI vemtul prOIectulUI
ar trebUI sa constItuIe nu mal putIn de 35% anual In general, se practIca utIlIzarea termenulUI de cost
al capltaluluz care reprezIntă valoarea medIe ponderata a capItalulUi InvestIt

Având m vedere ca rata dobânzll pentru împrumutun comerCIale fi Moldova este înalta (30-35%
anual), întrepnnderea poate încheIa contracte dIrecte cu consumatofll, conform cărora consumatom
vor mstala contoarele dm cont propnu La rândullor, retelele de dlstnbutle vor micşora tanful pentru
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consumatorul dat, ca acesta dm unna sa fie m stare sa Iăscumpere contorul SI sa prImească un
procent suplImentar ce ar compensa retmerIle temporare legate de ImpOSIbIlItatea utllIzărn

IDlJloacelor (costul contorulm) m alte drrectll Procentul dat trebme sa fie mal mIC decât valoarea
mIjloacelor atrase (sau valoarea capltalulm retelelor de dIstrIbutie) pentru ca retelele de dIstrIbutie sa
fie comteresate m încheIerea a astfel de contracte DIferenta dmtre valoarea capItalulUI SI procentul
compensatIei va constltm o econOmIe de mIjloace finanCIare ale retelelor de dIstrIbUţIe Aceasta ar
pernute întrepnndem sa realIzeze actiVItatea sa de schimbare a contoarelor cu cheltuIelI mmlme

Mal eXIsta SI o alta solutIe pentru prOIectul dat Este necesar de a compara valoarea capItalulUI cu
procentul compensatllior SI reducem la procurarea contoarelor cu ndlcata Daca dIferenta dmtre
valoarea capltalulm pe de o parte SI procentul compensaţlel SI reducem pe de alta parte este pOZItIva,
ar fi mal ratIonal ca retelele de dIstrIbuţIe sa procure contoarele dm cont propnu Daca aceasta
dIferenţa este negativa atunCI contoarele trebUIe sa fie mstalate dm contul consumatorulUI
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Tab SchImbarea contoarelor mexactItatea carora duce la mlcsorarea energIeI contorIZate m medIU cu 3% 1. consum.tom mdustnah (Exemplu de Ipoteca)

ProJect Assumptlons
1 R)(llcarea exaetltatn contoarelor
2 Numarul de conto.re sch.mbate mtr o luna
3 Suma .mprumutata. IeI
4 Consumul mediu lunar pe consumator (kWh)
5 Tanful (letlkWh)
6 Rata de col«tare 0/
7 Costul unUI contor leI

003
20

200000
60000

024
100"/

10000

8 Pro<entul bancar Tnmes1nal
sceDanul 1 5/
sceDanul 2 60/
scenanul 3 8/

Anual
18/
240/
30"/

~
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Sponrea vemtulul1unar (1x2x4xSxSx6) tel 8640

SCENARIUL I 180/ dobanda anuala
Penoada trimestru O I 2 3 4 5 6 7 8 , 10 Il 12

1 Fluxul de numerar lunar 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920
2 Fluxul de numerar cumulatlv 25920 51840 77760 103680 129600 155520 Igl440 207360 233280 259200 285120 311 040

3 Valoarea .mprumutulu. (Ia sf penoade. 200000 183080 165399 146922 127613 107436 86350 64 316 41290 17228 O
4 Swna ImDrumutulul 6 5 16920 17681 18477 19309 20177 21085 22034 23026 24062 17228
5 Dobanda tle datona ramasa Oa lOC penoadet 3x4 9000 8239 7443 6611 5743 4835 3886 2894 1858 1034
6 Tetal plaut 4+5 25920 25920 25920 25920 25920 25920 25920 25920 25920 18262

7 Fluxul de numerar net 7658 25920 25920

SCENARIUL 2 24 / debanda anuala
P.enoad~ tnmestru O I 2 3 4 5 6 7 8 , 10 Il Il

J Fluxul de aUmeIar lunar 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920
2 Fluxul de numerar cumulatlv 25920 51840 77760 t03680 129600 155520 181440 207360 233280 259200 285120

3 Valoarea mmrumutului la sf Denoade1 200000 186080 17I 325 155684 139105 121532 102904 83158 62227 40041 16523 O
4 Suma ImprumutuJu. 6-5 13920 14755 15641 16579 17574 18628 19746 20931 22186 23518 16523
5 Dobanda ne datona ramasa a mc oenoadel 3x4 12000 II 165 10279 9341 8346 7292 6174 4989 3734 2402 991
6 Tetal olat.t (4+5 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 17515

7 Fluxul de numerar net 8405

SCENARIUL 3 30/ dobanda anuala
Penoada tnmestru O I 2 3 4 5 6 7 8 , 10 Il Il

I Fluxul de numerar lunar 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920
2 Fluxul de numerar cumulanv

3 Valoarea ImpruJI1utWul Ia sf penoada 200000 189080 177341 164722 151156 136572 120895 104042 85926 66450 45514 23007 O

4 Suma ImnrumutulUl 6-5 10920 11739 12619 13 566 14583 15677 16853 18117 19476 20936 22506 23007
5 Dobanda De datona ramasa Ila JOC nenoade! 3x4 15000 14181 13 301 12354 11337 10 243 9067 7803 6444 4984 3414 1380
6 Total otat.t 4+5 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 24388

I
7 Fluxul de numerar net 1532

De exemplu, pentru a calcula valoarea chesulut necesar pentru a acopen valoarea Imprumutuiui SI rata dobanztl denvat dmtr un anumit flux de numerar este necesar de a executa urmatom pasI
1 Pentru a calcula dobanda la sfarSltul peneade! 1 (tnmestrull) .nmult.u valoarealmprumutulu.la mceputul penoadel (penoada O) cu dobanda tnmestnala (e g 200 000x8/ = 15000)
2 Penuu a calcula rambuISMea nnprumutuluila sfirSitul tnmestruiui 1 scadetl dobanda din fluxul de numerar (e g 25920 15000=10 920)
3 Pentru a calcula valoarea ImprumutulUi ramasa la sfirsitul tnmestmlm I (valoarea lmprumutulUlla Inceputul penoadef 2) scadetl 10920 din 200000
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Tab 2 SchImbarea contoarelor mexachtatea carora duce la mlcsorarea energIei cootoraate m mediu cu 3°/ la consumatonllRdustrlah

ProJ«t assumptlons
1 Ru:ilcarea exactltatn contoarelor
2 Numarul de contoare scJumbate mtr-o luna
3 Suma Imprumutata, lel
4 Consumul medIU lunar pe consumator (kWl
5 T""fuI (letlkWb)
6 Rata de colectare /
7 Costul unw contor lel

003
20

200000
60000

024
100"/

10000

8 Procentul bancar Tnmestnal
seenanul 1 50/
seenanul 2 6/
seenanul 3 80/

Anual
18/
24/0
300/

""""""
O~
='"

Sponrea vemtuiui lunar (1x2x4x5xSx6) fel 8 640

SCENARIUL 1 18/ debanda anuala
Penoada, tnmestru O 1 2 3 4 5 6 7 8 9 10 II 12

1 Fluxul de numerar lunar 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920

2 Valoarea lmorumutulul (Ia sf lJenoadeJ 200000 200000 200000 200000 200000 200000 200000 200000 200000 200000 200000 200000 O
3 Suma lmorumutulUi O O O O O O O O O O 200000
4 Dobanda 9000 9000 9000 9000 9000 9000 9000 9000 9000 9000 9000 9000
5 Totalolaltt 9000 9000 9000 9000 9000 9000 9000 9000 9000 9000 9000 209000

(i Fluxul de numerar dlSoorubll 16920 1(i920 16920 16920 1(i920 1(i920 16920 16920 16920 16920 16920 183080
7 Fluxul de numerar cumulaltv dlsporubd 16920 33840 50760 67680 84600 101520 118440 135360 152280 169200 186120 3040

SCENARIUL 2 24/ dobanda anuala
Penoada tnmestru O 1 2 3 4 5 6 7 8 9 10 II 12 13 14 IS

1 Fluxul de numerar lunar 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920

2 Valoarea lruorumutulw (Ia sf oenoader) 200000 200000 200000 200000 200000 200000 200000 200000 200000 200000 200000 200000 200000 200000 200000 O
3 Suma unorumutulm O O O O O O O O O O O O O O 200000
4 Dobanda 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000
5 Total olatlt 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12000 12,000 12000 212000

6 Fluxul de numerar dlsporubd 13920 13920 13920 13 920 13 920 13 920 13 920 13 920 13920 13 920 13920 13920 13 920 13 920 186080
7 Fluxul de numerar cuundattv dISporubd 13920 27840 41760 55680 69600 83520 97440 III 360 125280 139200 153120 167040 180960 194880 8800

SCENARIUL 3 30 / debanda anuala
Perlos.da tnmestm O 1 2 3 4 5 6 7 8 9 10 II 12 13 14 15 16 17 18 19

1 Fluxul de numerar lunar 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920 25920

2 Valoarea unorumutulm la sf oenoade! 200000 200000 200000 200000 200 000 200 000 200000 200000 200000 200 000 200000 200 000 200000 200000 200000 200000 200000 200 000 200000 O

3 Suma Jmorumutulm O O O O O O O O O O O O O O O O O O 200000
4 Dobanda 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000
5 Toltd olatlt 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 15000 11000 15000 15000 15000 15000 215000

6 Flu",,1 de numerar dlSoonlbll 10920 10920 10920 10920 10 920 10 920 10920 10920 10920 10920 10920 10920 10920 10920 10920 10920 10920 10920 (189080
7 Fluxul de numerar cumulalJv dlspombll 10920 21840 32760 43680 54600 65520 76440 87360 98280 109200 120120 131040 141960 152880 163800 174720 185640 196560 7480

De exemplu pentru a calcula valoarea chesului necesar pentru a acopen valoarea ImprumutulUi SI rata dobanzu denvat dmtr un anumit flux de numerar este necesar de a executa urmatonJ pasI
1 Pentru a calcula dobanda la sfarsltul penoader 1 (Inmeslrul 1) JOmulUII valoarea Imprumutulu! la IDcepulul penoade! ( penoada O) cu dubanda tomestnala (e g 200 000x8/ =15000)
2 Nota Imprumutul este rambursat mtegralla data de scadenta a lmprumutuiul

HaglerBml1y 37



- - - - - - -- ------ - - - - -
Master Plan - CET-un

Amortizarea ImprumutulUl
18% dobanda

250000 I I

200000

~ 150000

"e
"l:
='"e 100000li!

50000

pagma 36

r

--- --
o Dobanda

II S\lllla~mprumutulU1

o 2 3 4 5 6 7 8 9 10 11 12

c
~

Hagler Ba1l1y _



- - - - - - - - - - - - - - - - - - -
Tob 3

Schimbarea contoarelor mexaclJtatea carora duce la mIcsorarea energie. contonzate m medIU cu 3% la consumatorii mdustnah (Exemplu de Ipoteca)

Termeni de refennta
Nr de conloare nentru schImbare I
Pretul unUI contor Iei) 10000
Exactitatea +/ 2 50/ to +/ O SO/ 0/ 003
Consumul mediu lunar De mdustne kWh 32500
Tariful IeI} 024
Rata anuala / 025
Rata tnmestmtla / 00625

PerIOada (sf de tnmestru) sf de an Perioada O Ql onull Q2 onul2 Q3 onul3 4 anul 4 Q5 on"12 Q6 on"12 Q7 on"12 Q80n"12 anul3 anul 4 anulS soulCi anul7 anulS anul9 anul )0

lNo de contoare mslalate I

Dateulll1ale 10000
Contoare electrOnice
EchIDament de Citire SI Drocesare a mformatlel

Altele

Venit l1fcremental· 702 702 702 702 702 702 702 702 2808 2808 2808 2808 2808 2808 2808 2808
Cresterea vemtulUl 702 702 702 702 702 702 702 702 2808 2808 2808 2808 2808 2808 2808 2808

Costurde Incrementale··

Valoarea contoarelor schImbate O

Fluxul de Numerar Incremental a ProiectuluI (FNIP) (10000) 702 702 702 702 702 702 702 702 2808 2808 2808 2808 2808 2808 2808 2808
Valoarea Prezenta Neta Dentm FNIP De Darcunul anulUI 1 7135
Valoarea Prezento Neta nentru FNIP ne oarcunul onmelor 2 an (5,349
Valoarea Prezenta Neta oentru FNIP ne oarcunul onmelor 3 an (3912
Valoarea Prezenta Neta uentru FNIP De Dar~ul1liul nnmeJor 4 an (2761)
Valoarea Prezenta Neta nentru FNIP ne nllrcunul nnme10r 5 IIR (1841
Valoarea Prezenta Neta pentru FNIP pe parcu..,ul pnmelor 10 a 26

*) Vemt Incremental mseamna acele vemtun care apar m urma Implementan acestUI proiect In comparatle cu vemtunle generate In baza decIzIIlor trecute de mvestltll Daca de punficat acest exemplu ar putea sa apara SI alte costun Incrementale de exemplu costun
reduse de cItire (Citirea eu telecomanda In comparatle cu cItirea manuala, etc )
**) Costurile Incrementale ar mclude cheltUIeli asociate cu cerb.ficarea contoarelor nOI sau alte costuri legate de Implementarea acestUi prOIect

.......
O
~
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Tab 4
Consumul mediu lunar (kWh) VPN pentru diferite rate ale dobanzll

pentru un consumator mdustnal 25% 30% 35%
1,000 -9,692 -9,763 -9,765
5,000 -8,458 -8,664 -8,827

10,000 -6,915 -7,329 -7,654
20,000 -3,830 -4,658 -5,308
32,500 26 -1,319 -2,376
40,000 2,340 684 -617
50,000 5,425 3,355 1,729

100,000 20,849 16,711 13,458
200,000 51,698 43,422 36,916

pagma 38
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ANEXAB2

B2 MODEL-STRUCTURA A FISEI DE POST

I DenumIrea FunctIeI
Cum va fi numIta persoana ce va detme functia data? In mod general, titlul trebUIe sa reflecte
responsabIlItatIle pe care functia le mcorporează

II Scopul FunctIeI
La acest compartiment trebuIe de răspuns la următoarele întrebăn De ce avem neVOIe de o aşa

functIe? Care vor VI responsabIlItatile acesteIa?

III Amplasarea orgamzanonala a functlel m cadrul Orgamgramel CET
La acest compartiment se va detenmna pOZItia functieI date m structura IerarhIca a întrepnndem

IV Sarcmde SI ResponsabilitatIle FuncţIeI

Se va specIfica activItatea realIzata de persoana ce va deţ:me functia data

V Responsabilitati de Supraveghere
Acest compartIment va IdentIfica persoanele SI organIzaţllle, m caz ca asemenea vor eXIsta, fata de
care detmatorul functieI va avea responsabIlItatI de supraveghere

VI ResponsabIhtatl de subordonare
Compartimentul dat va IdentIfica funcţia m structura IerarhICa căreIa 1 se va subordona persoana
data, prezentând dăn de seama, obtmand mstructIunI, aVIze, dIrective necesare

VII ResponsabilitatI de coordonare
Dat fimd faptul ca persoanele nu vor actIva mtr-un vacuum, la acest compartIment se vor IdentIfica
persoanele, grupele SI departamentele cu care detmatorul functIeI va conlucra regulat pentru a
îndeplIm sarclmle SI responsabIlItatIle acesteI functll

VIII Deprmderl SI CapacItăţI necesare (masurI obiective)
Acest compartIment va răspunde la întrebănle Ce trebUIe sa cunoască detmatorul functIeI pentru a
actIva cu succes? AICI se presupune atentIonarea asupra măIestnei SI expenentei de lucru,
cunoaşterea lImbIlor, etc

IX CaracterIsticI Personale (caracterIstIcI subIective)
La acest compartunent se vor IdentIfica caractenstIcI1e personale necesare sau acele trasatun ce
trebUIe eVItate pe parcursul îndeplImm functIeI date

X Cahficarea Mmlma Necesara
La acest compartIment se vor IdentIfica calIficănle speCIfice academIce sau tehmce, lIcenţele,

certIficatele SI alte cennţe obIectIve fata de funcţIa data

________________ Hagler Ballly _
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B 3 1 TREZORIER· FISA DE POST (MODEL)

I DenumIrea FunctIeI

Trezoner

II Scopul FunctIeI

pagIna 40
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Trezonerul este responsabIl pentru satIsfacerea necesItahlor curente SI pe termen lung vIzând
mIjloacele clfculante SI mvestrtllle, mentmând totodată relatn de cooperare cu mvestItom, credItom SI

reglementatom financtan Trezonerul coordonează formarea bugetelor tuturor departamentelor dm
cadrul CEr SI elaborează bugetul centralIzat pentru întreaga compame El/ea pregăteşte rapoarte
penodlCe vlzând actIvItatea CompanieI m comparatle cu bugetele (plan) Trezonerul aduce la
cunostmta admtmstratIel compamel 1Oformaţta vlzând sItuatIa pe plata hârtllior de valoare SI
prognozele (aşteptărIle)

III Amplasarea funcţIeIID cadrul Orgamgramel CET
ServICIUl Trezorene va fi dIrect subordonat DepartamentulUI ContabIlItate

IV SarclDIIe SI Responsablhtatlle FunctIeI
Trezonerul va îndephm următoarele funCtll

va contrIbUI la elaborarea bugetelor departamentelor CET SI va pregiitl bugetul centraltzat al
Compamellunar anual,
va pregătI rapoarte penodIce vlzând devlenle de la bugetul centralIzat 10 baza rapoartelor
departamentelor,
va stabIlI SI ment10e relatll ce ar contnbUI la satIsfacerea neceSitatIlor întrepnndem cu dIverse
plete de capItal, dIverse unItatI bancare,
va stabllt SI mentme relatll cu reglementatom fmanclan SI ANRE, aSIgurându-le dIspombIhtatea
1OformatIeI necesare, 10 conformitate cu legea SI regulamentele 10 VIgoare,
va elabora SI executa 10strumentele de capItal necesare compamel (împrumutun, gaj, acţmm
sunple, cambll, etc)
va păstra mformaţll vlzând actIonam, pe care-I va mforma regulat m conformItate cu legIslatIa m
vIgoare prm mtermedml rapoartelor tnmestnale SI anuale,
va efectua anahze econonnce SI finanCIare pentru a tme costul de capItal al întrepnndem la un
mvel cat mal JOs pOSIbIl servmd m acelaşI tImp drept baza pentru luarea decIzlllor de mvestrtn
capItale SI lucrărI de reparatIe,
sa tma la curent admlmstratta întrepnndem vlzând sItuatIa pe plata de capItal, precum SI tendmtele
SI aşteptărIlor mvestItonlor

V ResponsablhtatI de Supraveghere

Trezonerul va supraveghea personalul desemnat 10 cadrul acestuI departament

VI ResponsabIlitatI de subordonare

Trezonerul se va subordona dIrect ContabIlulU1 - şef

VII ResponsabIlItatI de coordonare

Elaborarea bugetulUI compamel va necesIta coordonare cu toate departamentele acesteIa Coordonarea
neceSItatIlor de finanţare are loc pe parcursul procesulUI de formare a bugetulUI, msa o coordonare

________________ Hagler Ballly _



X Cahficarea MImma Necesara

IX CaracterIstIcI Personale (caractenstIcl subIectIve)

VIII Deprmderl SI CapacItătI necesare (masun obIectIve)

________________HaglerBaIlly _
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Lăsam deCIZIa pnvmd amplasarea Trezorene1la discretIa conducem CET, dar accentuam faptul
ca acest serviclU sa fie preocupat m prmclpal de latura financiara a act1v1Rtn întrepnndem SI mal putm
alte chestlUm

Dm alt punct de vedere, SItuatia finanCiara a întrepnndem ar putea avea o putermca nuanta de
plamficare Suphmentar la cele mentlOnate, elaborarea bugetulUI este conSIderata o functIe de plamficare

Cat pnveşte legătura cu contabllItatea, este oportun de a mtegra sIstemele de bugete m cadrul
sIstemelor de contabtl1tate ale Compame1 Aceasta ar permIte utIhzarea unUl SIstem de contab1btate
pentru ambele scopun fac11Itând astfel analIza abatenlor de la buget

NOTA VIZAND FISA DE POST A TREZORIERULUI
La descnerea fisel de post pentru Trezonerul CET, am fixat atentia m deosebI pe actIvItăttle

finanCIare ale Compame1 ActIVItatea antenoara a întrepnndem poate fi expnmata m baza datelor efectIve
comparate cu bugetul, pe când actiVItatea vntoare este estImata pe baza bugetulUl mseSI Mm1mIzarea pe
parcurs a costunlor de capItal al întrepnndem prm mtennedlUl admtmstIărn agres1ve a surselor atrase
contnbule substantIal la evoluarea companIeI pnn d1mmuarea costulUl mIjloacelor ooneştI împrumutate
In sfars1t, utilIzarea procedeelor de anahza finanCIara SI economIca cu aplIcare la prOIectele de mvestltu
de capItal de scara va mmlffiIza cheltuIelIle SI va maxImIza potentialul de generare a vemtunlor

Trezonerul trebUIe sa detina cel puţm studll umversltare cel putm In domenllie finante,
contabIlItate, marketmg sau admInIstrarea afacenlor ExpeneIta In domemul admlmstrăm
mIjloacelor băneştI ale întrepnndenlor comerCIale ar fi avantajoasa pentru functia respectIva
Studll generale vIzând funcţIOnarea întrepnndem, m speCIal m domemul producem energIei,
ar fi de folos

Master Plan - CEr-un

TrezonerulUl nu 1 s-au atnbUlt alte sarC1lll datonta aJdim preponderente asupra aspectulUl
finanCIar ConSIderam raţIOnal de a detennma m cadrul orgamgrame1 CET locul ServiclUlUI Trezorene O
poslblhtatea este de a o SItua m cadrul ContabIlItatll sau m cadrul DepartamentulUI Plamficare

Trezonerul trebUle sa fie fam1hanzat SI sa cunoascăurmătoarele

Pletele de capItal regIOnale, procedunle SI practIctle băncIlor comerciale SI de mvestItu,
Pract1cele SI standardele mtematlOnale SI natlOnale de contabIhtate,
Leglslatla pnvmd piata de capItal SI cea bancara, legIle economIce, etc
Elaborarea bugetulUl, procedun SI metode,
Anahza fmanClara SI management, pnnc1pu economIce corespUI12ătoare functieI,
Regulamentele SI legtle vIzând taxele natIOnale SI regIOnale

regulata cu toti şefiI departamentelor ar aSIgura reglarea la tImp a tuturor schlmbănlorneprevăzute m
neces1tăttle de finantare ale compame1

Trezonerul trebUle sa posede SI sa dea dovada de bune depnnden managenale SI mterpersonale sa fie
onentat spre obtmerea rezultatelor, sa posede deprmden de comunIcare orala SI scnsa, precum Sl
depnnden de negOCIere EVea trebUle sa fie un bun profeslOmst
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B 32 SEFUL DEPARTAMENTULUI MARKETING - FISA DE POST (MODEL)

I DENUMIREA FUNCTIEI

ŞefDepartament Marketmg
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II SCOPUL FUNCTIEI

Şeful departamentulUI va fi responsabIl pentru următoarele functn
AchIzItIonarea combustibiiuiui - gaze naturale SI păcura
Promovarea SI comercialIzarea energIeI electrIce SI termIce, mclusiv servIcn *
AchIZItIOnarea resurselor electrIce m mod contractual sau m condltn de schImb (m caz de
eXIstenta a ltcentel necesare)

(Remarca CompartImentul dat urmează a fi extms pe vntor tmand cont de onentarea întrepnndem spre
autogestlUne)

*) Produsele SI servIcllle electrIce nu se ltmltează doar la energIa electrIca (kWh) CI pot mclude SI alte
servICll solIcItate de către consumaton sau de sIstemul eiectro-energetic Drept exemplu poate servI
capaCItatea m orele de vârf, capaCItatea m orele mtermedIare, mentmerea tensIUnll sI/sau a frecventel,
capacItătIle de rezerva, servlCule de urgenta, transferul energIeI, etc

ni AMPLASAREA FUNCTIEI IN CADRUL ORGANIGRAMEI CET

Departamentul Marketmg va fi subordonat dIrect DIrectorulUI, Iar şeful departamentulUI va face darea de
seama DIrectorulUI CET

IV SARCINILE SI RESPONSABILITATILE FUNCTIEI

Şeful departamentulUI va îndeplInI următoarele functll
va efectua preVIZIUnI pe termen scurt, medIU SI lung vlzând neceSItatIle consumatonlor m
căldura SI energIe,
va analIza dispombllItatea combustIbI1ulUI pe termen scurt, medIU SI lung precum SI pr€Îunle,
va aSIgura servlcn de furnlzare SIgura a combustIbIlulUI SI de transportare m condIţll de cost
optIm,
va mSUSI SI mentme capaCItăţI de analIza economIca necesare pentru estImarea adecvata a
costulUI, a preţulUI pentru combustIbIl, energIe electrIca SI termIca precum SI optImtzarea
profitulUI,
împreuna cu DIrectorul SI personalul admInIstratIv va optImIza profitul CET,
va analIza dispombIlItatea energIeI procurate (terte) pe termen scurt, medIU SI lung precum SI
pretunle aferente,
va stabIlI SI menţme relaţllle cu altI fumizon de energIe electrIca,
va StabIlI SI menţme relatllie cu transportatom de energie,
va elabora SI menţme un studIU de plata precum SI capaCItatea de vânzare pentru a evalua
pletele eventuale de vânzare a produselor SI servlcllior CET

V RESPONSABILITATI DE SUPRAVEGHERE

Şeful DepartamentulUI Marketmg va supraveghea personalul desemnat m cadrul acestuIa

_______________ Hagler Ballly _



X CALIFICAREA MINIMA NECESARA

VIII DEPRINDERI SI CAPACITĂTI NECESARE (masun obIeCtIve)

_______________Hagler Badly _

Şeful departamentulm va coordona actIvl1ătIle SI mfonnaţla cu managem fiecăruI departament al CET
Aceasta este Important deoarece procurarea combustIbIlulm este componenta pnnclpala m actiVItatea
CET, Iar comercIahzarea aSIgura oportumtătI1e de vemt SI profit ale CET

pagma 43

Şeful Departamentulm se va subordona dIrect DlrectorulUl CET
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IX CARACTERISTICI PERSONALE (caractenstlcI subIectIve)
Şeful departamentulUI trebUIe sa posede SI sa dea dovada de bune depnnden managenale SI
mterpersonale, sa fie onentat spre obtmerea rezultatelor, sa fie creativ SI cu InItiatIva, sa nu necesIte decât
mstructlUnI SI dIrective generale Managerul trebme sa dovedească capaCItatea sa de a lucra m grupe, sa
fie convmgător pentru a atmge rezultatele donte m once CIrcumstante

Şeful departamentulUI trebme sa fie famIhanzat SI sa cunoască unnătoarele

TehmcIle de anahza econ01mca SI finanCIara,
TehnICIle de comerCIalIzare SI vânzare, mcluslv estImarea preturIlor, studIUl pIeteI,
publICItatea, dezvoltarea produselor SI servlclllor,
Cunostmte elementare vlzând contablhtatea SI engmeenng,
Concepţu generale vIzând producerea energIeI electrIce SI tennlce, precum SI functIonarea
sIstemulUl

VI RESPONSABILITATI DE SUBORDONARE

VII RESPONSABILITATI DE COORDONARE

Şeful departamentulUI trebUIe sa detma cel putm studll umversltare cel putm m domenllle finante,
contabIlItate, marketmg, adm1nIstrarea afacenlor, economIe sau alte dIsclphm relevante Este de
mentIOnat ca studllle tehnIce ar fi avantajoase pentru functia respectIva Studll mal aprofundate m
domenllle mentIOnate mal sus ar contnbUlla ndlcarea cahficărn managerulm
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B 3 3 SPECIALIST ADMINISTRAREA COMBUSTIBILULUI - FISA DE POST (Model)

I DENUMIREA FUNCTIEI

SpecIalIst Adnl1mstrarea CombustIbtlulUl

II SCOPUL FUNCŢIEI

SpecIahstul va fi responsabIl de admmIstrarea resurselor de combustIbIl a CEI pentru a aSIgura
aproVIzIonarea sIgura la cele mal Joase pretun pOSIbile

III AMPLASAREA FUNCTIEI IN CADRUL ORGANIGRAMEI CET

SpecIalIstul Admmtstrarea Combusttbtluiui va fi membru al DepartamentulUI Marketlllg, AprovIzIonare
CombustibIl, Producere SI Servlcll

IV SARCINILE SI RESPONSABILITATILE FUNCŢIEI

Specmhstul Adnumstrarea CombustibilulUl va îndeplIm următoarele funcţn

va prognoza necesItătIle de combustIbtl pentru producere III baza prognozel ztlmce,
săptămânale, lunare SI anuale a sarcmel de energIe electrIca SI termIca,
va comumca prognozele efectuate responsabllIlor dm exploatare m scopul plamficăm,
formam bugetulUI SI Implementăm m actIvItatea curenta,
împreuna cu managementul dm exploatarea va prognoza necesI1ăttle întrepnndem III

combustibIl,
va stabih SI mentme relatn cu potentIaln furmzom SI transportaton de combustIbIl, precum SI
cu potentIalele entitatI detmatoare de spatll pentru stocarea combustibilulUl pentru a aSIgura
flexIbIhtatea In procesul de adnnmstrare SI achIZItie a combustlbilulUl,
va elabora SI prezenta bugetele pentru combustIbtl SI va pregjitI rapoarte penodlCe vlzând
costul SI consumul efectIv de combustibIl,
va comUlllca regulat cu managementul tehnIC al CEI pentru a fi la curent cu starea tehnIca a
întrepnndem SI pentru a modIfica condItnle achlZltlOnăm de combustIbtl,
va comUlllca regulat cu personalul departamentulUI marketmg SI vânzăn al CEr vIzând costul
SI dispombllItatea combustIbllulUl achIZItIonat,
va pregăti SI va obtme aVIzul autontattlor corespunzătoare la documentele SI contractele ce ar
faCIlIta achIZItIonarea combustIbilului SI efectuarea actIVItăţIlor de admInIstrare,
va supraveghea SI conduce actlvItătlle membnlor servICIUlUI admmlstrare combustIbtl

V RESPONSABILITATI DE SUPRAVEGHERE

SpeCIalIstul va supraveghea personalul desenmat m cadrul ServICIUlUI AchIz~lOnăn CombustIbtl

VI RESPONSABILITATI DE SUBORDONARE

SpeCIalIstul se va subordona dIrect ŞefulUI DepartamentulUl Marketmg, AprovizlOnare CombustibIl,
Producere SI ServIcll

_______________Hagler Badly _
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VII RESPONSABILITATI DE COORDONARE
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AprOVIZIOnarea cu combustIbIl este una dm cele mal Importante mtlăn m procesul de producere al CEr,
afUndu-se sub mfluenţa a multI facton SpecIalistul va mforma SI coordona regulat cu managementul de
productie, vânzăn SI contablbtatea procesul de achIZItie a combustIbl1ulUl, pentru ca problemele SI
oportumtătile m producere SI/sau vânzăn sa poată mfluenta procesul de achIZItIe a combusttbl1ulUl pentru
a aSIgura achItarea prompta a achlZltlllor SI servlcllior utIhzate

VIII DEPRINDERI SI CAPACITĂTINECESARE (masurI obIeCtive)

Speclahstul trebUIe sa fie famlhanzat SI sa cunoască următoarele

caractenstlclle sIstemelor de producere a energIeI tenmce SI electnce,
pIeţele de furmzare SI transport a combustibilulul dm regIunea data,
analiza econOtnlca SI finanCIara, deoarece ea tme de cheltuIelile de productIe ale CEr,
cunostmte elementare m domemul contablbtatll SI a mgmeneI,
tehmcI de prognozare corespunzătoare necesItaţilor CEI

IX CARACTERISTICI PERSONALE (caractenstIci subIectIve)

SpecIahstul trebUIe sa dea dovada de bune capaCItăţI analitIce El/ea trebUIe sa posede bune deprmden de
comumcare orala SI scnsa El/ea trebUIe sa dea dovada de depnnden de coordonare a mforrmţlei SI de
conlucrare cu alţll, m speCIal cu alte departamente dm cadrul CEr SI dm afara acesteia El/ea trebUIe sa
dea dovada de fleXIbIlitate SI capacItătl de adaptare la nOile cennte SI condltll

X CALIFICAREA MINIMA NECESARA

SpeCIalIstul trebUIe sa detma Studll unIverSItare cel putm m domenl1le mecanIca, mgmene CIvila SI
electnca sau alte dIsclplim tehmce acceptabIle, sau m domenIUl adtn1mstIărll afacenlor sau management,
fimd m acelaşI timp cunoscut cu aspecte ale exploatăm tehnIce (mecamce) ActIVItatea antenoara m
domemul adm1lllstrăm servlcllior de achlzitIonare a combustIbilulUl ar fi un avantaj pentru speCialist
Expenenta de lucru substantIala m domemul adtnlmstrărll SI achlzitIOnăm combustIbilului poate înlocUI
studllie

________________ HaglerBaIlly _
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B 3 4 AUDITOR INTERN - FISA DE POST (MODEL)
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I DENUMIREA FUNCTIEI AudItor mtern

II SCOPUL FUNCTIEI Auditorui mtern va aSigura mterpretarea SI traducerea m viata m mod
corespunzătora regulamentelor compamel, precum SI protejarea m mod adecvat a activelor întrepnndern

III AMPLASAREA FUNCŢIEIIN CADRUL ORGANIGRAMEI RETELELOR DE
DISTRIBUŢIECENTRU SectIa de audit mtern se va subordona dIrect ComitetulUI de Audlt al
ConSIlIulUI de Dlrecton

IV SARCINILE SI RESPONSABILITATILE FUNCTIEI AudItorul mtern va
Determma corespunderea actlVltătIlor COmpanIeI cu metodele SI polItiCIle (regulamentele)
mterne De exemplu polItIca contabIlă, polItlca procurăn, polItica managenală SI control
fondun, polItIca de rambursare a datornior credltoare, polItica cheltUIeh, etc
ASigura protejarea corespunzătoare a actlvelor întrepnndem
Evalua nscunle Companiei SI eficaCitatea rnăsunlor de control mtern pentru a face
recomandăn pnvmd optImlzarea măsunlor de control SI nunImIzărn nsculUl
Evalua Justetea SI corectItudmea înregIstrărn ŞI derulăm tranzactnlor în care este angajată

companIa
Examma regulamentele ŞI polItlcIle mterne ale Companiei SI va evalua Impactul lor asupra
ansamblulUI măsunlor de control ale COmpanIeI
Evalua respectarea de către compame a normelor de secuntate tehnică precum SI a altor
regulamente SI legi, mcluslv legI pnvmd medIUl înconjurător (REMARCĂ - aceasta ar putea
tme de responsabIlItatea consIlierulUI legal al Compamel)
Ajuta, m caz de neceSItate, audltom externI m efectuarea exammărn SI evaluăm corectItudmll
SIstemelor mterne ale Compamel SI ale mfonnatnlor furnIzate
Detemuna gradul de corespundere a strategiei SI rnăsunlor de control mtern ale Companiei cu
practica de afacen dm cadrul sectorulm electroenergetIc pentru a evalua efiCienta polItiCIlor
(regulamentelor) Compamei
Interpreta polItIcIle compamei SI va mstrul In mod corespumător totI angajatll vlzând esenta
lor SI aplIcarea lor corespunzătoare

V RESPONSABILITATI DE SUPRAVEGHERE Auditorui mtern va supraveghea actlVltatea
personalulUI dm cadrul Sectlei audit mtern

VI RESPONSABILITATI DE SUBORDONARE Audltorul mtern se va subordona doar ComItetulUI
de Audlt al ConSIlIulUI de Dlrecton

VII A RESPONSABILITATI DE COORDONARE ActlVltatea auditoruiul mtern necesItă o
exammare metIculoasă a actIVItăţIlor tuturor departamentelor compamei In realIzarea acestei actIVItăţi

trebUIe de manIfestat atât responsabilItate spontă cat SI spmt de întrajutorare SI mstrUIre

VII B CONFLICT DE INTERESEIINDEPENDENTA Auditorul mtern este un profeSIOnIst care nu
se află în dependenţă de departamentele COmpanIeI LIpsa de mdependentăprecum SI eXIstenta de
conflIct de mterese, de facto sau în aparenţă, vor fi solutlonate de către ConSIlIul de Dlrecton

________________ HaglerBallly _
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VIII DEPRINDERI SI CAPACITĂTI NECESARE (masun obIectIve) AuditOrul mtern trebUie să dea
dovadă de cunoştmte svsau expenentă III următoareledomemi

- Metode SI practIcI de audit
- Standarde SI practiCI natIOnale SI lllternatlOnale de contabIhtate
- Formarea bugetuluI, prognoza SI analIZa financiam
- Managementul nsculUI

IX CARACTERISTICI PERSONALE (caractenstici subIectIve) Auditorui mtern va fi o persoana de
încredere care va da dovadă de profeSIOnalIsm SI performantă etIcă El/ea trebUie sa fie o persoană cu o
gândIre llldependentă SI cntIcă Auditorui trebUie să dea dovadă de entuzIasm SI ImtlatIvă propne
CapaCItatea de a eomumea hber atât oral cat SI în sens cu difente mterlocuton este de o mare Importanti
pentru succesul acesteI funetn

X CALIFICAREA MINIMA NECESARA AudltOrul mtern trebUIe sa detmă cel putm studn
UnIverSItare m domelllu1 contablhtătn, audltulul, finantelor, admllllstrăm afacenlor, economIeI generale
sau Junsprudentei Expenenta substantIală m domelllui auditulUI trebUie sa fie demonstrata Certificatele
de autonzare fi domenllle date recunoscute la lllvei national SI lllternaţlOnal ar prezenta un avantaj pentru
candIdat Cunoştmte practIce ale hmbn engleze ar fi de asemenea un avantaj pentru audltorulmtern
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Numele ConsumatorulUi
Denumrrea COmpanIeI ConsumatorulUi
Adresa COmpanIeI

Data

Stimate Domnule Consumator,

Ref SCrIsoare de Intenţll

CompanIa (DenumIrea CompanieI) necesIta o gama vanata de servlcll energetice de calItate înalta SI
sigure In scopul utIbzăm acestora In activitatea sa (de IdentIficat tipul de actIvItate) Activitatea de
furnIzare a energIei electnce In Repubbca Moldova este In proces de reorganizare pnn Intennedml
masunlor întrepnnse de către guvern St sectorul pnvat, care la rândullor vor avea un Impact asupra
tennemlor SI condItlllor confonn cărora CompanIa (denumrrea) va obtme servtcllie energetIce m vntor
CET oferă ajutorul SI expenenta sa Compamel (denuIDIrea) m vederea întelegem schImbănlorcurente pe
ptaţa electro-energetIca De asemenea CET pune la dIspozItta dvs capacItătIle SI poslbtlttatI1e sale m
calitate de furmzor pnncIpal a unUI spectru larg de servIcn m domemul electro-energetIc

Credem ca am putea stabllt SI menţme CU Compama (denUID1rea) relaţn bazate pe mtegntate, credIbIlItate
SI respect recIproc Credem totodată, ca aceste relatn vor avea drept rezultat stabIlIrea unor tranzactll
comerCIale mtre CET SI Compama (denumIrea) In acelaşI tImp, prezenta oferta nu contme anumIte
condlţn Once relatIe comerCIala va rezulta dm acordul reCIproc SI dm oferta gamei de produse SI servtcn
care ar satIsface cenntele dvs la preţurIle cele mal convenabIle LISta de Servlcll SI produse anexate
conţme o descnere succInta a gamet de resurse energetIce SI servlcn pe care suntem gata sa le prestam m
dependenta de evolutIa pieteI energetIce

Propunem ca relaţnle noastre sa înceapăpnn mtermedIUl schImbulUi de mformaţlemtre CET SI
Compama (denunnrea) Scopul acestormasun este de a mforma fiecare companIe despre actIVItatea alteia
pentru a utIlIza aceasta mformaţle m procesul dezvoltăm servlcllior energetice ce ar fi, m speclal, In
folosul COmpanIeI (denumirea) E cert faptul ca InfOnnatllle prezentate vor avea un caracter confidentIal
Informatia ceruta de CET tIne de tIpul, cantItatea, etc de energie consumata de dvs pe parcursul
actlvltăţll Infonnaţta ce o vetI prezenta ne va penntte sa va ţmem la curent cu toate schlmbănle de pe
piata energetica SI sa va propunem produse SI servIcn ce ar satIsface cenntele dvs

Pentru a va fi de ajutor dvs , SI m scopul protejăm mtereselor noastre IndiVIduale SI rectproce, va rugam
sa semnaţI aceasta Scnsoare de Intentll Acordul contmut m aceasta scnsoare presupune ca companllie
noastre convm sa efectueze schImbul necesar de mfonnatle refentor la consumul de energIe SI servlcnle
prestate Once InformatIe sau matenale confidentlale vor fi determmate clar SI transIDIse celetlalte palţl, SI
fiecare parte convme de a păstra confidentlalttatea mformahel SI matenalelor prezentate fata de alte terte
partt

_______________Hagler Bal1ly _
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Daca compama dvs convme asupra acestor termem SI condrtll, va rugam sa unputermCltI persoana
corespunzătoare ce va îndephm aceasta Scnsoare de Intentll

Managementul SI personalul CET spera la o cooperare fructuoasa SI de lunga durata

_______________ HaglerBal1ly _
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Acceptata de către Compania
(denumirea)

Numele SI Functia

Data

Cu mult respect

Numele SI functia
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CET este m stare sa aSIgure întregul set de servIcll energetIce prm mtermedIU1 resurselor sale de baza
aflate fi cadrul portofoliulUI sau de servIcll SI produse energetIce precum SI cu ajutorul personalulUI sau
calIficat SI cu expenenta

CET ar putea adapta resursele sale tradItionale dIverselor necesItatI ale dvs prm mtermedIUl prestărll

uneI game întregI de faCIlItati Aceste facIlItătI pot fi utilIzate pentru a satIsface cenntele dvs specIfice
vlzând următoarele acopenrea curbeI de consum a energIeI electnce (difente penoade ale zIleI, lunI ale
anulUI, sau alte devien de la orar), cantItatIle sau ratele de consum a energIe (necesltlii m orele de vârf,
necesItatI suplImentare, necesItatI de înlocurre temporara, etc ), calitatea necesItatIlor de servIcIU
(corespunderea servICIUlUI SI probleme de SIguranta, fluctuatllie tensIunll susau a frecventeI, întreruperea
servlclllor, etc)

Resursele de EnergIe pnmare dIspombtle
• Căldura

• Gaze naturale
• Electncitate
• AbUrI SI/sau Apa FIerbmte

FaCIlitatI ale servICIUlUI
• substlturrea furmzăru

• stabIlIzarea tenslUnll SI frecventei
• consum varIabIl de energIe electnca SI tanfarea m fundle de tImp
• furnIzarea energIeI pnn mal multe puncte de coneXIUne
• Prestarea uneI game largI de servICll
• Facturarea energIeI electnce m functie de punctul de coneXIune
• Consultaţll tehmce SI JUrIdIce
• Servlcll mgmene
• Alte servIcll negocIabile

Tanfarea tanfele pentru produse SI servIcll pot fi aSIgurate pentru forme speCIfice m urma schImbulUI de
mformaţIe, a dIscutlllor SI negocIenlor

Nota
Prezenta scnsoare este numaI un model Daca CET va don sa utIlIzeze aceasta scrisoare In

actiVItatea sa, atuncI este necesar ca ea (scrIsoarea) sa fie revIZUIta de un avocat competent

________________ HaglerBallly _
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I Introducere

CEr-l este una dm cele mal vechI centrale electrIce dm Moldova, fimd pusa m functIUne m anul 1954
ImtIal centrala functIOna pe carbune In 1968 a fost temunat procesul de trecere a centraleI la consumul
gazelor naturale SI a pacum Pe parcursul amlor centrala a functIOnat la capaCItate nomInala SI cu timpul a
avut de sufent dIn cauza InSUfiCIenteI de fondun pentru reparatn a eclupamentuluI, pentru procurarea
pIeselor de scrumb, etc

a) General

Centrala are patru generatoare electrIce, cu capaCItatea de 5, 10, 12,27 MW respectIv Capacitatea de
lIvrare a apel calde In sIstemul centralIzat de 164 Gcal/h, SI o capaCItate de producere a aburulUI de 30
Gcal/h (lama centrala poate lucra la capaCItatea el nonnnala) La centrala sunt de asemenea Instalate doua
cazane de apa calda puterea temuca a lor fimd de 200 Gcallh Cazanele de obIceI utIlIzeaza gazul natural
drept combustIbIl de baza, dar au capaCItatea de a utIlIza SI pacura, drept combustIbIl de rezerva

Gazul natural este furnIzat dm RUSIa pnn Ucrama pâna la punctul de translt m Drochla, Moldova In
Moldova nu eXIsta faCIlItatI de stocare de gaze Pacura este lIvrata pe calea ferata SI este stocata la statle In

treI rezervoare cu o capaCItate de 5,000 m3 fiecare

Centrala este pe cale de a achlZltlOna o turbma cu puterea de 12 MW Insa dm cauza lIpseI fondunlor
necesare, actualmente este greu de spus cand va avea loc acest lucru

b) CaractenstIcIle de FunctIonare

Toate turbmele eXIstente la centrala sunt turbme cu contrapresIUne Puterea totala a generatoarelor
electnce este de 54 MW Deoarece toate turbmele functIOneaza numaI m regIm de termoficare, centrala
nu poate produce energIe electnca m lIpsa SarCInll temuce

c) LIvrarea EnergIeI TermIce

Conform prmectulUI temperatura tur a apel lIvrate de către centrala este 150 °c max, temperatura apel
retur este de 50-70 °c In prezent, temperatura apel tur este cu mult mal Joasa decat cea prOIectata Cauza
consta In InCapaCItatea centraleI de a ndlca temperatura apel pana la parametm necesarI, deoarece
centrala nu poseda mIjloace finanCIare corespunzatoare pentru a procura combustIbIl necesar SI a mcalzI
volumul respectiv de apa pana la temperatura necesara RestrIctll asupra consumulUI de gaze naturale SI a
pacum de asemenea agraveaza SItuatIa

d) Reglmun de FunctlOnare

Cu scopul de a masura efiCIenta de producere a energIeI electnce SI temuce, regtmunle de functIonare
sunt foarte Importante pentru alocarea adecvata a costulUI pentru combustIbIl Intre energia electrIca SI
temuca

FIInd o centrala electrIca de termoficare, CET-l produce energIe electrIca SI termIca m dlfente camtitatI
In dependenta de condlţllie c1tmatence SI m baza InstructIUnIle dIn partea Moldtranselectro In timpul
Ierml centrala poate sa produca energIe electnca la capaCItati nomInale In asa condltu centrala produce SI

________________ HaglerBallly _



Master Plan - CET-un pagma 52

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

energIe termIca la capaCItatI nommale Odata cu reducerea sarClllii termIce se reduce SI sarcma electnca a
centraleI In lumle de lama, centrala utIllzeaza sarcma sistemulUl de alImentare cu caldura drept
capaCItate de raCIre pentru sIstemul de generare a energIeI electnce, acest SIstem nu este dispombii m
tImpul vem In dependenta de dlspombIhtatea combustlbilulU1, o sarcma termIca suphmentara poate fi
lIvrata uhlIzmd capacItătI1e cazanelor de apa fierbmte eXIstente

Se recomanda efectuarea WlUl StudIU m vederea analIzeI SI comparatlei tuturor optlUmlor posIbIle de
extmdere SI reabIlItare a centraleI, m rezultatul carula se va StabIlI polItIca de urmat pentru CEr-1 de
exemplu, de procurat turbma de 12 MW sau de promovat mstalarea altor utIlaJe, asa ca, Ciclu combmat pe
gaze, etc

e) Contonzarea

La CET-1 este mstalat un SIstem complex de contonzare, mc1usiv contonzarea energIei electnce, aburulUl
SI căldum Pentru a determma randamentul producem energieI electnce SI termIce, se masoara cantItatea
gazulUi consumat, Iar cantItatea pacum se determma EXIsta Wlele probleme refentoare la preCIZIa
echIpamentelor de contonzare SI măsurare Cu scopul de a spon fiablhtatea SI efiCIenta mtrepnndem, cu
ajutorul proIectelor USAID, au fost mstalate unele echIpamente de masurare SI control

f) Auditul tehmc

Scopul acestui audit este de a determma cu preCIZIe efiCienta centralei SI cuantIfica pierdenie Managem
compamei pot fi mhIbatl de stIlul vechI de acttvItate, dar necătând la aceasta el trebUie sa depuna un efort
mare m desfasurarea audltulUI pentru a fi m stare sa îmbunătăteascacapaCItatea de functIOnare a
întrepnndem pnn reducerea costurIlor SI ndlcarea eficacitatn mtrepnndem

Aceasta poate sa mcludă reexammarea polItICll de alocare a costunlor mtre energIa electrica SI termIca

II SituaţIa curenta la CEr-1

a) CompetitIa pe Piaţa

SItuatIa economIca prezenta SI dIficultatIle cu care Moldova se confrunta m procurarea combustlbI1ulUI au
WlIIDpact major asupra competItlVltatn centralelor de generare CompetItIVItatea CET-l este complIcata
de faptul ca ea generează electncltate ca produs auxIhar când produce căldura pentru sIstemul de încălZIre

orasanesc Independent de metodele vutoare de lIvrare a căldum consumatorIlor, CEr-1 va trebUi sa
hvreze căldura pe parcursul uneI durate lungI de tImp Acest fapt va afecta polItica tarIfara pentru energIa
temuca SI electnca, SI va compbca sarcma surselor de energIe m ceea ce prIveşte dlspecenzarea
econoIDIca

CET-1 deja a mtrat m competiţIe cu funuzom de energIe electnca dm Ucrama, m speCIal dm cauza ca
capaCItatea întrepnndem nu este dlspombIla pe parcursul mtregulUI an In 1997 s-a Importat aprOXImatIv
1775 mln kWh, la un pret mediu de 15 8 bam/kWh Costul energIeI electnce generat de către sistemul
mtern a fost de 157 banI!kWh Ambele Cifre msa au fost substantIal mal man decat costul de producere a
energiei electnce la CET-1, 10 bam/kWh, ce mdIca ca CET-1 poate fi competitIva pe puta

EconomIa MoldoveI benefiCIază când costul energIeI bvrate consumatonlor este rmmm De aceea, nu
trebUie de descuraJat Importul de energie electnca la preţun reduse Dar, acest fapt va afecta vemturIle
potentIale ale producătonlor localI
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Se eVldentlaza o competitIe dIrecta pe plata, care va afecta cererea la energia termlca produsa de CET-l
Compama furmzează aproXImatIv 15-17% dm cererea de căldura pentru Clusmau SIstemul de dlstnbutle
m oraş este dIVIzat m patru reglUm geografice, care au cazane separate sau/SI pnmesc energIe termIca de
la CEr-un Măcar ca eXIsta mterconeXlUne m SIstem, sIstemul nu functIOneaza ca un SIstem mtegru, SI nu
aSIgura efiCIenta tehmca SI economIca

EXIsta un ŞIr de facton, (de exemplu neceSItatea de a avea un cazan gata de lucru m caz de urgenta,
polItica de alocare a costunlor de energIe siisau apa dmtre căldura SI electncltate) care mfluenteaza tot
sIstemul de producere al energIeI termIce SI electnce, cel putm ceea ce tme de costunle de producere
AcestI factotl au un Impact mare asupra pretunlor la servIcllle SI produsele ofente de mtrepnndere Este
necesar ca aceste polItICI sa fie reVIZUIte dupa neceSItate, pentru ca servIcllle SI produsele mtrepnndem sa
ramma competItIve pe plata

Plus la toate, pe măsura ce mdustna de gaz va capata o onentare comerCiala mal promItatoare ea va
angaja tehnologll de încălzIre mal competItIve SI va lupta pentru a atrage clIentll CET-1 Este clar, ca
consumatom vor căuta întotdeauna sa-SI mmImIZeZe cheltUIelIle De aceea CET-1 trebUIe sa fie atenta la
faptul ca costunle SI preţunle la produsele el sa fie competItIve

b) ResponsabIlItatI SI OrganIZare

Om nOIembne 1997 CET-1 este o SOCIetate pe actlUm, mdependenta, fara vre-un control dm partea fosteI
Moldenergo, sau dm partea Moldtranselectro DeCI, m prezent managem compamel sunt pe deplIn
responsabIlI pentru planunle, bugetele, rezultatele operatIOnale SI finanCIare Parhal aceasta mclude

• DIrectorul CET-1 are control deplIn asupra finantelor întrepnnderu, achizItlOnam
combustlbIlulUI, etc

• Managem CET-1 sunt pe deplm ImputernICItl de a controla costunle SI vemtunle, SI de a
gestIona contunle compameI,

• Managem CET-1 sunt pe deplm Imputermciti de a deCIde catI bam sa cheltulasdi SI catl bam
pot sa-SI permIta sa cheltuIaScă, de asemenea fimd responsabIlI pentru generarea resurselor
finanCIare propm,

• Managem CET-1 plamfica SI Implementează planunle de exploatare, reparatIe, largIre, etc,

• In prezent SI m vlltor ANRE va gestIona procesul de elaborare a tanfelor la căldura SI
electncltate Dar, structura actuala a mdustriei mdlca ca CET-l va fi o compame care va
negOCIa de sme statator preturIle pentru servlcule sale dIrect cu consumatom

Structura orgaruzatIonala prezenta este complIcata, SI dommata de functu mgmereştI SI tehmce Sectllie
finanţe, plaruficare, contabIlItate SI personal sunt prezente, dar nu 11 se acorda atenţIa cuvemta acestor
functn mtr-o orgamzatle comerCIala

Personalul CET-1 constItuIe 400 angajatI Asa numar mare de angajatI se datoreaza faptulUI ca
mtrepnnderea este o centrala electnca de termoficare In apus, o centrala electnca cu capaCItatea de 40-60
MW este exploatata de un personal de 10 sau mat putIm oamem pe schImb O centrala electnca dm apus
contracteaza o buna parte dm servIcll, mcluslv SI unele prOIecte majore ce tm de reparatll, largIre,
secuntate, transport, etc, pe cand CET-! angaJaza personalul proprIu pentru aceste act1vIRtI
Intrepnndenle de la apus uneon contracteaza SI servlcllie admlOlstratlve
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La mtrepnndere eXIsta mstructlUnI functIOnale care descnu maJontatea actlvIRtllor SI sarclwlor legate de
exploatarea SI admInIstrarea centraleI In maJontatea cazunlor ele sunt foarte detalIate SI necesIta
angajarea a unUI numar mare de personal Poate ca ele sunt ramasItele stilulUI Sovetlc de gestIOnare, dar
trebUIe de mentIOnat ca aceste mstructlUm nu sustm lDltlatlva personalulUI Este eVIdent, ca odata cu
elaborarea scopunlor SI obIectIvelor necesare pentru Implementarea procesulUI de comercialIzare aceste
mstruchunl trebUIe sa fie reexammate

La mtrepnndere eXIsta un centru mformatlOnal de suport a actlvltatlI tehnIce, maJontatea lucrulUI de
statIstIca fimd efectuat manual SIstemul InfOlmatlOnal de GestlUne este de asemenea manual, speCIalIzat
SI uneon fara mteractlune cu dIfente departamente

Conducerea de varf a Intrepnndem

________________ HaglerBatlly _

In vlltorul apropIat SIstemul InformatIOnal de GestIune, care trebUIe sa fie InteractIV SI usor acceslbtl, va
fi bazat pe urmatoarele dlrectll de actIVItate

Nu este nImIC rau In sIstemele manuale de eVIdenta De fapt ele trebUIe sa serveasca drept model pentru
un SIstem computenzat In general, SIstemul Informahonal de GestIune trebuIe sa fie accesIbtl pentru
managen In procesul de luare a decIzlllor, fleXIbIl la cermtele SI neceSItatIle lor InformatIa trebUIe sa fie
sub forma de baza de date SI usor utIlIzata

DIrector
Ingmersef
Contabil sef

a) Plamficare
b) Fmante SI ContabIlItate
c) InformatII despre ClIenti, Facturare SI Colectare
d) Exploatare SI Intretmere a Centralei
e) Resurse Umane

dl T MOlseev
dl 1 Popa
dna V AnIslmova

I
'1
I
I
I
I
I
I
I
I
I
I
I
I



Master Plan - CET-un

C2 CENTRALA ELECTRICA DE TERMOFICARE-2 (CET·2l

III Introducere

pagma 55

ANEXAC2

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

CET-2 este una dIn cele mal moderne SI efiCIente statll dm Moldova, fimd pusa m exploatare mcepmd cu
anul 1980 Centrala a functIonat la capacItate n01lllIlala SI cu tlillpul a avut de sufent dm cauza
msuficientei de fondun pentru reparatu a echIpamentuluI, pentru procurarea pIeselor de schImb, etc

g) General

Centrala are treI generatoare electnce, fiecare a CIte 80 MW capaCItatea de hvrare a apel calde In sIstemul
centrahzat de 300 Gcallh, SI o capaCItate de producere a aburulUl de 240 Gcallh (lama centrala poate lucra
la capaCItatea el nommala) La centrala sunt de asemenea mstalate cmCI cazane de apa calda puterea
termIca a lor fimd de 660 Gcallh Cazanele deobIceI utIhzeaza gazul natural drept combustIbd de baza,
dar au capaCItatea de a utlhza SI motonna

Gazul natural este furnIzat dm RUSIa prm Ucrama pâna la punctul de translt m Drochla, Moldova In
Moldova nu eXIsta faclhtatI de stocare de gaze Pacura este hvrata pe calea ferata SI este stocata la statIe m
patru rezervoare cu o capaCItate de 20,000 m3 fiecare

A fost lansat un program de largIre a capacltătdor de producere a energIeI electnce, dar a fost stopat dIn
cauza hpsei de bam Turbogeneratoarele pentru largrrea centraleI se prOIecteaza la IStitutul de PrOIectare
dm or LVIV, Ucrama

h) Caractenstlclle de FunctIonare

Generatorul fiecaruI grup are capaCItatea Instalata de 100 MW Dar, sIstemul electrIC de control este
programat pentru a hmlta producerea pâna la 80 MW, unde caldura ramasa este uohzata pentru mcalzuea
centrahzata SI producerea aburulUl In regImul pur de condensare, sIstemul de control hmlteaza
capaCItatea de producere a energIeI electnce de catre centrala pâna la 100 MW, dm cauza capaclttailor
hmltate de raCIre CapaCItatea de generare m penoada de vara este de 80 - 100 MW m dpendenta de
temperatura aerulUI

1) LIvrarea EnergIeI TermIce

Conform prOIectulUI temperatura tur - retur a apel hvrate de către centrala este 150 °c max, temperatura
apel retur este de 50-70 °c In prezent, temperatura apel este CU mult mal Joasa Cauza consta m plerdenle
man de apa SI caldum m conducte, datonta Izolam proaste a conductelor, etc Restnctll asupra
consumulUI de gaze naturale SI a pacum de asemenea agraveaza SItuatIa

J) Reglmun de FunctiOnare

Cu scopul de a masura efiCIenta de producere a energIeI electrIce SI termIce, reglmunle de functlOnare
sunt foarte Importante pentru alocarea adecvata a COStulUI pentru combustlbil mtre energIa electrIca SI
termIca

Fund o centrala electrlCa de termoficare, CET-2 produce energIe electnca SI termIca m dlfente camtltatI
In dependenta de condlţllie c1lillatence SI In baza InstructlUmle dIn partea Moldtranselectro In unele
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condltn (mal ales vara), centrala poate sa produca numaI electriCItate (regIm de condensare) sau sa lIvreze
la maXIm energIa termIca, SI sa produca energIa electrica (10 mod normal normal pentru lumle de lama)
In lumle de lama, centrala utIlIzeaza sarcma sIstemuluI de alImentare cu caldura drept capaCItate de raCIre
pentru sIstemul de generare a energIeI electrice, acest SIstem nu este dispombii 10 tImpul vem In
dependenta de dlspomblhtatea combustibilulUl, o sarcma termIca suplImentara poate fi lIvrata utIlIzmd
capaCItăţIle cazanelor eXistente

EXISta o gama de regImurI de functIOnare opratIOmale mtre aceste doua extreme In practIca,
condensatoarele au o capaCItate 10suficlenta pentru a sustme coefiCIentul maxlID de mcarcare a cazanelor
SI produce energIe electrIca m regIm de condensare SIstemul de control de asemenea lImIteaza sarcma
cazanulUl, când sarcma energIeI termIce este redusa, pentru a lImIta capaCItatea de producere a energIeI
electrIce la 80 MW

k) Contonzarea

La CET-2 este 10stalat un SIstem complex de contonzare, 10cluslv contonzarea energIeI electrice, aburulul
SI căldum Pentru a deteml1na randamentul energIeI electrice SI termIce, semasoara cant1tatea gazulUI
consumat, Iar cantitatea pacUfn se determma EXIsta unele probleme refentoare la preCIZIa echIpamentelor
de contonzare SI măsurare Cu scopul de a spon fiabIlItatea SI efiCIenta mtrepnndem, cu ajutorul
prOIectelor USAID, au fost mstalate unele echIpamente de masurare SI control

1) Audltul tehmc

Scopul acestuI audlt este de a determma cu preCIZIe efiCIenta centraleI SI cantlfica pierdenie Managern
cOmpantei pot fi mhlbatt de stilul vechI de actiVItate, dar necătând la aceasta el trebUIe sa depuna un efort
mare m desfasurarea auditulUl pentru a fi m stare de a îmburiitătt capaCItatea de functIOnare a
întrepnndem pnn reducerea costunlor SI ndlcarea eficacltatll mtreprmdem

Aceasta poate sa mcludă reexammarea polItICll de alocare a costunlor mtre energIa electrICa SI termIca

IV SItuatIa curenta la CET-2

c) CompetitIa pe Plata

SItuatIa economIca prezenta SI dIficultatIle cu care Moldova se confrunta m procurarea combustIbI1ulUI au
un Impact major asupra competltlvltatn centralelor de generare CompetitIVItatea CET-2 este comphcata
de faptul ca ea generează electncltate ca produs aUXIlIar când produce căldura pentru sIstemul de încălZIre

orasanesc Independent de metodele vntoare de lIvrare a căldum consumatonlor, CET-2 va trebUl sa
lIvreze căldura pe parcursul uneI durate lungI de tImp Acest fapt va afecta polItIca tanfara pentru energIa
termIca SI electrica, SI va comphca sarcma surselor de energIe m ceea ce pnveşte dlspecenzarea
economIca

CET-2 deja a mtrat m competItIe cu furmzom de energIe electrIca dm Ucra1Oa, m speCIal dm cauza ca
capaCItatea întrepnndem nu este dispombila pe parcursul mtregulUI an In 1997 s-a Importat aproXImativ
1775 mIn kWh, la un pret medIU de 15 8 banl!kWh Costul energIeI electnce generat de către sIstemul
mtern a fost de 157 banl!kWh Ambele CIfre msa au fost substantIal mal man decat costul de producere a
energIeI electrIce la CET-2, 11 7 banl!kWh, ce mdlca ca CET-2 poate fi competItIva pe plata
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Econotnla MoldoveI beneficIază când costul energIeI lIvrate consumatonlor este tnlnIm De aceea nu
trebUIe de descuraJat Importul de energIe electnca la pretun reduse Dar, acest fapt va afecta vemtunle
potentIale ale producătonlor localI

Se eVIdentIaza o competItIe directa pe pIata, care va afecta cererea la energIa termIca produsa de CET-2
Compama furnIzează aproXImatIv 70% dIn cererea de căldura pentru ChISInaU SIstemul de dIstnbutIe m
oraş este dIVIzat m patru regIunI geografice, care au cazane separate sau/SI pnmesc energIe tenmca de la
CEI-un Măcar ca eXIsta mterconexlune In SIstem, SIstemul nu functIOneaza ca un SIstem mtegru, SI nu
aSIgura efiCIenta tehnIca SI econo1ll1ca

EXIsta un ŞIr de factonde functIOnare (de exemplu neceSItatea de a avea un cazan gata de lucru m caz de
urgenta, polItIca de alocare a costunlor de energIe siisau apa dIntre căldura SI electncitate) care
mfluenteaza tot sIstemul de producere al energIeI temuce SI electnce, cel putIn ceea ce tme de costurIle de
producere AcestI facton au un Impact mare asupra pretunlor la servlcnle SI produsele oferIte de
IntreprIndere Este necesar ca aceste pOlItICI sa fie reVIZUIte la neceSItate, pentru ca servIcuie SI produsele
mtrepnndem sa ramma competItIve pe plata

Plus la toate, pe măsura ce Industna de gaz va capata o onentare comerCIala mal protnltatoare, ea va
angaja tehnologll de încălzIre mal competItIve SI va lupta pentru a atrage clIentn CET-2 Este clar, ca
consumatom vor căuta întotdeauna sa-SI m1nImiZeZe cheltuIelIle De aceea CET-2 trebUIe sa fie atenta la
faptul ca costurIle SI pretunle la produsele el sa fie competItIve

d) ResponsabIlItatI SI Orgamzare

Om nOIembne 1997 CET-2 este o SOCIetate pe actIUnI, Independenta, fara vre-un control dIn partea
fostulUI Moldenergo, sau dIn partea Moldtranselectro DeCI, In prezent managem compamel sunt pe
deplIn responsabIlI pentru planunle, bugetele, rezultatele operationale SI finanCiare PartIal aceasta
mclude

• DIrectorul CET-2 are control deplIn asupra finantelor întrepnndem, achlZltIonarn
combustIbIlulUI, etc

• Managem CET-2 sunt pe deplIn ImputermcItl de a controla costunle SI vemtunle, SI de a
gestIona contunle compamel,

• Managem CET-2 sunt pe deplIn ImputermcltI de a deCIde catI bam sa cheltuIască SI catI bam
pot sa-SI permIta sa cheltuIască, de asemenea fiInd responsabIlI pentru generarea resurselor
finanCIare propm,

• Managem CET-2 planIfica SI Implementează planunle de exploatare, reparatie, largIre, etc,

• In prezent SI In vlltor ANRE va gestIOna procesul de elaborare a tanfelor la căldura SI
electncltate Dar, structura actuala a Industnel Indica ca CET-2 va fi o compame care va
negOCIa de sme statator pretunle pentru servlcnle sale dIrect cu consumatom

Structura orgamzatIonala prezenta este complIcata, SI dommata de functll mgmereştI SI tehnIce Sectule
fmanţe, plamficare, contabIlItate SI personal sunt prezente, dar nu II se acorda atenţIa cuvemta acestor
funcţn mtr-o orgamzatle comercIala
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Conducatom de varfal mtrepnndem sunt

________________ HaglerBaIlly _

In vntorul apropIat SIstemul InformatlOnal de GestIUne, care trebUIe sa fie mteractIv SI usor acceSIbIl, va
fi bazat pe urmatoarele dlrectn de actIVItate

La mtrepnndere eXIsta un centru mformatIonal, dar maJontatea lucrulUI de statIstIca este efectuat manual
SIstemul Informatlonal de Gestiune este manual, speCIalIzat SI uneon fara mteractIUne difente
departamente

DIrector
Ingmersef
ContabIl sef

La llltrepnndere eXIsta mstructlunl functIOnale care descnu maJontatea actlV11ăttlor SI sarclillior legate de
exploatarea SI admImstrarea centraleI In maJontatea cazunlor ele sunt foarte detalIate SI necesIta
angajarea a unUI numar mare de personal Poate ca ele sunt ramaSItele stIlulUI Sovetlc de gestIOnare, dar
trebUIe de mentIonat ca aceste mstructIunI nu sustm mItIativa personalulUI Este eVIdent, ca odata cu
elaborarea scopunlor SI obIectIvelor necesare pentru Implementarea procesulUI de comerCIalIzare, aceste
mstructIUm trebUIe sa fie reexammate

f) Plamficare
g) Fmante SI ContabIlItate
h) Informatll despre ClIenti, Facturare SI Colectare
1) Exploatare SI Intretmere a CentraleI
J) Resurse Umane

La 1 octombne 1997, personalul CET-2 constItuIa 640 angajatI Asa numar mare de angajatI se datoreaza
faptuluI ca mtrepnnderea este o centrala electnca de termoficare In apus, o centrala electnca cu
capacItatea de 240 MW este exploatata aproxImativ de 20 persoane pe schImb O centrala electnca dm
apus contracteaza o buna parte dm servIcll, mclusiV SI unele prOiecte majore ce tm de reparatu, largIre,
secuntate, transport, etc, pe cand CET-2 angaJaza personalul propnu pentru aceste actIvIatI
Intrepnndenle de la apus uneon contracteaza SI servIcn1e admlillstrattve

Nu este mIDIC rau m sIstemele manuale de eVIdenta De fapt ele trebUIe sa serveasca drept model pentru
un SIstem computenzat In general, SIstemul InformatlOnal de GestIune trebUIe sa fie acceSIbIl pentru
managen m procesul de luare a decIznlor, flexIbl1la cenntele SI neceSItatIle lor InformatIa trebUIe sa fie
sub forma de baza de date SI usor utIhzata

dl G Barbarosle
dl E Lltvmov
dl V ComeicIUc
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c) LIvrarea EnergIeI TermIce

d) Reglmun de Functlonare

b) Caractenstlclle de FunctIonare

a) General
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C3 CENTRALA ELECTRICA DE TERMOFICARE CET-NORD

La centrala este mstalata o turbma cu contrapresmne SI una de termoficare SI condensatIe Puterea totala a
generatoarelor elctnce este de 24 MW Centrala poate produce energie electnca m lIpsa sarClml termice,
Insa costul energiei electnce produse m regIm de condensare este prea ndlcat

Conform planunlor de modermzare a centralei se prevedea mlocUirea tuturor turbmelor pe abur SI
adaugator mstalarea a doua turbme pe gaze, astfel majonndu-se SI puterea totala a centraleI, totodata
facand pOSIbIla producerea energieI electnce m hpsa sarcmu termIce

Conform prOIectulUi temperatura tur a apel livrate de către centrala este l50 0C max, temperatura apel
retur este de 50-70 °c In prezent, temperatura apel tur este cu mult mal joasa decat cea prOIectata Cauza
consta In mcapacltatea centraleI de a ndlca temperatura apel pana la parametm necesarI, deoarece
centrala nu poseda mIjloace finanCIare corespunzatoare pentru a procura combustibIl necesar SI a mcalzl
volumul respectiv de apa pana la temperatura necesara Restnctll asupra consumulUi de gaze naturale SI a
pacunl de asemenea agraveaza sItuatIa

Centrala are doua generatoare electnce, fiecare a CIte 12 MW CapaCItatea de producere a energIei
termIce este de 162 Gcal/h, care Include atat producerea apel calde pentru sIstemul centrahzat de
ahmentare cu caldura cat SI lIvrarea aburulUi (lama centrala poate lucra la capaCItatea el nommala) La
centrala sunt de asemenea mstalate patru cazane de apa fierbmte puterea termica a lor fimd de 400 Gcallh
Cazanele de obIceI utilIzeaza gazul natural drept combustibIl de baza, dar au capacitatea de a utIhza SI
pacura, drept combustibIl de rezerva

________________ HaglerBatlly _

Gazul natural este furnIzat dm RUSIa pnn Ucrama pâna la punctul de translt m Drochta, Moldova In
Moldova nu eXista faCIlItati de stocare de gaze Pacura este hvrata pe calea ferata SI este stocata la statie m
sapte rezervoare, capacitatea totala a carora este de 25 7 mu m3

CET-Nord este una dIn cele mal man surse de producere a energiei electnce SI termice In partea de Nord
a Repubhcll Moldova, fimd pusa m exploatare mcepmd cu anul 1956 ApOI Centrala a sufent unele
reutiian SI adaugăn de mstalatn Pe parcursul amlor centrala a functIOnat la capacitate nommala SI cu
timpul a avut de sufent dm cauza msufiCIentel de fondun pentru reparatIa echIpamentulUi, pentru
procurarea pieselor de schImb, etc

Cu scopul de a masura efiCienta de producere a energIeI electrIce SI termIce, regImunle de functIonare
sunt foarte Importante pentru alocarea adecvata a costulUI pentru combustIbIl mtre energIa electrica SI
termIca
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II SituatIa curenta la CET-NORD

e) Contonzarea

f) Audltul telmlc

e) CompetItia pe Piata
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Sltuatla economIca prezenta SI dIficultatIle cu care Moldova se confrunta m procurarea combustIbl1ulm au
un Impact major asupra competltivltatll centralelor de generare COmpetItIvItatea CET-NORD este
comphcata de faptul ca ea generează electncltate ca produs auxIhar când produce căldura pentru sistemul
de încălzrre orasanesc Independent de metodele vutoare de lIvrare a căldum consumatonlor, CET-NORD
va trebUI sa lIvreze căldura pe parcursul uneI durate lungI de timp Acest fapt va afecta polItlca tarIfara
pentru energIa termIca SI electnca, SI va complIca sarcma surselor de energIe m ceea ce pnveşte

mspecenzarea economica

Aceasta poate sa mcludă reexammarea polItlcu de alocare a costurIlor mtre energia electnca SI termica

Scopul acestuI audlt este de a detemuna cu preCIZIe efiCIenta centraleI SI cuantIfica pierdenie Managem
compamei pot fi mhlbatl de stIlul vechI de actiVItate, dar necătând la aceasta el trebme sa depuna un efort
mare m desfasurarea audltulm pentru a fi m stare sa îmbu.mtăteasca capaCItatea de functIOnare a
întrepnndem pnn reducerea costunlor SI ndlcarea eficacltatu mtreprmdem

La CET-NORD este mstalat un SIstem complex de contonzare, mcluslv contonzarea energIeI electnce,
aburulUl SI căldum Pentru a determIna randamentul producem energIeI electnce SI termIce, semasoara
cantItatea gazulUI consumat, Iar cantltatea pacum se calculeaza EXIsta unele probleme refentoare la
preCIZIa edllpamentelor de contonzare SI măsurare

Fund o centrala electrIca de termoficare, CET-NORD produce energIe electnca SI termIca m dlfente
camtitati m dependenta de condltllle clImatence SI m baza mstructmmle dm partea Moldtranselectro In
unele condltu (mal ales vara), centrala poate sa produca numaI electncltate (regIm de condensare) sau sa
lIvreze la maxIm energia termIca, SI sa produca energIa electnca (m mod normal pentru lunde de lama)
In lunIle de lama, centrala utlllzeaza sarCIna slstemulUl de alImentare cu caldura drept capaCItate de raCIre
pentru sIstemul de generare a energIeI electnce, acest SIstem nu este dlspombllm umpul vem In
dependenta de dispombilItatea combusubdulm, o sarcma termIca suplImentara poate fi lIvrata utlhzmd
capacItăţl1e cazanelor eXIstente

Se recomanda efectuarea unUl studIU m vederea anahzei SI comparatlei tuturor optiunIlor pOSIbIle de
extmdere SI reabIlItare a centraleI, m rezultatul carula se va stabIlI polItIca de urmat pentru CET-Nord de
exemplu, de mstalat turbme pe gaze sau de promovat mstalarea altor utIlaJe, asa ca, CIclu combmat pe
gaze, etc

CET-NORD deja a Intrat m competItIe cu fumtzom de energie electnca dm UcraIna, m speCIal dm cauza
ca capaCItatea întreprmderll nu este dlspombda pe parcursul mtregulm an In 1997 s-a Importat
aprOXImatIv 1775 mln kWh, la un preţ medIU de 158 bam/kWh Costul energIeI electnce generate de
către sistemul mtern a fost de 15 7 balll/kWh Ambele CIfre msa au fost mal mICI decat costul de
producere a energIeI electrIce la CET-NORD, 211 bam/kWh, ce mdIca ca CET-NORD este departe de a
fi competItIva pe plata

________________ Hagler BaIlly _
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Econonna MoldoveI beneficIază când costul energIeI hvrate consumatonlor este mImm De aceea, nu
trebUIe de descuraJat Importul de energIe electnca la pretun reduse Dar, acest fapt va afecta vemtunle
potentIale ale producătonlor localI

Nu se eVIdentiaza o competitIe drrecta pe plata energIeI termIce, dar odata cu accesul hber la retelele de
transport a energIeI termice unele dm mtrepnnden care au centrale termIce ar putea propune energIe
termtca consumatonlor la pretun mal reduse decat cele ale CEr-Nord

EXIsta un şIr de facton (de exemplu neceSItatea de a avea un cazan gata de lucru m caz de urgenta,
pobtlca de alocare a costunlor mtre energIa termIca SI electncltate), care mfluenteaza tot sIstemul de
producere a energIeI ternuce SI electnce, cel putm ceea ce tme de costunle de producere Acestl facton au
un Impact mare asupra pretunlor la servlcnle SI produsele ofente de mtrepnndere Este necesar ca aceste
pObtlCI sa fie reVIZUIte dupa neceSItate, pentru ca servIcllle SI produsele mtrepnndem sa ramma
competItIve pe pIaţa

Plus la toate, pe măsura ce mdustna de gaz va capata o onentare comercIala mal promItatoare, ea va
angaja tehnologn de încălZIre mal competltIve SI va lupta pentru a atrage clIentll CEI-Nord Este clar, ca
consumatom vor căuta întotdeauna sa-sI mllllmizeze cheltuIelIle De aceea CET-Nord trebUie sa fie atenta
la faptul ca costunle SI preţunle la produsele el sa fie competItIve Pentru aceasta vor fi necesare fondurI
pentru modrmzare, reablhtare SI largIre a centralei

f) ResponsabilItatI SI Orgamzare

Dm nOIembne 1997 CET-NORD este o SOCIetate pe actiunI, mdependenta, fara vre-un control dm partea
fosteI Moldenergo, sau dm partea Moldtranselectro DeCI, m prezent managem compamei sunt pe deplm
responsabIlI pentru planUrIle, bugetele, rezultatele operatIonale SI finanCIare Partial aceasta mclude

• Directorul CEI-NORD are control deplm asupra fmantelor întreprmdem, achlzltIOnam
combustIbIlulUI, etc

• Managem CET-NORD sunt pe deplm Imputermcltl de a controla costunle SI vemtunle, SI de
a gestIOna contUrIle compameI,

• Managem CET-NORD sunt pe deplIn ImputemIclt1 de a deCIde catI bam sa cheltuIască SI catI
bam pot sa-sI perrmta sa cheltuIască, de asemenea fimd responsabIlI pentru generarea
resurselor finanCiare propm,

• Managem CET-NORD planIfica SI Implementează planUrIle de exploatare, reparatie, largIre,
etc,

• In prezent SI m vutor ANRE va gestlona procesul de elaborare a tanfelor la căldura SI
electncltate Dar, structura actuala a mdustnel mdIca ca CEI-NORD va fi o compame care
va negocia de sme statator preturIle pentru servIcuie sale direct cu consumatom

Structura orgamzaţlOnala prezenta este complIcata, SI dommata de funcţu mgmereştI SI telmtce Sectule
finanţe, plamficare, contabIbtate SI personal sunt prezente, dar nu II se acorda atentia cuvemta acestor
functu mtr-o organIZatIe comerciala

Personalul CEI-NORD constItuie 355 angajati Asa numar mare de angajati se datoreaza faptulw ca
mtrepnnderea este o centrala electnca de termoficare In apus, o centrala electnca cu capacitatea de 24
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MW este exploatata aproxunativ de IO persoane total sau m unele cazun ele sunt dmJate de la dIstanta O
centrala electnca dm apus contracteaza o buna parte dm servICll, mclusiv SI unele prOIecte majore ce tIn
de reparatn, largIre, secuntate, transport, etc, pe cand CEI-Nord angaJaza personalul propnu pentru
aceste actIvItăţI Intrepnndenle de la apus uneon contracteaza SI servIcnle admImstrative

Conducerea de varf a mtrepnnderu

________________HaglerBaIlly _

In vlltorul apropIat SIstemul InformatlOnal de GestIune, care trebUIe sa fie mteract1v SI usor acceSIbIl, va
fi bazat pe urmatoarele directll de actIVItate

La mtrepnndere eXIsta un centru mforrnatlOnal de suport a actIvitatll tehnIce, maJontatea lucrulUI de
statIstIca fimd efectuat manual SIstemul InformatlOnal de GestIune este de asemenea manual specIahzat
SI uneon fara mteractIune cu dIfente departamente

DIrector
Ingmer sef
ContabIl sef

dl A Doromn
dl A Zazulm
dna Z Chmlova

La mtrepnndere eXIsta InStruCtiunI functIonale care deSCrIU majorItatea actIvl1ătllor SI sarclmlor legate de
exploatarea SI admmlstrarea centraleI In maJontatea cazunlor ele sunt foarte detalIate SI neceSIta
angajarea a unUI numar mare de personal Poate ca ele sunt ramasItele stIlulUI Sovetic de gestIOnare, dar
trebUIe de mentIOnat ca aceste mstructmm nu sustm lO1tIatIva personalulUI Este eVIdent, ca odata cu
elaborarea scopunlor SI obIectIvelor necesare pentru unplementarea procesulUI de comercIalIzare, aceste
mstructIunl trebUIe sa fie reexammate

Nu este mffilC rau m sIstemele manuale de eVIdenta De fapt ele trebUIe sa serveasca drept model pentru
un SIstem computenzat In general, SIstemul InforrnatlOnal de GestIune trebUIe sa fie acceSIbIl pentru
managen m procesul de luare a decIznlor, flexIbIl la cenntele SI necesItatIle lor Informatia trebUIe sa fie
sub forma de baza de date SI usor utIhzata

g) PlanIficare
h) Fmante SI ContabIlItate
1) Infonnatll despre Chentl, Facturare SI Colectare
J) Exploatare SI Intretmere a CentraleI
k) Resurse Umane

I
I
I
I
I
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