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Operation Description 

This OPA refers to the debt operation with OJSC Barki Tojik (as approved by the EBRD Board 

of Directors on 1 June 2011 and signed on 10 June 2011). 

The Client: Barki Tojik (“BT”, “Company”), an existing client of the Bank, is a 100% state-owned 

power utility accounting for 80% of domestic power output and responsible for transmission 

and distribution of electricity almost in the entire Tajikistan.  The Company is controlled by the 

Government of Tajikistan.  BT’s Supervisory Board comprises of government ministers and is 

chaired by the Prime Minister.  In late 2020, the transmission and distribution units of the 

Company were incorporated into separate legal entities. 

EBRD’s financing and deal structure: USD 14.15 million sovereign guaranteed loan to BT as 

part of a USD 30.45 million project co-financed with the EIB loan in the amount of USD 

10.15 million and the EC IFCA grant in the amount of EUR 7 million. 

The following were the main elements of the structure at approval: 

Maturity/ Exit Strategy: 15 years  

Security/ Guarantees: Sovereign Guarantee from Republic of Tajikistan 

Associated TCs: (1) technical and environmental due diligence of the Project; (2) 

supervision of the physical implementation of the Sugd Energy Loss Reduction Project 

including the ESAP implementation; (3) assistance for BT’s operational management 

focused on IFRS implementation; (4) assistance for regulatory support; (5) project 

review, design and preparation of the Qairokkum HPP rehabilitation. 

                                                                        
1  As required by Section IV paragraph 1.4.8 of EBRD’s Directive on Access to Information (2019), the Bank shall 

disclose information (excluding Confidential information) contained in Operational Performance Assessment 
(OPA) reports for State Sector Projects selected for extended review, within 60 calendar days after completion 
of the relevant OPA report. 

http://www.youtube.com/user/ebrdtv
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Any agreed changes to the scope or design of the project following approval: The original loan 

amount of USD 10,150,000 was increased up to USD 14,150,000.  

Any previous operations with client: This is the first operation with client. 

Project's primary objective(s): The operation enabled the Company to reduce energy losses, 

increase collections and increase energy efficiency by purchase and installation of modern 

electricity meters, meter reading systems, design and installation of an automated billing 

system, rehabilitation of low-voltage power distribution network in the city of Khujand in Sugd 

region, second largest region in Tajikistan by population.  

The Project supported the ongoing transition of Barki Tojik to a profitable commercial entity 

and is being replicated to other major cities of Tajikistan. 

Relevance 
The operation is consistent with the Bank’s Strategy for Tajikistan, 

approved by the Board of Directors on 26 January 2009, which 

puts as a priority to further improve governance and regulatory 

framework across the infrastructure sector to increase private 

sector participation, and support strengthening management of 

the electricity sector. The priority was to enhance corporate 

governance, and support the state-owned vertically integrated 

electricity company Barki Tojik in transition to a profitable 

commercial entity and make it “more transparent and accountable 

in its operations, with a view to restructuring and commercialising its 

operations in midterm.” The operation also allowed Tajikistan to 

decrease its energy dependence and its reliance on neighbouring 

countries to meet the domestic demand.  

(i) Corporate governance: the Project is supporting BT in 

improving its financial reporting and management, which provides 

more transparency and operational efficiency.  Moreover, by 

financing the installation of electronic meters, the Project 

contributes to increase in revenue collection as well as introduces 

more commercial business practices and further improves 

corporate governance and reliability of power supply.  The Project 

also includes the financing of a pilot billing and collection unit at 

Khujand electricity network.  Advanced Metering Infrastructure 

(AMI), Energy Demand Management (EDM), auditable billing 

system were installed in in Khujand electricity networks in 

November 2015. To further improve the environmental 

management and performance of BT, an Environmental and Social 

Action Plan as well as a Stakeholder Engagement Plan have been 

agreed with the Bank.  

(ii) Frameworks for markets: the Bank engaged in a gap analysis 

and identification of specific legal and regulatory changes that 

need to be made to begin implementing a more modern regulatory 

framework and transparent decision-making based on established 

methodology. This analysis formed a basis of a second phase, 



PUBLIC 

PUBLIC 

which aims to implement some of the changes recommended.  The 

second phase is an integral part of the Bank’s subsequent project 

in the energy sector- rehabilitation of Qairokkum HPP.  

(iii) Demonstration of ways to successfully restructuring 

companies through: restructuring existing debts; increasing 

collection rates; reducing losses; and the introduction of a pilot 

program on billing for the Khujand region. 

The project is also compliant with the Bank’s Energy Operations 

Policy, approved on 15 May 2006, which highlights the importance 

of improving energy efficiency and collection discipline, loss 

reduction and bringing new investment capital to support the 

introduction of best practices. 

 

Design and Structure  

The Project design and risk analysis drew on the considerable 

knowledge and lessons learnt from previous projects including 

Energy Loss Reduction Project (financed by the World Bank in 

2005), which along with the assessment of BT’s capabilities 

influenced the design of implementation and procurement 

activities. The operation was implemented by a Project 

Implementation Unit (PIU) established by BT was based in 

Dushanbe and Khujand. The PIU staff consisted of local experts 

from BT covering procurement, technical support, finances, site 

management supervision, monitoring and evaluation.  

The Project procurement components consisted of:  

• Supply and Installation of Smart Meters, Meter Reading 

System Equipment, Auditable Billing System in Khujand 

and Surrounding Municipalities; and 

• Rehabilitation of Khujand Electrical network and 

construction of two new 110/10 kV substations. 

After tariff structure introduction, the Bank maintained its policy 

dialogue in order to ensure the continuing presence of a 

satisfactory tariff environment.  BT has progressed with the reform 

agenda set out by the Bank resulting in increase in tariffs, following 

the objective to gradually reach cost-recovery tariff.  

One of the long-term objectives of the Bank and other IFIs 

involved in Tajik energy sector was to establish an Independent 

Regulatory Function as monopolistic utility service providers need 

strong independent regulators.  The Bank engaged through the 

Legal Transition Team who visited Tajikistan in November 2011 

and produced gap analysis report.  Following this visit, the Bank 

developed a comprehensive regulatory TC, the Electricity Sector 
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Regulatory Development Programme.  Phase I TC focused on 

strengthening technical capacity of power sector officials and 

preparation of the regulatory action plan, and was completed in 

2015.  Phase II focuses on the implementation of the action plan 

with a particular emphasis on providing support for developing 

new tariff methodology, building policy and regulatory capacity 

and assisting with developing amendments to the legal and 

regulatory framework. 

 

Additionality 

The Bank’s additionality related to the lack of long-term financing 

for infrastructure projects in Tajikistan.  

(i) EBRD attributes: the Bank along with other IFIs are the only 

financiers willing to provide long-term loans to BT.  

(ii) Conditionalities: The Bank brought additional transition 

elements in areas where EBRD had built a solid experience over 

time such as regulatory matters and corporate governance. As part 

of the ongoing restructuring, the Company was unbundled into 

three business units, i.e., generation, transmission and distribution.  

As part of the Project requirement, an Environmental and Social 

Action Plan (ESAP) along with a Stakeholder Engagement Plan 

have been agreed with the Bank, which significantly strengthened 

the environmental management and performance of BT. The 

independent environmental and social due diligence was in March-

April 2016. The ESDD included the site visit, review of the current 

environmental, health and safety and social practices employed by 

BT and an assessment of impacts and benefits of the proposed 

investment. The ESDD also included the status of the previously 

agreed ESAP. The findings indicated that the local communities 

generally support Project activities as tangible benefits include 

better electricity supply and meter readings system. 

Effectiveness 
Achievement of intended outputs 

The Project intended output was the supply and installation of 

electricity meters, meter reading system and ancillary equipment, 

supply and installation of a new 110/10kV substations and related 

connection to allow demand side management. 

In accordance with the Project Implementation Plan, 

approximately 98,000 meters were to be supplied and installed in 

the distribution grid of Khujand and surrounding municipalities. 

The Project components also included advanced metering 

infrastructure (AMI) functions such as meter operating system, 

meter management and meter data management, data 
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concentrators and additional communication infrastructure, 

energy data management (EDM) and auditable billing system. 

Monitoring benchmarks and status at completion: 

• Implementation of a pilot billing and collection unit at 

Khujand: Achieved 

• Quality of supply measured as number of customers 

equipped with new meters - 95% of the customers 

equipped with new meters will be registered in a new 

billing and collection system, with collection rates of above 

90% for these customers: Achieved 

Results 

The Company managed to deliver most of the Project’s objectives: 

• Setting standards of corporate governance and business 

conduct: Achieved 

• Audited report prepared according to IFRS: Achieved 

• The Bank will mobilise technical assistance to help BT meet 

its obligations in particular for asset revaluation: Achieved 

• Adoption of environmental, health and safety standards 

and implementation of the Environmental and Social 

Action Plan: Partially Failed 

• The benchmarks for setting business and environmental 

standards have been largely achieved. Tariffs to be 

adequately adjusted to enable the Borrower to fully 

recover its costs (operating and debt service costs), and 

comply with its financial covenants: Delayed 

• The authorities approved a concept of a new tariff policy 

which provided for (i) electricity tariffs to be developed on 

cost recovery basis and differentiated based on applicable 

voltage and (ii) operation of electricity sector regulator. A 

regulatory unit was established in the Anti-Monopoly 

Service under the Government of Tajikistan to support 

commercial unbundling of the state owned power utility. 

The unit is also expected to evolve into a full-scope sector 

regulator. The Bank has been providing the Government of 

Tajikistan with technical assistance since 2014 in order to 

support introduction of effective regulation in the energy 

sector. Gap analysis and plan for strengthening the 

regulatory framework for electricity agreed with Tajik 

authorities: Achieved 

A consultant produced a gap analysis report in November 

2011 and developed a comprehensive regulatory TC, the 

Electricity Sector Regulatory Development Programme. In 
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2015, Phase I was completed and supported strengthening 

technical capacity of power sector officials and preparation 

of the regulatory action plan 

• Increase collection rates in the Khujand region for 

industrial customers : Partially Achieved 

• Total losses measured as the difference between energy 

supply and electricity billed in the Khujand region will be 

reduced by 20% in relative terms: Achieved 

In 2015, total network losses in Khujand city network amounted 

to 15.7%.  By the end of 2017, losses totalled to 11.79% and by 

mid of 2018, to 9.38%. Hence, the Project achieved the objective 

of collection rate improvement. 

Associated activities 

BT, an existing client of the Bank, is a 100% state-owned power 

company, responsible for generation of 80% of domestic power 

output. The transmission and distribution business of BT, was 

separated in late 2020 under the on-going power sector reforms   

The Bank has been actively involved in policy dialogue directly 

with the Government of Tajikistan to restructure the energy sector 

in cooperation with other IFIs and donor. The investments by IFIs 

have supported the Government of Tajikistan’s strategy by 

providing financing to further improve sector’s efficiency and 

reliability. 

The Project contributes to the following impacts: 

• Provision of long-term loans unavailable for infrastructure 

projects in Tajikistan; 

• Demonstration of ways of successful market restructuring 

the power sector; and 

• Development of a competitive market in Tajikistan through 

reduction of state involvement as well as support of a 

sustainable development of the sector.  

The Government approved a new tariff methodology in 2019 that 

promotes bringing tariffs to the cost-recovery level.  Hence, 

separate tariff methodologies for generation, transmission and 

distribution were developed.  This was accompanied by social 

policy measures protecting vulnerable groups of people, as per the 

Law on Targeted Social Support approved in February 2017. 

Efficiency 
EBRD Execution 

Preparation, design and structuring  

The Project was well designed to meet its objectives as well as to 

properly manage and mitigate potential risks. The transaction 
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appraisal comprised in-depth technical and environmental due-

diligence to confirm the feasibility and compliance with the Bank’s 

environmental standards as well as the Project compliance with 

Bank’s Strategy for Tajikistan, Bank’s Energy Operations Policy 

and the Agreement Establishing the Bank.  Moreover, the Bank has 

demonstrated substantial policy dialogue efforts with the 

Government of Tajikistan to restructure the energy sector in 

cooperation with other IFIs and donor. 

Monitoring and reporting 

Throughout implementation, the Team maintained close contact 

with the client and was aware of all issues with the Project. The 

Borrower provided all reports on time or in advance and updated 

the Bank on all issues related to the Project promptly. Monitoring 

reports were properly prepared and submitted on time. The 

Project Implementation Unit of the Barqi Tojik, comprised of 

project managers, procurement specialist, financial specialist, and 

engineers, implemented the Project. The PIU was assisted by 

International Consultants and procurement process was 

supervised by Bank’s procurement specialist. 

Client relationship 

The Team established and maintained a positive working 

relationship with the client at various levels of the organisation.  

Disbursements 

Project began disbursing in 2014 and the loan was fully drawn at 

end of-2019.  

Procurement and Contracts 

All procurement processes under the project were successfully 

conducted as open tenders in accordance with the requirements 

of the Bank’s PP&R.  

All contracts were successfully completed. 

Sustainability 

The Project’s sustainability results should be assessed in the 

context of contributing to improving corporate governance and 

business conduct through the introduction of IFRS reporting, 

implementing a pilot accounting and billing unit in Khujand, and 

improvements in debt collections, payment and losses. All these 

components together represent a significant contribution to 

transition in Tajikistan. The successful implementation of the 

Project demonstrates ways to successfully restructure companies 

and serves as an example for future Projects.  
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The Bank has supported Technical Cooperation Projects aimed at 

assisting the Company with end-of-year procedures to prepare 

financial statements per IFRS. The Company prepares and 

publishes financial statements per IFRS since 2011. The company’s 

IFRS financial statements for 2011-2013 were audited by Deloitte 

& Touche, 2014-2016 ones by Baker Tilly, 2017-2019 by Moore 

Stephens. Following revaluation of the fixed assets and accounts 

receivable, the Borrower obtained the first qualified audit opinion 

on the IFRS accounts for the year 2014. 

The Bank has supported Technical Cooperation Projects aimed at 

assisting the Company with end-of-year procedures to prepare 

financial statements per IFRS. 

Implementation 

Summary 

Project Description: 

In June 2011, EBRD provided financing in the form of USD 14.15 

million sovereign guaranteed loan for the supply and installation of 

new electricity meters, meter reading system and automated 

billing system in the Sugd region of Tajikistan. The objectives were 

to reduce the existing level of electricity losses in the network, 

increase bill collection levels and improve quality of electricity 

supply.  Together these measures supported the transition of Barki 

Tojik to a profitable commercial entity. The original amount of 

USD 10.15 million was increased and included a component on 

partial rehabilitation of related electric distribution network 

equipment to reduce distribution network losses and improve 

quality of supply, including construction of two new 110/10 kV 

substations.  

Transition Impact: 

The original Project which was signed in 2011 involved financing 

the installation of electronic metering and automated billing. The 

Project increased revenue collections and introduced commercial 

business practices of the Client, whereby addressing energy 

efficiency and increasing the reliability of power supply.  Advanced 

metering infrastructure, including a billing system, was introduced. 

As part of the Project requirement, an Environmental and Social 

Action Plan (ESAP) has been developed and was partially 

implemented.  The Project also supports a plan developed to 

strengthen the regulatory framework as well as improvements in 

corporate governance and business conduct of the Client through 

the introduction of IFRS reporting, ESAP. 

The Client: 

Barki Tojik (“BT”, “Company”), an existing client of the Bank, is a 

100% state-owned power utility accounting for 80% of domestic 
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power output. The Company is controlled by the Government of 

Tajikistan. BT’s Supervisory Board comprises of government 

ministers and is chaired by the Prime Minister. 

EBRD Finance:  

USD 15.15 million sovereign guaranteed loan to BT as part of a 

USD 30.45 million project co-financed with the USD 10.15 EIB 

loan for million and the EC IFCA grant in the amount of EUR 7 

million.  

Project Cost:  

USD 30.45 million 

Environmental Impact:  

Categorised B under the 2008 Environmental and Social Policy. 

Project-related information was communicated to stakeholders on 

a regular basis. However, the ESAP was not fully implemented due 

to limited resources. 

  

 


