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Introduction 
Bottlenecks for Decentralization of NEPA 

F&A Unbundling: Key Issues and Recommendations 
4 Lines of Authority and Reporting between HQ, Sector and Zones 

Recommended F&A Organization 

+ HQ 
+ Sector 

+ Zone/Region 

Financial Management Functions at the BU Level 

Accounts Unbundling and Transfer Pricing 
Next Steps for NEPA 

Next Steps for Nexant Team 



Nexant Scope of Work 

+ F&A Functional Unbundling 

+ Accounts Unbundling 

Purpose of Presentation 

+ Recommend F&A organization at HQ, Sector and 
Zone/Region 

+ Recommend F&A reporting relationships and functions 

+ Present status report on unbundling accounts activities 

+ Recommend next steps for NEPA management 



Bottlenecks: 

Unpredictable and inadequate revenues available to allocate from HQ 
to BUS 
Underdeveloped BU management capabilities at lower levels of 
organization 

Inadequate MIS and IT capabilities 

Conclusions: 

NEPA is not ready for immediate unbundling to Zones and Regions. 

Unbundling the HQ organization into G, T and D/M Sectors is a first 
step towards regionalisation. 
Regional BUS should be phased in during pre-privatisation period and 
strengthened to meet higher standards of performance and reporting. 
Pilot unbundling of Lagos Zone is a first step. 
Need management training and basic hardware and software for MIS 
and IT. 



Issue 

What F&A functions should 
be implemented at each 
level of the organization? 

What should be the 
reporting relationships 
between F&A levels? 

Recommendation 

Reduce size of HQ F&A 
Strengthen F&A 
functions at Sectors 

Gradually increase F&A 
functionality at Zones 
and Regions 

Maintain reporting 
relationships between glJ 
levels of F&A from HQ to 
operating units. 
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Key lasues and Recommendations 

HQ F&A coordinates bottom- 
allocating budgets between up budget requests from 
Sectors and operating units? Sectors; Sectors coordinate 

Working group consisting of 
the MD and EDs determines 

rganlzatlon consistent with 
more autonomy. 



F a  Unbundling 

Issue 

Do Zones and Regions have 
the capacity (staffing, 
processes, IT systems) to 
support devolution of F&A? 

What are appropriate 
performance measures for 
each sector? 

Recommendation 

Need to increase staff 
capability, relocate staff 
from HQ, provide training 
and implement basic IT  and 
reporting systems at Zones 
and Regions. 

Need to plan for efficiency 
improvements and set 
targets for losses, 
collections, customers and 
sales per employee, heat 
rate, availability, customer 
servlce and safety. 



Keylssues and Recommendafons 

Issue 

Should F&A be combined 
with Personnel and 
Administration (P&A)? 

How should Internal Audit be 
structured? 

Recommendation 

Each function is a major 
activity and should be kept 
separate at Sector level. 

9 GM Audit at HQ plans and 
executes internal audits. 

GM Audit should report to 
NEPA Board or Audit 
Committee appointed by 
the Board. 

Internal Audit should be 
Independent of 
operatllonal management. 







Treas @ lnvst @ 
Forex Treasury Corporate Investment Accounts Branch Budget Insurance 

Investment Appraisal 

Super Investment Fixed Payment Salary 
Annuatlon Managemnt Assets Admln 



Recommended F a  Ogan/IatIon at Sechr 

Capital 
ProJects 

Treasury 

AGM 
sector 

Fin & Acc 

Budgets T 
Accounts 

....... . . . . . ................ . . ........................... . .. . . . . ...... 

Sector 
Accnts, 
Consoll- 

AGM 
Zone 

Fln & Acc 

datlon, 
Ext Aud 

Review, 
Monltor, 
Report, 

Accnts 
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NeH Steps hr Nexamt 

Issue Interim Report early March 
+ F&A Unbundling 

+ Accounts Unbundling and Transfer Pricing 
Next trip: early March 

+ Pilot implementation of functional unbundling at Lagos Zone 

+ Performance measures, commercial incentives and transfer 
pricing 

+ HQ Corporate Planning Department: organization, functions 
and staffing 


