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Chapter 1 Summary of Report 
 

Japan International Cooperation Agency (JICA) has continued this technical 
cooperation project since 1999 as a part of the technical cooperation program for 
power sector of Bangladesh.  The project consists of the dispatch of short-term 
experts and Country Focused Training and its area has focused on TQM and 
Distribution O&M since 2001 for the improvement of management and distribution 
O&M activity in Bangladesh Power Development Board (BPDB).  This service was 
carried out as a part of the project and consists of technical transfer in Bangladesh 
for one month and the preparation of training course in Japan. 

 
For the activity in Bangladesh, two experts, TQM and Distribution O&M, were 

dispatched from November 18th, 2004 to December 17th of the same year..  The TQM 
expert made advices and recommendations for the promotion of top management’s 
commitments to TQM activity, establishment of systematic training system, internal 
promotion and public relations system.  The distribution expert made advices and 
recommendations for the formulation of O&M standard, reduction of frequent outage 
by accident and system loss reduction. 

A training course was held by Tokyo Electric Power Co. in Japan from January 
23rd 2005 to February 19th, 2005 with 10 participants  

 
As a result of the project for 5 years, TQM concept expanded rapidly in BPDB and 

TQM activity in the field level started in these days.  Distribution O&M activity 
was also improved gradually by the advice of short-term experts and implementation 
of TQM activity.  However, the experts found some issues that would be barriers to 
further promotion and improvement, that is, non-organized activity and lack of 
management capability in BPDB.  The experts tried to clarify causes and improve 
this situation through their activity and training course. 

 
Because issues to be tackled come out continuously in the process of improvement 

and they gradually become more specific and essential, it becomes more important 
than before to understand the actual situation and issues of the counterpart and 
make adequate technology transfers in future technical cooperation projects. 

The power sector of Bangladesh is now under reform.  As Power Grid Company of 
Bangladesh (PGCB) and West Zone Power Distribution Co. LTD (WZPDCL) are 
eager to introduce TQM for the capacity building, it is sure that this project 
contributes to the sector reform by improvement of management capability of power 
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sector.  It is also important in future technical cooperation projects to be linked with 
the sector reform and contribute to the improvement of not only each organization 
but also whole power sector of Bangladesh. 
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Chapter 2  Outline of Service 

2.1 Scope of Service 
The project that has been continued since 1999 consists of two parts, the dispatch of 

experts and the training course in Japan.  In this service, two experts, TQM and 
Distribution O&M, were engaged, and this year they were in charge of the technology 
transfer in Bangladesh, the preparation of the training course in Japan and its 
evaluation.  Detailed scope of service is as follows. 

 
[Activities in Bangladesh] 
(1) Technology Transfer 

(a) Technology Transfer for TQM Promotion throughout BPDB 
・ Encourage management’s commitment 
・ Establish systematic training system for employees 
・ Internal promotion and public relation system 
・ Action planning to expand TQM and QC Circle activities 

(b) Technology Transfer for O&M Activities in Distribution Sector 
・ Formulation of O&M standard and action plan for its dissemination & 

implementation 
・ Reduction of frequent outage by accidents and amendment of O&M manual 
・ Distribution system loss reduction 

(2) Preparation for Training Course in Japan 
・ Design of draft curriculum and discussion on it with the counterpart 
・ Interview with candidates 

(3) Wrap-up Seminar 
(4) Questionnaire Survey etc. 
 
[Training Course in Japan] 

・ Selection of the recipient agency 
・ Arrangement of the training schedule and its contents 
・ Evaluation of the training course 

2.2 Flowchart of Service 
The flowchart of the service is shown in Fig 2-1.  It has no major changes from the 

initial plan.  Duration of the service is about four months and the main works are 
the technology transfer in Bangladesh for one month, the arrangement of the training 
course in Japan and its evaluation. 
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Chapter 3 Methodology 
 
The purpose of the project is to introduce and promote TQM activities and improve 

O&M activities of distribution.  To achieve this aim, the experts paid attention to the 
synergy of the technology transfer in Bangladesh and the training course in Japan. 

3.1 Technology Transfer in Bangladesh 

3.1.1 Outline 

Since 2001, the activity of TQM experts have focused on the development of TQM 
promotion system and the activity of distribution O&M experts have focused on the 
improvement of the field level O&M activities.  According to the former expert’s 
report, results such as the implementation of primitive TQM activities in field offices 
and the improvement of O&M activities with TQM have been attained, however, 
these activities have not become organized and sustainable yet.  It is important to 
make these activities organized and sustainable, that is, to establish PDCA cycle 
and normalize it in BPDB immediately. 

With these understandings, the experts focused on the improvement of the field 
level activities with the understandings of their actual condition and the advices and 
recommendation of countermeasures to make them organized and sustainable.  The 
experts also focused on working together for the synergy of TQM and Distribution 
O&M and on supporting the self-help effort of counterparts for their capacity 
building.  The cooperation with JICA Bangladesh office and Mr. Nakanishi, the 
JICA long-term expert, was also important in this activity to promote the effect of 
Technical Cooperation Program for Power Sector of Bangladesh.  The summary of 
activities and schedule are shown as follows. 
 
[Duration]     Nov 18th, 2004 – Dec 17th , 2004 
[Counterpart]  Staff of TQM Promotion Office, BPDB 
[Activity]      1st week : Survey to grasp the actual condition and Interview with 

candidates 
2nd week : Survey on TQM and O&M activities in Distribution Circle 

and ESU 
3rd week : Discussion with counterparts and the top-management for 

improvement 
4th week : Preparation and administration of Wrap-up Seminar 
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Table 3-1  Actual schedule of Experts in Bangladesh 
 

Place
18-Nov Thr
19-Nov Fri Dhaka

20-Nov Sat ditto

21-Nov Sun ditto

22-Nov Mon ditto

23-Nov Tue ditto

24-Nov Wed ditto

25-Nov Thu ditto

26-Nov Fri ditto
27-Nov Sat Mymensingh
28-Nov Sun ditto
29-Nov Mon ditto
30-Nov Tue ditto
1-Dec Wed Tangail
2-Dec Thu ditto
3-Dec Fri Dhaka

4-Dec Sat ditto

5-Dec Sun ditto
6-Dec Mon ditto
7-Dec Tue ditto

8-Dec Wed ditto

9-Dec Thu ditto

10-Dec Fri ditto

11-Dec Sat ditto

12-Dec Sun ditto
13-Dec Mon ditto

14-Dec Tue ditto

15-Dec Wed ditto

16-Dec Thr
17-Dec Fri

Discussion with C/P (TQM Promotion Office)
  - Analysis of current situation  - How to improve

AM TQM Promotion Office (Interim Meeting)
PM Meeting with Member(Admi)

AM Meeting with Chairman
PM TQM Promotion Office
AM Haripur Power Station(TQM) /  Distribution System Planning(Dis)
PM Embassy of Japan

AM Togi Training Center (TQM) / SBU Office & Prepaid Project Office(Dis)
PM TQM Promotion Office

Ｄａｔｅ

AM TQM Promotion Office
PM Meeting with WZPDC & Interview with Candidates
AM Task Team Meeting
PM Meeting with Member (Distribution)
     TQM Promotion Office
AM ACE Meeting
PM  Interview with Candidates from BPDB and PGCB

Matreial Analysis/Preparation for Wrap-up Seminar

Interview Result Report

Matreial Analysis

AM Courtesy Call
       Mr.Dewan Zakir Hossain (Joint Secretary, Power Division, MOPE&MR)
       Mr.Mominul Huq Bhuiyan (Member Admi, BPDB)
       Mr.Khwaja Thulam Ahmed (Chairman, BPDB)
PM Kick-off Meeting: TQM Promotion Office

AM TQM Promotion Office
PM Meeting with PGCB
     TQM Promotion Office
     Embassy of Japan

Mymensingh Distribution Circle Office
ESU(XEN) : Mymensingh (North) , Mymensingh Dis. Circle 
ESU(XEN) : Mymensingh (South), Mymensingh Dis. Circle
ESU(XEN) : Sherpur, Mymensingh Dis. Circle  
Tangail Distribution Circle Office
Site Visit(Substation/Distribution line etc.), TBBS

Activity
Leave Japan

Arrive at Dhaka

AM Courtesy Call
       JICA Bangladesh Office
       Mr.Md.Didarul Ahsan (Deputy Secretary, Economic Relations
Divisions)
       JBIC Dhaka Office

Preparation for Wrap-up Seminar
(TQM Promotion Office)

Leave Dhaka
Arrive Japan

AM Wrap-up Seminar
PM JICA Office

AM Embassy of Japan
PM Preparation for Wrap-up Seminar
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3.1.2 Discussion on Methodology 

In the beginning of activities, the experts explained their activity plan in the 
inception report to the staff of JICA Bangladesh Office, the long-term expert and 
their counterparts and discussed on methodology with them.  The main topics of the 
discussions are shown below. 

(1) Discussion with staff of JICA Bangladesh Office and Long-term Expert 
・ Principles, Methodology and activity plan in the inception report were 

accepted. 
・ The experts were requested to try to study as far as possible the potential 

expansion of TQM activity to other organizations such as PGCB and 
WZPDCL. 

(2) Discussion with Counterparts 
The experts submitted the inception report and its summary to BPDB and had 

discussion on the activity plan and methodology with Chairman, Member Admin. 
and their counterparts.  Main topics of this discussion are shown below. 
・ Principles, Methodology and Activity Plan in the inception report were 

accepted. 
・ Counterparts proposed the Bogra and Mymensingh circles as outstanding 

circles and Tangail circle as an average circle in TQM activity. 

3.1.3 Rearrangement of Activity Plan 

According to counterparts’ suggestion, Tangail circle was selected as an additional 
site to visit for the comparison of TQM activity in an outstanding circle, 
Mymensingh, and in an average circle. 
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3.2 Preparation for Training Course in Japan 

3.2.1 Implementation Plan 

The expert reviewed the training evaluation since 2001 and made the 
implementation plan of the training course in Japan. 

3.2.2 Discussion on Implementation Plan 

(1) Discussion with staff of JICA Bangladesh Office and the Long-term Expert 
The notion that participants in the training course in Japan should be selected 

not only BPDB but also PGCB and WZPDCL was discussed. 
(2) Discussion with Counterparts 

The expert explained the implementation plan for the training course in Japan to 
BPDB, PDCB and WZPDCL, which will be the organization to send participants, 
and they agreed to it. 

3.2.3 Interview with Candidates and Result 

(1) Interview 
The experts conducted interviews with 18 candidates from BPDB, PGCB and 

WZPDCL. 
Because PGCB and WZPDCL has just started their effort to adopt TQM to their 

management, local staff of JICA Bangladesh Office, the JICA long-term expert and 
two short-term experts had a meeting with the Managing Director (MD) of both 
organizations to see their capacity and potential.  From the fact that PGCB has 
established TQM Promotion Office already and assigned members for the office, 
even though it required taking on an additional job, and MD of WZPDCL is strongly 
committed to improving the organization by adopting TQM, it is considered that 
they have enough potential to adopt TQM and participants for the training from 
PGCB and WZPDCL are acceptable. 

(2) Result 
The experts recommended the selection of middle manager from the field office to 

promote the changing mindset of manager level and field level activities because 
they found that most middle managers in BPDB still have an antiquated mindset 
and it is a disincentive for improvement. 

Additionally, the experts recommended BPDB select a participant from 
Mymensingh circle, which would make their TQM activity sustainable and 
organized, for more improvement. 
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3.2.4 Curriculum for Training Course 

The experts arranged the training curriculum according to the needs of candidates, 
activities of former participants in their workplace and issues of TQM and O&M 
activities of their organizations.  To be concrete, lectures for TQM were increased in 
Distribution O&M course and a lecture for management capability development was 
added to both courses. 
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Chapter 4 Achievement 

4.1 Summary 
As a result of the project, TQM expands to field level and distribution O&M activity 

is improved gradually and the stage of the activity is moving to the next step, that is, 
the TQM implementation in field offices and the improvement of its quality.  That’s 
why that the experts visited some field offices together to see the actual activity in 
field office and its issues in their activities in Bangladesh.  The experts made advice 
and recommendations with their understandings in field offices, discussion with 
counterpart and Wrap-up seminar.  The outline of activity in Bangladesh is shown 
below. 

 
For TQM promotion, with recognition that TQM activity in BPDB expands rapidly 

in field but it depends heavily on the ability of particular person, the expert made 
guidance and recommendations as follows. 
・ Improvement of the existing training program for the development of leadership 

in field office 
・ Enhancement of follow-up and monitoring of trainee’s activity after training 
・ Discussion with top management & presentation in Wrap-up Seminar for the 

promotion of top management’s commitment and sharing a sense of crisis. 
・ Establishment of objective monitoring and evaluation system of field level 

activity 
For the improvement of distribution O&M, with recognition that there is shortage of 

management capability, the expert made guidance and recommendations as follow. 
・ Compliance with manual 
・ Promotion of awareness of system reliability 
・ Data based preventive O&M activity and development of data management 

skill and system 
・ Accurate monitoring of meter reading and billing operation for non-technical 

loss reduction 

4.2 Technology Transfer for TQM Promotion throughout BPDB 

4.2.1 Current status recognition based on Action Plan and suggestions  

Activities by the TQM Promotion Office are based on the Action Plan of January 
2004, revised in accordance with the instruction by the JICA short-term expert.  
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The covered activities can be categorized as below, which define the task scope of the 
Office. 

 Plan and implementation support of training programs 
 Promotion and control: find the implementation offices, provide training 

programs and collecting/sharing the on-site TQM activity information 
 Event planning and implementation: e.g., TQM convention 
 Policy/Quality control on overall management issue, Monitoring and 

instruction on site management based on the overall policy  
Three items listed above have been found implemented as planned.  The detail 

assessment is as follows.  

(1) Plan and Implementation Support of Training Programs  
As the results of training program in Japan, the Office and Task team members 

now recognize the importance of training activities to promote TQM and have made 
a substantial effort to establish and implement training.  On the other hand, the 
speed of training promotion in BPDB is still slow, compared with the training 
record of TEPCO in early 1980s. 

Main reasons for slow promotion of trainings include not only the shortage of 
required resources but, and more importantly, also the lack of technical on-site 
transfer by trainees.  Based on the discussion using QC tools, it has been decided 
that the training program shall be revised so that trainees are encouraged to 
positively apply acquired knowledge into practice and, through this process, to 
transfer knowledge to colleagues.  The revised training, which is reflected to the 
new action plan, will contain the practical portion using real cases and encourage 
trainees to involve colleagues into the problem solving activities. 

The section 4.2.3 will discuss in detail the issues involving the training program, 
facility and procedure. 

(2) Promotion and Control 
The actual promotional activities started in Nov. 2003 with the establishment of 

a series of training programs.  That is, the Office has set TQM activities in 
approximately 80% of all site offices in BPDB for one year.  Consider the 
organization scale for the promotion (6 Office staff + Task Team ember); this 
performance can be evaluated in a positive way.  Meanwhile, it is also true that 
the installation of the TQM (new working system) requires much time and energy 
to withdraw a positive attitude from the site and that the installation process shall 
be slowed in bureaucratic system.  These facts also indicate that the Office and 
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other TQM promotional people have made substantial efforts under a 
given/constrained environment.  Above all, they have spent a considerable amount 
of energy in order to persuade and involve stakeholders as strong as labor unions. 

 
The Office holds the Task Team meeting and ACE meetings every month and 

tries to grasp the site situation.  Collected information is compiled into a monthly 
report and submitted to JICA.  This monitoring and reporting system has been in 
effect since Jan. 2004, and reporting contents and format have been revised 
continuously based on the consultation with JICA staff. 

Although the Office has tried to establish the monitoring-evaluation-feedback 
system through a series of meetings, the system has yet worked.  ACE meeting 
particularly, does not function as expected—information sharing and discussion on 
administrative issues on TQM, but stays at the level of training place regarding 
TQM tools. 

At the ACE meeting, both a lack of preparation and sense of responsibility can be 
observed among participants.  Here, the expert advised that ACEs by themselves 
should initiate their own problem solving and report them in the meeting, which 
becomes an opportunity for information sharing. 

The Task Team meeting should be a place to share more practical/problem- 
oriented issues encountered in field offices.  In this regard, the current meeting 
with the full members should be reorganized based on the similarity of the offices.  
Though they may not make a substantial effect, these fine tunings in the system 
are reflected in the action plan. 

(3) Event Planning and Implementation 
The Office held the 1st internal QC convention on Sep. 25th and 26th, 2004.  

Before the convention, the Office also held the circle case study event as the pilot 
project and subsequently applied that experience to the procedure and content of 
the convention. 

 The process of the convention and the internal/external promotion activities 
through this event involve various ideas and efforts of the Office and Task Team 
members.  On the other hand, the activities found in the convention show a wide 
quality deviation.  While some show an appropriate analysis and solution to the 
important daily management issues, some only claim and request the procurement 
of perks.  
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This fact necessitates the analysis of the effectiveness of the promotion program 
based on the quality of activities.  These real cases should be utilized to improve 
the promotion.  

(4) Policy Control on Overall Management, Management Auditing 
The necessity of policy management in BPDB has become a common 

understanding in the promotion organization.  However, the activity for this 
initiative has not yet arisen. Concretely, although the Annual Report may suggest 
the mission and vision of BPDB, they are not developed into a concrete business 
plan or code of conduct. 

The TQM promotion staff considers that the top management should take overall 
initiative to this issue and is not positively involved in it.  

However, this initiative should be based on the thorough understanding of the 
situation of site offices.  Here, the TQM monitoring and information sharing 
activities may be the important step to develop into the method of management 
quality assessment and into the solution programs.  Moreover, organization-wide 
strategy and policy should be established as the reference standard for the 
assessment. 

However, it is also a valid argument that current TQM promotion structure is 
difficult to fulfill the wide-range and high-level functions of management auditing 
and corporate planning.  The top management should take the initiative to 
organize these functions in BPDB. 

4.2.2 Encourage Management’s Commitment 

The TQM promotion in BPDB is equivalent with the changing process of its 
management philosophy.  In the changing process, top management commitment 
and practice play a vital role. 

(1) Champion and his Initiative 
Member Administration is identified as the champion and has played a vital role 

to achieve various performances listed in above section.  Indeed, thanks to the 
substantial support by the Member Admin, the Office has acquired a certain level of 
discretion to attain various promotion programs.  He also contributed to encourage 
understanding of other management.  

Thanks to the commitment of the champion, TQM program has taken an 
important position in BPDB’s management.  On the other hand, it is also true that 
site offices, such as power plants and distribution offices, rather prioritize the 
authority of their belonging function (i.e., Member Generation or Member 
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Distribution) over that of Member Administration.  That is, if the top of the sites 
shares the common standpoint with him, the TQM will be promoted boldly, but 
otherwise, the activity will be just in name. 

Based on the observation of promotion system and site activities, the expert 
encouraged further commitment of the champion and the Chairman (refer to 
appendix1-1).  Particularly, discussion focuses on the fact that TQM promotion in 
sites is heavily dependent on the capability and motivation of particular personnel.  
The restructuring of top management as a method to effectively influence and 
interact with site offices is crucial—some methods for this initiative are introduced. 

As an important issue regarding the champion and other key top management, it 
should be addressed that due to the structural problem surrounding BPDB—the 
personnel authority for Chairman/Members belongs to the ministry—may hinder the 
stability of top management, a fact that may reduce the credibility of the top 
management policy in BPDB.  In the long term, it is expected that the progress of the 
power sector will reduce the political intervention.  In short term however, initiative is 
required to withdraw commitment for TQM from the ministry and to secure the 
personnel stability. 

(2)  Encourage commitment of other executives 
Although the level of commitment from other executives has been increasing 

thorough the champion’s instruction and training, the practical level in pushing the 
new philosophy is dependent on personal capability and motivation. 

Through the discussion with various executives and the Office member, this issue 
may come from the lack of sense of crisis among executives toward the management 
environment surrounding BPDB.  That is, the lack of sense of crisis may allow 
management to stay in the mindset of “why do we have to now reinvent the 
management through TQM practice?” 

The first step is that all top management shares the strong sense of crisis.  The 
expert tried to ferment the understanding that under the changing business 
environment surrounding BPDB, reinvention of management is the only way to 
recover the current critical phase and survive in the future deregulated market. 

In this sense, the promotion of TQM is, at present at least, one of the most 
effective ways to realize the management reinvention in the current BPDB.  For 
this purpose, the practice of TQM by top management is really important, and 
concretely, development of management control system to manage/ evaluate the 
operational process of each field office is important.  Restructuring of the 
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budgeting process may be helpful to increase the communication level between 
management and field offices. 

Preparation of an incentive scheme is also effective, where TQM practice and 
performance records are interacted with the promotion and evaluation criteria for 
management. 

4.2.3 Establish Systematic Training System for Employees 

(1) Improvement of the existing programs 
Existing training programs have been established based on the program in Japan.  

The Office staff coordinated with other trainees of Japan to build new programs, 
considering the unique needs in BPDB (appendix 1-2).  They had to spend some 
time to get internal approval and to collect and create textbooks (e.g., translation to 
Bengali), resulting in the delay of the launch of the program. 

Although the program arranges practical elements such as QC practice and case 
studies, weak evaluation of training effect and shortage of follow-up may hinder the 
‘actual’ practice of TQM in field offices. 

Based on the discussion with the Office on this issue, the following amendment to 
the existing programs will be made: 

 Prepare and implement questionnaire survey: to understand the effect of 
training, progress of management reinvention and future training needs 
(appendix 1-3) 

 In the short run, the following amendment is made: 
 In the mid-point of the training, each trainee must bring their field 

problem and discuss on it 
 In the end of the training, each trainee must present problem solving 

plan using QC method. 
 The following follow-up system shall be installed: 

 QC activity workshop shall be held two-to-three months after the end of 
the training program.  During this period, trainees must submit 
progress reports (twice a month) to the Office, and if necessary, Task 
Team members will make additional instruction. 

 Completion certificate will be issued at this workshop based on each 
trainee’s comprehension level.  Using the scoring standard of QC 
Convention, trainees above 50 points will be certified as completed. 

The above amendment is reflected to the action plan and will be in place from Jan 
2005 training. 
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(2) Establish new program targeting top management 
In order to enhance the basic management capability of top management and 

candidates of it the Office shall establish new training program.  In the initial 
stage, the program will be in Japan and Bangladesh and encourage all top 
management to positively engage in TQM activities.  In the mid-long run, the 
training implementation organization should be identified and nurtured, and 
program be extended in mid-lower management level. 

a) Training System Overview (Draft) 
Output to be sought 

 One step forward from the current training to learn the ‘concept’ of 
TQM (through awareness seminar and QC tool training), this 
training will provide managers with the ‘experience’ for them to 
practice TQM in each of their business operations.  Through the 
practice of TQM, trainees will acquire the leadership capability to 
‘actualize and develop’ the managerial reinvention in their 
organization. 

 Executives by themselves will learn the practical method to organize 
‘PDCA’ cycle, which is composed of the following steps: 
1. Situational Analysis and problem identification, based on 

data-based fact 
2. Examination and execution of implementation countermeasures 

to resolve the route and critical causes. 
3. Analysis and monitoring of the implementation process and 

evaluation of results and effects  
4. Feedback and countermeasure formation based on analysis/ 

evaluation 
Accordingly, actualize and constitutionalize the management quality 
improvement.  

 External experts (incl. JICA and domestic) will advise and evaluate 
the comprehension of the QC methods and the process by which to 
apply it to the actual business operation.  Hence, executives shall 
improve their practical capability in actual management and in their 
education of subordinates. 
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 Through mutual evaluation, analysis and discussion on activities in 
other divisions and/or other offices in the same division, promote 
mutual encouragement, information sharing and standardization. 

b) Trainees 

Top Management: Member, Chief Engineer, promising Superintendent 
Engineer 

c) Procedure 
The program is divided into three sessions.  Trainees must practice problem 

solving on real management, using periods between sessions. 
1st Session (apx. 7days, Bangladesh): 

 Understand management environment and current situation: necessary 
knowledge/tool to analyze financial situation 

 QC tools: method to identify important strategic issues and to seek the 
real/route causes 

 Problem identification: practice to identify actual/substantial problems 
in BPDB (presentation and discussion) 

2nd Session (2-3 months later, apx.7days, in Japan): 
 Discussion on identified strategic issues: situational analysis (advanced 

level) 
 Theory and practice on management control and policy management 
 Theory and practice on strategic management and change management 
 QC tools: Research and analysis for problem solving, standardization 

and monitoring-evaluation method 
 Action Plan: Problem solving plan to identified strategic issues 

(presentation and discussion) 
 
3rd Session (2-3 month later, 2-3days, Bangladesh): with dispatched experts 

from Japan 
 Presentation on problem solving activities—discussion and evaluation 
 Discussion on overall management reinvention in BPDB 
 Discussion on future direction of the program 

d) Evaluation and Control Method 
The Chairman is assigned overall responsibility to promote the program.  He 

is in charge of instruction and supervision of problem solving activities of 
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participants, and with the assistance of instructors/ experts, evaluates the 
process and results of the program. 

Based on the milestone of the program, Chairman shall hold the steering 
committee (jointly established by BPDB and external experts) and evaluate the 
overall situation of management and mental reinvention in BPDB.  Based on 
evaluation, he is in charge of setting the direction of the way forward. 

(3) Other issues regarding the training system 

(a) Rehabilitation of Training Facilities 
Compared with the conventional lesson-style training, TQM training style 

should be group work and practice oriented.  Presentation skills are also an 
important area.  Furthermore, facilities in field offices (e.g., white board) should 
be established on a small scale. 

(b) Restructuring existing training programs (incl. non TQM programs) 
In 2004, BPDB has more than 100 regular training programs (TEPCO: apx. 50).  

The necessity of established courses has not been examined in the changing 
environment. Furthermore, there is no evaluation or analysis of the effectiveness 
of each program. 

Expansion of training facility under this situation is not worthy choice, and the 
first step should be to restructure existing programs to meet the current 
managerial issues and needs.  BPDB should establish guidelines for program 
establishment, revision, and abolition. For example, guidelines should be 
established to judge program expansion or simplification when advancing the QC 
program to TQC and Policy Management.   

Guidelines should cover:  
• Background (or external environment) condition to start the program 
• Decision making criteria to judge the training needs/ satisfaction and start/ 

revision of the program 
• Decision making criteria to downscale or discontinue the program  

4.2.4  Internal Promotion and Public Relation System 

In this chapter, we will understand ‘internal promotion’ not only as an employee 
enlightenment activity (i.e., part of the training programs) but also as a package of 
methods to promote management reinvention through TQM.  That is, internal 
promotion is a package of systems and activities inward, which complement the 
training programs. 
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Public relations activities may include reporting to outside stakeholders, 
information exchange and public announcement and appeals.  Among these 
activities, this section focuses on the reporting system to development partners 
including JICA and JBIC. 

(1) Internal Promotion System 
The following points may be a good starting point to improve current internal 

promotion activities, aiming at giving employees appropriate motivation toward 
TQM: 

• To give appropriate incentive to encourage employees to use established 
systems 

(a) Current Situation 
Information sharing on good cases, currently made through training, convention 

and site visits, is working as a good incentive-creating method.  Cases 
experiencing substantial benefits indeed stimulate other offices to adopt TQM.  
On the other hand, information-sharing tools/foundation has not yet been 
established, which is expected to work to practically support the field offices. 

Existing incentive schemes (e.g., reward in QC convention, chairman’s award 
etc.) do not function well because the number of rewarded person/circles is too 
small compared to the whole organization to stimulate employees. 

(b) Advice 

a) Establish the information sharing system/ database 
Current information sharing system should be restructured into a more 

practical database to support the actual activities of field offices.  The Question 
and Answer booklet for problem solving activities may become useful 
information package.  Here, field sites can share possible solutions for practical 
problems that they encounter in the process of problem identification, analysis, 
and solving implementation.   

In the future, every problem solving record/report shall be integrated into the 
database where reports are categorized by activity and/or technical bases, and 
can be referenced by others. 

b) Reconsider the Reward System 
The current commendation and reward system should be examined for its 

effectiveness based on the following criteria. 
Rewards should be: 
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 Decided in a fair and transparent process 
 Equally attainable and accessible to all 
 Valuable to the recipient 
 Large enough to have impact 
 Awarded for widely understood reasons 
 Timely 
 Memorable so that learning occurs 
 Reversible 
 Cost efficient 

(2) Public Relation 
TQM activities in BPDB are summarized into a monthly progress report and 

reported to JICA.  
Current report contents generally cover all promotional activities and are 

expected to improve based on the advice by JICA local staff.  In addition to a 
monthly report, it is recommended that the Office issue an annual review report, 
which may cover, but is not limited to, the following: 

 Trend of performance (i.e., TQM results, promotional activities) and 
evaluation of it. 

 Qualitative evaluation of activities: achievement of initial target, future 
direction 

 Information sharing and promotion policy for good examples 
 

Although the Office regularly reports its activities, it is also true that JICA and 
other agencies may feel skeptical and unsecured toward the effectiveness of TQM 
activities.  One of the main reasons for these feelings is that they cannot find 
substantial and numerically proven evidence that shows the results of the TQM 
program.  On the other hand, improvement activities in daily management under 
QC cannot be expected to realize drastic benefit in a short-term. 

Under this dilemma, BPDB should 1) seek the concrete and tangible target by 
integrating TQM into high-level management, and 2) in reporting, improve the 
credibility of the monitoring and evaluation. 

When focusing on the issue of report credibility, the challenge of BPDB is that 
under the current promotion system, there is no system to secure the objectivity of 
the evaluation.  Alternative solutions to address this issue include establishing a 
management audit system, utilizing the third-party experts’ feedback and other 
system establishments.  Considering these options and their feasibility under the 



Chapter5   Others 

 4- 12

deregulating business environment, BPDB should establish effective and 
sustainable system (long-term solution). 

In the short-run, under the advice of JICA experts, BPDB should establish and 
build capacity of management auditing. 

4.2.5 Action Planning to Expand TQM and QC Circle Activities  

(1) Promotion Situation 

(a) Evaluation 
Since the training system establishment in November 2003, QC circle promotion 

cycle (Site selection—Circle establish—Training—Start activity and monitoring) 
started working, and the activity in number has been rapidly increasing. 

Furthermore, thanks to the enthusiastic enlightenment activities by Member 
Admin and other promotional members, “TQM” has become a slogan when talking 
about management.  This fact may suggest that barrier and resistance against 
the promotion of TQM/ QC has been substantially degraded; the ground for 
further promotion has already been established. 

On the other hand, on the micro level, a huge gap in activity quality between 
field offices was observed.  Two visiting distribution circles (Mymensingh and 
Tangail) show significant difference in mental reinvention, resulting in the 
performance difference in daily operation and maintenance (See appendix 1-4 for 
detail observation). 

(b) Analysis and Advice 
Based on the observation and interviews, the experts found that the quality of 

TQM activities on site is heavily dependent on the individual capability and 
nature of top to middle management in sites, who can heavily influence the 
operational decision making. 

When trying realizing managerial reinvention through TQM, it is critical that 
the top to middle manager, as the main agent of change, be well qualified.  
However, relying on only the quality of people means lack of corporate level 
management.  Top management must bear responsibility to establish a series of 
strategies to suggest clear direction and motivation and thus to support the 
field-level reinvention. 

In the mid-long term therefore, management capability of top management and 
its supporting organization should be enhanced through training and 
organizational restructuring process, and accordingly solidify the management 
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control system.  In the short-run, the experts would recommend that BPDB 
establish a financial resource pool, named “management quality improvement 
fund”, based on the consultation with the ministry.  Using this source, the field 
office, after the audit of its achievement of managerial improvement, can quickly 
finance for problem-solving activity if it is judged as rational.  Auditing of 
management quality may be implemented by the former proposed organization 
(which will be advised by JICA Experts).  Detail of recommendations (short to 
long term) will be discussed hereafter. 

(2) Revision of Promotion System (Recommendation) 
The following recommendations were proposed at the wrap-up seminar. 

(a) Prepare management quality improvement fund ―  Short-term and 
transitional measure 
Under the current limited financial situation and under-functional budgeting 

and settlement system, field offices have very limited financial authority and thus 
frequently cannot finance for improvement activities.  In the long run, the 
progress of power sector reform is expected to restore a structural problem 
surrounding these issues (problem as a part of governmental body).  At the same 
time, the enhancement of top management capability may realize policy 
management, whereby budgeting and management control will solidify.  In the 
short run however, BPDB may prepare a financial source to meet the site needs. 

 
 
 
 
 
 
 
 
 
 

Figure 4-2-1 Management Improvement Promotion Fund 
 
Figure 4-2-1 outlines the system of the management improvement promotion 

fund.  The following four activities are the major components:  
 BPDB shall persuade the ministry and finance the necessary fund.  The 

usage of the fund will be annually reported on an ex post basis, but BPDB 
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must secure the accountability in a transparent decision-making process. 
 BPDB shall establish an organizational system to monitor and audit the 

quality of management at sites.  In the short term, the Office may be 
expanded and be in charge of these tasks.  The Office executes task under 
the advice of JICA Experts, and must regularly report Experts their 
activities—the name of the organization may be management auditing 
team.  

 The management auditing team shall set some standards to judge the 
management quality improvement level well in advance of auditing and 
inform them (but not all—to prevent manipulation) to the sites thus 
encouraging them to set and achieve targets.  Based on the request from 
sites, the team (with JICA Experts if necessary) will assess the 
achievement of management improvement and feasibility of required 
investment (for example, up to Tk 5million per site) for problem solving 
activity. 

 When judging the fund as feasible and rational, the team shall advise the 
board to encourage finance for the site. 

 
This mechanism may bring the following derivative effects: 

 By categorizing the fund into expected activities or objectives, BPDB can 
show the direction and signal which the sites should seek. 

 By installing the mechanism where sites compete for a certain amount of 
funding (scarce resource), this method may induce competition in 
improving management quality. 

 Based on the assessment by the Experts, needs from sites shall be speedily 
reflected to the Board’s decision, a fact that suggests the delegation of 
authority in a practical sense. 

(b) Restructuring the Budgeting System and Management Control Systems ― 
mid- long term measure 

a) Planning and Budgeting Process Reengineering 
By reengineering the planning & budgeting process, BPDB should improve 

the communication level between head management and field offices.  
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Figure 4-2-2  Business Planning and Budgeting Process 
 
Figure 4-2-2 shows the current and desired processes of business planning 

and budgeting.  Current short-term focused budgeting process should be 
restructured into the integrated planning program, where the long-term (3-5 
yrs.) strategic planning develops into concrete action programming (2-3 yrs.) 
and annual specific budgeting.  This process of increasing commitment to 
specific activities will increase the communication level with field offices. 

Through this process reengineering, BPDB should seek the following output: 
 Increase the accuracy and consistency of planning and budgeting, and 

hence, reduce the financial and technical risk. 
 Create consensus between head management and field offices in the 

process of planning and budgeting, and hence, increase the commitment 
to the plan. 

 Get approval and consensus of the ministry in the early planning process, 
and hence, reduce the political intervention level in the latter budgeting 
process. 

During the process of reengineering, the Financial Division of BPDB should 
alter its role from just assigning the national budget in BPDB to executing the 
usual corporate finance operations.  In the aspect of budgeting, Financial 
Division should be involved in decision-making, not from the view of allocating 
available budget, but from the view of the BPDB-wide strategic direction.  In 
the aspect of financing, it should seek a diverse financing route, appealing the 
government to mitigate the current limited financing scheme.  
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b) Restructuring the Management Control Systems 
Current management control of field office operation is based on ‘result 

control’.  But, this control system is fully applied to only a part of offices that 
are under SBU management practice.  

The SBU management scheme started more than three years ago, a fact that 
suggests that the time has come that the effect of this system should be 
examined.  BPDB should early review the current SBU and its effects, and 
after necessary adjustments, should apply the system to all offices.  In the 
result control system under SBU, BPDB should fully utilize the planning and 
budgeting process, discussed above, and improve the quality of targets (i.e., 
should be worth challenging as well as feasible). 

 
Meanwhile, the philosophy of TQM—the reinvention of the management 

process through continuous improvement activities—suggests that management 
control should not only be based on the results but also integrated with the 
quality of process and activities that lead the results.  BPDB should make the 
following activities/examinations to integrate the process quality into current 
management control systems: 

 The top management shall visit, observe and discuss with field offices 
and comprehend by themselves the real picture and real process of 
field level operation/management. 

 The top management shall define the desired management process in 
field offices (See appendix 1-5). 

 BPDB shall establish the system and organization to objectively 
evaluate the process quality (i.e., establish management auditing 
team, define its roles and allocate necessary authority and resources) 

 BPDB shall make appropriate linkage between the achievement in 
process/management quality and the reward system. 

(3) Revision of the Action Plan 
As results of a series of analyses here above, the current action plan should be 

revised as follows. 

(a) Incremental changes of the current system—already revised; in charge of the 
Office  

 Revise the existing training（4.2.1(1), 4.2.3(1)） 
 Plan to establish the new training program targeting the top management

（4.2.3(2)） 
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 Revise the ACE Meeting（4.2.1(2)） 
 Revise the operational rule of Task Team meetings（4.2.1(2)） 
 Issue the Question and Answer handbook for problem solving activities

（4.2.4(1)） 
 Issue the Annual Promotion Activity Report（4.2.4(2)） 

(b) Changes of the current system, requiring the coordination with several 
organizations —not yet revised; in charge of appropriate organization(s) after 
coordination  

 Draft the guidelines to establish/revise/abolish training programs（4.2.3(2)） 
 Restructure the overall training programs（4.2.3(2)） 
 Promote SBU/ Corporatization in BPDB（4.2.5(2)） 

(c) Change in management systems—not yet revised; in charge of the top 
management 

 Reinvent the performance evaluation and promotion system for 
management（4.2.2(2)） 

 Restructure the reward system（4.2.4(1)） 
 Establish the management auditing system/ organization（4.2.4(2)） 
 Establish management quality/process evaluation method, considering the 

usage of the third party experts （4.2.5(2)） 
 Establish the rule and scheme of the management quality improvement 

fund（4.2.5(2)） 
 Reengineer the business planning and budgeting system; restructure the 

finance division to meet the role in the corporate finance（4.2.5(2)） 
 Start discussion with the ministry for diverse financing（4.2.5(2)） 

 

4.3 Technology Transfer for O&M activities in Distribution Sector 
In this activity, the expert visited Mymensingh and Tangail Distribution Circle 

first to see the actual O&M activity in the field.  After that, the expert had discussion 
with counterparts about three topics, such as O&M standard, the reduction of outage 
by accidents and the system loss reduction, and gave them advices and 
recommendations. 

4.3.1 Organization of Distribution Division in BPDB and its Business 

Distribution in Bangladesh is carried out by five organizations, BPDB, WZPDCL, 
DESA, DESCO and REB. 
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The organization chart of Distribution sector in BPDB is shown below.  The 
distribution area of BPDB is divided into 6 zones and each zone is also divided into a 
number of areas.  Each zone and area has its zonal office and area office 
(Distribution Circle).  Electric Supply Unit (ESU) under the area office is in charge 
of affairs of O&M and customer relations.  Under the ongoing power sector reform 
program, it is planning to corporatize all zonal offices by June 20061.  

The performance of each office is reported monthly by MOD that has performance 
indexes such as the system loss, C/I and the accounts receivable etc. 

The SBU system has been implemented in the distribution sector since 2001.  
Distribution Circles under the SBU set the annual achievement target for some 
performance indexes and make PTA contract with BPDB. 

Though there has been no delegation of power with implementing SBU, the 
incentive scheme that has been linked with the performance has been newly 
installed in the management of BPDB’s distribution sector. 

 

Figure 4-3-1 Organization of Distribution Sector in BPDB 

                                                  
1 3-Year Road Map for Power Sector Reform : Power Division, MPE&MR, May 2003 
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4.3.2 Formulation of O&M Standard and Action Plan for its Dissemination & Implementation 

(1) Present Condition and Issues 
(a) Organization Chart of Mymensingh Circle 

The organization Chart of Mymensingh Circle is shown as follows.  There are 
22 ESUs under the area office and they are responsible for all kinds of distribution 
services. 

 
Figure 4-3-2  Organization Chart of Mymensingh Circle 
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As described above, the experts visited Mymensingh and Tangail Circle to see 
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 Management’s commitment to TQM activity 
Dissemination activities of TQM by Mr. Harim, who was a participant of 

Country Focused Training in Japan and XEN of Mymensingh North ESU, 
influenced his subordinates and other middle management employees.  As 
a result, TQM activity in Mymensingh Circle became organized activity 
with the commitment of managers. 

 Synergy of SBU and TQM 
After the implementation of SBU, TQM activity became more active as a 

tool for target achievement activity. 

(c) Manual for O&M Activity 
BPDB has the O&M manual based on the concept of the preventive 

maintenance2 but almost all the people with whom the expert discussed suggested 
that actual O&M activity in the field doesn’t follow this manual.  Their 
suggestion was confirmed by the fact that even the improved O&M activities in 
Mymensingh Circle are described in the existing manual. 

It is clear that there is a lack of management and problems in the operation 
system of the field activity and they should be improved first for appropriate O&M 
activity. 

(2) Advices and Recommendations 
The understanding of the expert is that for the improvement of the present O&M 

activity it is more important to make the activity follow the O&M manual than it is 
to make a new O&M standard.  With this understanding, the expert made advices 
and recommendations to promote the implementation of O&M activity that follows 
the manual. 

(a) Discussion and Cause Analysis with Counterpart 
One of the root causes of the neglect of the manual in field activity is that staff 

and workers in the field feel no need to follow the manual and there is no 
motivation to follow it.  The experts made discussion and cause analysis for this 
situation with counterpart and its results are listed below. 

 Insufficient monitoring system 
 Lack of regard for the preventive maintenance in managements 
 Insufficient manual management (No responsibility, No follow-up) 
 Lack of manual publicity in the field office (non-delivery, unread, etc.) 

                                                  
2 “Manual for Operation & Maintenance of Distribution System Vol1,2” 
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The expert made advice and recommendations based on this discussion as 
follows.  

1) Monitoring and Management of O&M activity 
Because monitoring and management of the activity is essential to make 

preventive O&M activity sustainable, the expert suggested that it is the first 
step of BPDB to follow the monitoring procedure thoroughly that is shown in the 
existing manual.  In this suggestion, the expert emphasized that middle 
management should review its responsibility and make efforts to develop its 
leadership and management capacity because monitoring is one of its duties. 

2) Support for motivated people from middle management 
The successful Mymensingh case shows us that the commitment of C.E., S.E. 

and other middle management motivates the lower level management in the 
field and the activities of motivated people have synergistic effects on each other 
and will be developed into organized and sustainable preventive O&M activity.  
On the other hand, it is a fact that there is a participant of Country Focused 
Training who is motivated but can’t take actual action because of lack of support 
from his boss. 

Though employees in middle management in the field have important roles to 
motivate other employees and make the improved activity organized and 
sustainable, it seems that they feel most reluctant to change their mind-set in 
BPDB.  The expert suggested that BPDB should take measures to change their 
mind-set such as training and monitoring their performance. 

3) Awareness of Manual 
As mentioned above, insufficient management and lack of publicity of the 

manual in the field are also pointed out as reasons for the neglect of the manual 
in the field activity. 

The expert recommended that BPDB should make effective use of the training 
and OJT for the awareness of manual and its concept.  As a first step, it is also 
recommended that the program for the introduction of manual and its concept of 
preventive O&M should be added to the existing training program. 

The expert also suggested that the management improvement program 
should be implemented in BPDB because awareness of appropriate 
management should be shared and appropriate monitoring system should be 
developed in BPDB to improve the insufficient management. 
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(b) Synergy of SBU and TQM 
There is the synergy of SBU and TQM to improve the O&M activity because 

Distribution Circles under SBU have strong incentives to apply TQM as the tool 
for their target achievement and, as a result, active TQM activity improves the 
O&M activity. 

The expert advised SBU Core Monitoring Team and TQM Promotion Office, 
which are responsible for SBU and TQM respectively, that they should collaborate 
to get maximum benefit from their activities. 

(c) Action Plan for Dissemination & Implementation of O&M Standard 
The Action Plan should focus on how to implement O&M activity that follows 

the manual.  Because the successful Mymensingh case shows that TQM activity 
is very effective for the implementation of such activity, the action plan for TQM 
dissemination by TQM Promotion Office was applied to the action plan for 
dissemination and implementation of O&M standard. 

4.3.3 Reduction of Frequent Outage by Accidents and Amendment of O&M manuals 

(1) Methodology 
The reliability of the power supply is evaluated generally by SAIDI (System 

Average Interruption Duration Index) and SAIFI (System Average Interruption 
Frequency Index).  For the reduction of the frequency of interruption, it is 
important to take the preventive O&M activity and effective countermeasures with 
the feedback of the fault data analysis.  For the reduction of the duration of 
interruption, it is important to establish the appropriate emergency system for the 
prompt detection and isolation of fault point and prompt recovery of supply. 

From these points of view, the expert surveyed the present condition, especially 
the following items, and made advices and recommendations. 
• Management of reliability by data 
• Fault data collection 
• Preventive O&M activity and Feedback of data analysis to the O&M activity 
• Emergency system in the field office 
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(2) Present Condition & Issues 

(a) Reliability Index 
MOD has no reliability index.  On the other hand, in PTA, there are two 

reliability indexes as performance index3 but they aren’t in use because it is 
preparation period for the data collection.   

 
Table 4-3-1  Reliability Index in SBU 

Index Description of Formula 
The total hour of Interruption per month (Hour of Interruption for 12 months)/12 
Total mWh of Interrution per month (Total MWH Lost for interruption for 12 

months) / 12 
 
In Mymensingh Circle, SAIDI and SAIFI of each 11kV feeder are calculated as 

part of QC circle activity. 
From these facts, it seems that reliability has been less important for BPDB but 

with the implementation of TQM and the management improvement activity the 
importance of BPDB becomes recognizable. 

(b) Data Collection 
Actual operation data is collected at a distribution substation.  Main collected 

data are as below. 
• Operation data of every hour (Input/output Energy, Voltage etc.) 
• Fault data (Time, Opened CB etc.) 
• Maintenance data 
These data are recorded in the notebook (Photo 4-3-1) and reported to ESU 

monthly. 

Photo 4-3-1  Collection of Operational Data 
 

                                                  
3 Implementation of Performance Target Achievement in PDB 
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Though the necessary data are collected, the present data collection system used 
for result reporting should be improved for effective data management and 
analysis. 

(c) Preventive O&M based on Data Analysis 
As mentioned above, BPDB has the O&M manual based on the concept of the 

preventive maintenance but actual O&M activity in the field doesn’t follow this 
manual. 

In Mymensingh Circle, scheduled and preventive O&M activity such as tree 
trimming and checking the load of transformer have been implemented and 
collected data are visualized using graphical tools but even the activity in 
Mymensingn has not reached the sufficient data analysis activity. 

(d) Emergency System 
In case of interruption or accidents, the substation operator or customer 

provides ESU with the necessary fault information and the maintenance team, 
which works in three shifts, is dispatched to fault point. 

(3) Advices and Recommendations 
The expert recognized that it was the primary reason of low reliability of BPDB 

that the improvement of system reliability was of low priority and there were no 
actions taken for it, such as preventive maintenance.  The expert made advices 
and recommendations for awareness of system reliability and the data based 
activity that would be necessary for the prevention of accidents. 

(a) Setting the Reliability Index 
To foster the consciousness of the improvement of the reliability, the expert 

recommended that BPDB should introduce the reliability index as a performance 
index to all Distribution Circles. 

The expert also recommended that these indexes should be set with 
consideration of the present condition of Bangladesh power sector that faces 
frequent planned power outage.  For example, the index from the result of the 
outage by accidents in distribution equipment can be used for the internal 
performance evaluation of the distribution sector and the index from the result of 
the outage by all causes can be used for the evaluation of the quality of BPDB’s 
service. 
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(b) Preventive O&M activity based on data analysis 
Though the preventive O&M activity is important to reduce outages caused by 

accidents, it has not been implemented in the field of BPDB while they have the 
O&M manual for the preventive O&M.  As reported in the previous clause, the 
expert made advices for the implementation of O&M activity. 

Additionally, these preventive O&M activities should be developed into activity 
that is based on data analysis because it would be most effective to prevent a 
similar accident by the detailed analysis of causes, fault points and fault 
equipment of previous accidents.  Data should be transformed into useful 
information for judgment for the next action.  Because BPDB has almost no 
experience in data based activity, the expert explained its outline and benefit with 
simple examples. 

As the first step of the implementation of data based activity, it should be tried 
out in the offices that implemented preventive O&M activity with TQM and the 
importance of data management and analysis should be explained simply in the 
training program of TQM. 

As a secondary effect of data based activity, accountability of the performance in 
BPDB is expected to improve. 

(c) Preparation for Data Based Activity 
As the immediate action for the improvement of the data collecting system, the 

expert recommended the review of items, formats and procedure in the present 
data collection system with consideration of required data and analysis for the 
reliability improvement. 

For example, if the typical fault causes are classified for the accident report, it 
would be useful for not only the efficiency of reporting but also the cause analysis. 
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(d) Data Management System 
To make the data based activity effective and sustainable, a computerized data 

management system will be necessary in the future.  This system should 
integrate the information shown in Fig 4-3-3 and be helpful not only for O&M 
activity in the field but also management decision making. 

 

 
Figure 4-3-3 Data Management System 

(e) Others 
For distribution network configuration, circuit length is very long and there are 

not many section switches or interconnection switches.  In case of the outage, the 
affected area enlarges because it is impossible to sectionalize.  In addition, the 
restoration duration of the outage is lengthening.  The expert recommended 
reviewing the present design standard for the distribution network from the 
aspect of the reliability improvement and cost effectiveness. 

(4) Manual for Reliability Improvement 
It is the first manual to implement the O&M activity, following the existing 

manual.  In the future, Distribution Circles should develop their activities 
according to local conditions and compile them in local manual. 

4.3.4 Distribution System Loss Reduction 

(1) Methodology 
There are various causes of distribution system loss.  For example, overload and 

unbalanced load causes technical loss and defective meters, illegal activity such as 
electricity theft and meter tampering and human factors such as miss reading and 
billing causes non-technical loss.  Because the countermeasures for the reduction 
of the system loss vary by causes, the first step is to measure the actual loss and 
analyze the causes for the loss reduction. 

From these points of view, the expert surveyed the loss analysis in BPDB and the 
activities for the loss reduction first and made advices and recommendations. 

Data Management
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Operation Data
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(2) Present Condition of Distribution System Loss 
The 5-years trend of the distribution system loss of each distribution circle is 

shown in graph 4-3-1.  Though the system loss of BPDB, which average is 22% 
(FY ’03-’04), has remained at a high level, it has decreased at about 6% annually in 
these 5 years. 

The distribution system loss in BPDB usually means the deduction of the billed 
energy except the supply for REB from the input energy to 33kV bus line. 

Graph 4-3-1  Distribution System Loss in BPDB 

(3) Cause Analysis and Activity for Loss Reduction 

(a) Discussion with Counterpart 
The expert had a discussion with counterparts about the non-technical loss in 

BPDB because it is important to understand the social and cultural background.  
Counterparts recognized that there were two main causes of the non-technical loss, 
the first is illegal activities that are caused by low moral of some customers and 
employees of BPDB and another is the improper operation of meter reading and 
billing such as the estimate meter reading.  Improper monitoring was also 
pointed out as one of the causes of non-technical loss.  The result of this 
discussion is attached as appendix 1-6. 

The system planning is the responsibility of the system planning division in the 
head office and Distribution Circles and ESUs have no responsibility for the 
system planning.  In the system planning, the constant increase rate is applied to 
the demand forecast and about 10% loss is allowed in the distribution system 
planning.  There’s fear that such uniform planning might bring a system that 
would not match the future demand and have high technical loss by the overload 
or voltage drop. 
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Additionally, any phenomena that are not the responsibility of the distribution 
sector, such as the voltage drop in the bulk transmission system, cause a technical 
loss of distribution. 

(b) Activities in BPDB for Loss Reduction 
BPDB takes some action for the loss reduction in the distribution system.  The 

expert visited ESU and the project offices to see the field level activity and BPDB’s 
projects. 

a) QC Circle Activities 
For the technical loss reduction, the balancing load of the transformer is 

carried out as the QC Circle activity in Mymensingh.  Members of the QC 
Circle check the load condition of transformers on site at the peak load time 
(around 19hrs) voluntarily and balance any unbalanced load they find.  With 
the implementation of the preventive maintenance, the checking of loose 
connection is also carried out in the patrol. 

Though these activities can’t reduce the loss drastically, such a small but 
sustainable activity in the field level is important for not only the loss reduction 
but also the maintaining of improved condition. 

b) Preventive Measure for Illegal Action 
Because most of the illegal actions occur around the meter, BPDB takes 

preventive measures around the meter such as outside metering, using meter 
box, box sealing and the earth of meter box. 

Though the deterioration of meter accuracy is one of the causes of 
non-technical loss, periodical accuracy checking or replacement of meter is not 
executed in BPDB after meter installation. 

Photo 4-3-2 Meter Installing 
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c) Project 
Computer Billing and Prepaid Metering Project is only implemented in some 

model areas in BPDB.  It is true that these systems are effective for the 
reduction of non-technical loss but the huge investment is required to expand 
them all around BPDB.  BPDB should evaluate the feasibility and cost 
effectiveness of these projects carefully before the expansion of the projects. 

(4) Advices & Recommendations 

(a) Proper Monitoring 
It is very important to prepare the appropriate operation and monitoring flow 

chart of the meter reading and billing because there are many chances for 
corruption in these works. 

Though BPDB has a manual that includes the procedure of the meter reading 
and billing4, it is the fact that the monitoring does not follow the manual 
thoroughly and it allows corruption and cheating as counterparts pointed out. 

The expert attached too much importance on the changing mindset and capacity 
building of the middle managers as 4.3.2 (2) because they have responsibilities of 
monitoring of the field works. 

(b) Quality Control of Meter 
The expert recommended the periodical accuracy checking of the meter for 

quality control.  It is helpful to detect defective meters and might induce a 
secondary effect as below. 

a) Effective Meter Checking 
It would be possible to know the trend of the aged deterioration of the meter 

and the quality of manufacturers through the analysis of manufacturers, 
elapsed years and fault causes of defective meters.  Such information is helpful 
to make the meter checking efficiency.  For example, the checking interval 
would be set depending on the elapsed years or manufacturers. 

b) Periodical Replacement 
The periodical replacement of meters is very effective for the prevention and 

destruction of defective meters.  An adequate replacement period is important 
and it would be provided by the analysis of aged deterioration of the meter as 
above. 

                                                  
4 Commercial Operation Procedures for ESU 
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Though there are some barriers to the periodical meter replacement in the 
present condition, BPDB should consider its introduction in the future. 

(c) Review of the operation 
There are some activities in the review of the operation such as the outside 

metering and the meter box sealing.  The expert recommended that this kind of 
review should be executed more flexibly, responding to the regional conditions. 

For example, in an ESU that has difficulty executing monthly meter reading 
and billing because of the low-density of customers and the shortage of 
manpower, adequate staff assignments should be done first but, if it is 
impossible, the review of operations for the efficiency such as outsourcing and 
one point metering of the village should be considered. 

4.4 Wrap-up Seminar 
Wrap-up Seminar, hosted by JICA Bangladesh Office and BPDB, was held at the end 

of the experts’ activity.  The agenda of the seminar was as below. 
① History & Progress of TQM in BPDB (by counterparts) 
② TQM activity in Mymensingh circle (by Mymensingh circle) 
③ Experts’ Activity Report (by JICA short-term experts) 

Presentation materials are attached ( See appendix 1-7). 

4.5 Training Course in Japan 
The list of participants and the training curriculum are attached as appendix 2-1.  

Participants were selected from 
・ Persons who are engaged in TQM promotion in BPDB such as TQM Promotion 

Office and Training Center 
・ Middle Managers from field offices or organizations that is just starting TQM 

activities for the improvement of management 
・ Young engineers of Mymensingh Distribution Circle 
For the object of the training course, this selection was considered reasonable and 

proper. 
Lectures for TQM method and development of management skill were set the main 

topics in this training because the acquisition of these skills and knowledge is a 
common goal for all participants.  The summary of the training is shown as follows. 
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[Agency]            Tokyo Electric Power Co. 
[Duration]           Jan 23rd, 2005 -  Feb 18th, 2005 
[No. of Participants]  TQM Course     : 6 persons (BPDB 3, PGCB 2, Ministry 1) 
                     Dis. O&M Course : 4 persons (BPDB 3, WZPDCL 1) 
 
Participants and lecturers had active discussions in the training and it was 

evaluated that participants got useful technology and know-how of Japan effectively 
in one month.  Participants selected lectures for TQM method and development of 
management, “QC Method” and “Basic Management Training”, as the most beneficial 
subjects and showed their willingness to learn more specific and detailed knowledge 
or skill about TQM in the training evaluation (appendix 2-2).  It shows that 
participants promoted better understanding of TQM and recognized the importance of 
management in this training. 

 
Materials of the action plan presentation are attached as appendix 2-3.  The 

presentation was held on the last day of the training and concerned people in 
Bangladesh such as JICA Bangladesh office, JICA long-term expert and higher 
officers of Ministry, BPDB, PGCB and WZPDCL joined it through JICA-Net.  In the 
Q&A session, they had active discussion about participant’s action plan and issues 
that they faced in Bangladesh.  Tele-conference by JICA-Net seems to be very 
effective to erase barriers that discourage participants from implementing their 
action plan in Bangladesh. Such barriers typically include fallen motivation, shortage 
of support from the boss and no monitoring of their activities. 

 
 
 
 
 
 
 
 
 
 

Photo 4-5-1 Discussion in training course      Photo 4-5-2  Action plan presentation 
 
The activity for the improvement of BPDB is just started along the right lines with 

the leadership of Member Admin and participants of training course in Japan, 
however, it is expected that issues to be tackled will arise continuously in the process 
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of improvement and become more specific and essential.  In future training course, it 
be more important than before to clarify and specify the target of training in Japan 
with the full understanding of the actual situation and issues of counterpart. 

 
One of the participants commented in the evaluation of the training that the 

subject on “Electrical protection devices engineering” should be added to the 
Distribution Course.  It was not possible to add the subject because of the time 
constrain.  It should be considered to add the subject or not in the arrangement of 
future training course. 

 

4.6 Project Completion Report 
The experts summarized the project since 1999 in the project completion report. 

(See appendix 3)
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Appendix 1-1 

 

Presentation and Discussion Materials  

with the Top Management 



Nov.27, 2004 
Shigetoshi Otaru, 

JICA Short-term Expert in TQM 

Dear Sir, 
 
Initial Assessment of TQM Activities in BPDB—for Member Administration 
 

Thanks to your strong commitment and involvement in TQM promotion activities, 
the concept of TQM and its importance are now permeated throughout BPDB.  It is a 
significant achievement that now most PDB officials have some idea of TQM as the 
management renovation tool and its importance.  The TQM Promotion Office, thanks 
to some (but not all) strongly committed personnel, fulfill satisfactory role to plan and 
implement effective activities (e.g., continuous activities—task team meeting and ACE 
meeting, and eventual activities—QC conventions) 

However, for most of employees, the TQM is still in the ‘formal’ learning process 
where to get knowledge but not to transform into practice.  One of the factors of is 
insufficient sense of crisis among management (ACE for example).  It is advised that 
you will instill sense of crisis that improving the management quality is the only way 
for BPDB to survive in the power market deregulation, and that the TQM is the useful 
tool for this purpose.  TQM is the tool for practice, so it is important that every 
management should involve in ‘practice process’. 

The other important issue to promote TQM is that, under the current PDB’s 
decision-making system, it is still difficult that employees can experience the whole 
PDCA process and learn from it.  This problem may come from 1) structural problem 
and 2) lack of management commitment.  It is rather difficult to resolve 
structural/political problem, but you can contribute to increasing the management 
commitment.  The expert also plans to recommend to JICA/JBIC to create new scheme 
to empower management and increase commitment. 

The promotion of TQM still relies on a few resourceful personnel.  The existence of 
these personnel and continuous support of her/him will strongly affect the level of field 
activities.  To secure the sustainability and bottom-up of the TQM, you may consider 
the following option: 

 Identify resourceful person and empower her/him, placing in the right place 
 Build personnel system where these persons are fairly evaluated and 

encourage others to become this type of personnel. 
 Create management control systems to encourage (especially management) 

personnel to commit to management improvement. 
 Empower people financially and assign corresponding responsibility—increase 

independency. 
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Meeting with the Chairman and 
the Board Members

Dec. 8, 2004
JICA Short-term Experts

Objectives of the meeting

• Report on the situation in Mymensingh and 
Tangail

• Discuss issues and challenges to further 
promote the TQM program

• Encourage the top commitment and 
leadership in management changing

Situation in Mymensingh

• Great Achievement in changing mind-set. 
Especially worker level.

• Well functioning leadership structure (SE—
XEN—QC facilitators)

• Some weakness in data management

•Achieved the first step goal (mental change)
•Should proceed to the next step (realize benefit)

Situation in Tangail
• Still in the old mindset—especially of 

management class.
• Weak leadership structure—QC facilitators have 

some good idea, but cannot implement them
• A few good activities done by lower workers 

(voluntary base)

•In the process of the first step but weak possibility 
to achieve
•Should motivate/encourage the change

Why so different?
• TQM is the CHANGING PROCESS of working 

style
• Why some can change behavior and some 

can’t?—behavior model

Value/direction Behavior

Motivation

Personal Capability

Performance/
Results

Culture

Current Management in PDB

• Only address to results control (e.g., MOD) 
and no address to lack of direction/value 
and shortage of motivation.

Only Rely on the qualified persons in field officesOnly Rely on the qualified persons in field offices
——wide gap in performance quality wide gap in performance quality 
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What is the current challenges?

• Field Offices need:
– Concrete Direction to be sought 
– Control System for Motivation (bad and good)

Importance of Policy Management
• Whose task?

TOP MANAGEMENT!!

The Role of Top Management

• In the changing process, the management is 
required bold leadership
– Build a sense of crisis
– Initiate own behavior—show the role model
– Determine strategic direction/ take  responsibility
– Delegate and assign sufficient resources to sites
– Review activities from managerial viewpoint
– Engage in public relations with important 

stakeholders

Sense of Crisis

• First, you should recognize the crisis of 
BPDB by yourself
– Power Sector has already made significant 

impact
– Int’l agencies are not looking your performance, 

but looking at your management quality
– Without management improvement NOW, 

better asset will be transferred—see the REB 
case—asset left has less value

Management is about People

• Change you mindset:
– (Past-Present) Controlling/ monitoring results
– (Future) Influencing the behavior of your people

• Start from understanding your people!
– Have you visited all sites?
– Have you discussed openly with your people??

• Think through 1)What activities are desired, 
and 2) What activities are likely

• Describe direction (HOSHIN) and how to 
achieve it (KANRI)

(Conclusion) Initiate with your action

• Crisis is here—without your initiative, PDB will 
be vanished.

• Start from understanding the ‘reality’ of your 
people

• Describe Desired Activity of them (HOSHIN), 
Think How you can influence on them (Strategy), 
and How you can control the quality and monitor 
it (KANRI)

• Your resource is sufficient?

(Proposal) Start from your training

• HOSHIN KANRI  Training
• Practical Training that you actually solve 

your own problem using QC methods
• Focus on actual ‘practice’ of your problem 

solving
• Japan can assist the formation and 

implementation of the training program
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Curriculum of TQM Training Programs 





















 

 

 

 

 

 

 

Appendix 1-3 

 

Questionnaire to Evaluate the Training (Draft) 



 

 

To: 
(Name of Offices)      

 
        

Dear Sir and Madam, 
Thank you for your continuous cooperation and commitment to TQM activities.  

This questionnaire survey is aiming at evaluating the effectiveness of TQM program 
in BPDB since the establishment of the TQM Office in 2002.  As this project aims at 
improving the management capacity, questions will ask you about your and your 
office’s behavioral/ work process change thanks to the series of TQM program. 

Please fill-out the questionnaire; attaching any material to describe concrete 
example is welcome.  When answering, please describe the situation of you and your 
office as concretely as possible.   

Please use this questionnaire to feedback yourself and improve your management.    
Thank you for your cooperation! 
 
Yours Sincerely, 
 
Directorate, TQM Promotion Office, BPDB 
 
Hydal 
 
 
                                     

 Questionnaire for QC Activity Evaluation 



 

 

Questionnaire for the Review & Evaluation: Overall evaluation of technical transfer 
effect (2001-2004) 

 
1. Activities in the site office 

 
Q1.1: Describe concrete activities in 5S in your offices.  What OJTs are going on?  
What activities in your office and what results are observed? 
 

[Please fill out concrete example in you job] 
 
 
 
 
 
 
 
 
  
Q1.2-n: Other activities  
 
  [Please describe your concrete activities on the job and of the job]  
 
 
 
 
 
 
 
 
 
 
 
 



 

 

 
2. Progress of management improvement 
2.1 Problem Solving Activities 

Q2.1.1: Describe the QC activities at your office: When activities started/ What 
activities are underway/ How many problems have been solved/ How many persons 
(out of how many total personnel) participate in activities? 
 
 
 
 
 
 
 
 
 
 
 
Q2.1.2: Describe concrete procedure to install QC the program in your office. What 
did you do for promotion? What supports did you receive from promotion office/ 
steering committee? What supports do you need now?  Is there any feedback to 
training program in BPDB? 
 
 
 
 
 
 
 
 
 
 
 
 
Q2.1.3: Describe concrete outcome of QC activities:  Cost Cutting effect/ Accident 
decrease/ Preventive maintenance effects/ Revision of manuals/ Decrease in 
absentee/ Improve punctuality/ etc. 
 
  [Please attach any evidence] 
  



 

 

 
Q2.1.3: Quality of QC activities 

① Provide good examples of QC report—Please attach the report  
② Describe the actual process of this QC activity.  How do you identify 

issues?  How were teams formed to tackle the identified issues?  
 
 
 
 
 
 
 
 
 
 
 
2.2 Effect on daily operation and management 

Q2.2.1: Describe any change in organization management.  Any system that 
allows normal workers to participate in managerial decision-making?  Some 
change in decision-making process? 
 
[Please describe concrete example with identified effects] 
 
 
 
 
 
 
 
 
 
 
Q2.2.2: Describe any improvement in communication.  Do you start any new 
meetings?  Do you have any change in operation process in operating/ maintaining 
your facilities? 
 
[Please describe concrete example with identified effects] 
 
 
 
 
 
 
 



 

 

 
 

2.3 Effect on attitude 
Q2.3.1: Describe any change of your attitude toward your colleagues and 
subordinates.  Now, how do you communicate with them?  
 
[Please describe concrete situation and your attitude] 
 
 
 
 
 
 
 
 
 
 
  
Q2.3.2: Describe concrete examples where you cooperate with other office/ other 
divisions to execute tasks. 
 
 
 
 
 
 
 
 
 
 
 
 



 

 

 
 

3. Management system 
Q3.1: Describe any change in management system. Do you have any change in:  

 Budget planning 
 Performance evaluation and incentive/reward system 
 Do SBU/PTA systems bring any tangible differences in your office? 

 
[Please describe concrete change and its effects: any attachment is welcome] 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
Q3.2: What do you think the problems to in order to further develop TQM program? 
 
[Please describe concrete examples to explain problems.  Please describe any 
suggestion that you think beneficial] 
 
 
 
 
 
 
 
 
 



 

 

 
4. Your Profile 

 Career record (since employment) 
 Academic Record 

 

 

 

 

End of the questionnaire 



 

 

 

 

 

 

 

Appendix 1-4 

 

Fact Finding at Mymensingh and Tangail 

Distribution Circles 



4 Dec, 2004 
JICA Short-term Experts 

Fact Findings at Mymensingh Circle, BPDB 
1. Significant achievement in morale improvement of workers.  They now feel more 

empowered and are confident to take responsibilities in daily operations.  Accumulation 
of small successes has given employees confident for TQM. 

2. Leadership structure (communication from the top) works well.  Order flow from SE- 
XEN- Facilitator- QC leader may work well to initiate the TQM program.  Process to 
install TQM program may also work well.  They have communicated and involved with 
important stakeholders such as union. 

3. Bottom-up communication has been improving, but still go under due to the bureaucratic 
culture.  Open communication, where everyone can disclose her/his concern and 
challenge, has not yet appeared. 

4. In technical sense, TQM at Mymensingh contribute to give the meaning of manuals in 
daily operation.  Employees have become to recognize and actualize the importance of 
existing manuals thorough TQM activities.  Now, they positively use manuals based on 
their needs. 

5. There is some room for improvement in their activity.  Key words are ‘thoroughness’ and 
‘emphasis’.  They may contradict, but should be achieved in the future.  Thoroughness 
means that they should apply good improvement activities to every aspect of their 
operation.  For example, 5’S’ should be thoroughly implemented everywhere of the office, 
warehouse, workshop, etc.  They should consider establish a system, which ensure 
thorough implementation of good activities such as safety equipments. 

6. Emphasis means having focus in activities.  This step may be found after ‘thorough’ 
implementation.  For example, customer’s needs toward distribution division are 
different by types of customers.  If we can recognize the priority of their needs, they 
should primary focus on the first need to satisfy the customers.  For example, private 
industry customer prioritizes high reliability rather than cost (public may opposite).  
Then, they may change the maintenance process based on this difference. 

7. To achieve both ‘thoroughness’ and ‘emphasis’, the level of data usage should be enhanced.  
Now, they try to 1) collect the necessary data and/or 2) analyze the data using graphical 
tools.  As the next step, the data analysis shall be enhanced into ‘actionable level’; that is, 
data will be transformed into useful ‘information’ for judgment for the next action.  For 
example, if the system tripping data is analyzed by the causal basis (e.g., using Parate 
diagram), you may find next ‘focus’ to counteract the problem.  To improve the data 
analysis level, the practical training program, where trainers will teach through the 
actual problem solving, may be useful. 

8.  Employees now become to recognize some limitation of QC activities to solve issues that 
are cross cutting, require some scale investment, and/or relate to the structural issues.  
This may suggests the needs of involvement of mid-high level engineers in TQM activities. 



4 Dec, 2004 
JICA Short-term Experts 

 
Fact Findings at Tangail Circle, BPDB 

 
1. Still underway of mental change.  Although some lower level workers start adapting the 

‘team base working method’, which is the core of TQM, most employees including some 
XENs are still in the old mindset.  They still orient ‘showy’ investment program, not 
seeking small but steady and systematic activities, not adopting TQM ‘thinking process’. 

2. Some mid-level engineers are very positive to the TQM program and have concrete idea 
for improvement.  However, shortage of commitment of higher authorities (i.e., XEN and 
SE) discourages them to take concrete ‘action’. 

3. 5S activities are better than at Mymensingh.  Some experienced workers may be playing 
a good role for this activity.  This fact also suggests that the ‘potential’ of Tangail is not 
less than that of Mymensingh.  Change in mindset (especially in management class) may 
turn around the current situation. 

4. They prepare some track record data and graphs, referring those of Mymensingh.  
However, the level of analysis is not sufficient.  They stop at the level of ‘just drawing the 
graph’, and cannot extract the meaning from data.  For example, they cannot find 
deteriorating system loss at one feeder even the graph suggests it. 

5. Tangail’s fair track record in system loss and C/I is partly because of the good O+M 
contractor, TBBS.  When evaluating its performance, you may consider this effect.  
Track record may not reflect the actual ‘effort’ of Tangail. 

6. Tangail has a great study case of TBBS.  TBBS achieved a significant result with very 
limited resource and budget—the situation is same as field offices of BPDB.  Tangail 
should learn from TBBS and start from what they can do within the current resource and 
authority.  

 



 

 

 

 

 

 

 

Appendix 1-5 

 

Management Cycle & Process



Mgmt. Cycle

Establishing Mission M1: M11 Consistency and Measurable goal setting
(key) Goal and Leadership ・ Consistency with PDB wide policy, mission etc.
- Set the Challenging Goal ・ Measurement system (How, when, who, what?)
- Establish Ethics in mgmt M12 Leadership to motivate/encourage understanding

・ Manager shows role model by initiating own action
・ Thoroughness of encouragement--not only in his unit

but also in outside unit/ organization
M13 Interaction method with employees

・ Meetings, Interviewing and other method of communication
M14 Decision Making Process: Open and transparent

・ Decision should encourage action

M2:
Ethics and Social
Responsibility in Mgmt. M21

Compliance, No discremination, Clear line b/w official and
private

M22 Contribution to Social Welfare as an organization

Planning based on Mission P1:
P11 Comprehension and Analysis of Customer needs and

expectation, Market trend, Competitive environment, and
(key) Understanding ・ Set appropriate 'focus' in management
- Understanding the needs Customer and Market
   of Market and Customer

P2: P21 Consistency and thoroughness of planning
Planning and ・ Consistency b/w plan and objective (goal achievement)
into individual action ・ Development action plans for every stakeholders

P22 Resource Allocation
・ Resource (Man, Money, Machine) Acquisition to implement the plan

P23 Clear Action Plan and Procedure
・ Concreteness of Action Plan

Implementation/ Monitoring
(Key)
- Thoroughness and Focus
- others

Evaluation
(Key)
- Effectiveness
- Efficiency
- Sustainability

Feedback/ Reporting F31 Reward should be:
(Key) ・ valued by the person being rewarded
- Call concrete action ・ large enough to have impact
- Quality Reward ・ why they are given, should be understandable

・ timely
・ memorable so that learning occurs
・ reversible
・ cost efficient

Management Process

See PCM Framework
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Discussion Paper on Non-Technical Loss
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Appendix 1-7 

 

Presentation Materials for Wrap-up Seminar 
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