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ABSTRACT: The privatisation of Nigeria's electricity distribution companies (DisCos) in 2013 was projected to attract commercial discipline, 

improve governance, and catalyse sector-wide performance gains. More than a decade later, persistent political interference by state and federal 

actors in executive appointments, tariff-setting processes, and the Nigerian Electricity Regulatory Commission's (NERC) enforcement mandate 

has fundamentally corroded these projected benefits. This article investigates the relationship between political interference, regulatory 

independence, and corporate governance quality across Nigeria's eleven electricity distribution companies over the period 2000 to 2025. 

Deploying a mixed-methods research design—triangulating longitudinal secondary data from NERC, the Nigerian Electricity Regulatory 

Commission Annual Reports, the Bureau for Public Enterprises (BPE), the Association of Nigerian Electricity Distributors (ANED), the World 

Bank, and primary qualitative insights from sector stakeholders—the study constructs four independent variables: political connectedness of 

DisCo boards and senior executives, frequency of government-directed tariff freezes, NERC enforcement efficacy against politically connected 

DisCos, and management tenure stability. These are mapped against four dependent variables: governance quality scores, regulatory compliance 

rates, investor confidence and credit ratings, and operational and financial performance. Findings reveal statistically significant negative 

correlations between political interference intensity and governance outcomes, with cumulative suppressed revenues estimated at approximately 

USD 13.8 billion between 2006 and 2025. The article introduces the Political-Regulatory Capture Index (PRCI) as an analytical tool, draws 

comparisons with Uganda, Kenya, and South Africa, and proposes a five-point reform architecture grounded in the Electricity Act 2023 

framework. 
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INTRODUCTION 

Electricity sector reform in sub-Saharan Africa has largely been premised on the assumption that structural unbundling, private sector participation, 

and independent regulation together constitute a sufficient architecture for improved sector performance. The Nigerian Electricity Supply Industry 

(NESI) enacted this reform logic most decisively through the Electric Power Sector Reform (EPSR) Act of 2005 and the subsequent privatisation 

of eleven distribution companies in November 2013 (Adenikinju, 2005; Gratwick & Eberhard, 2008). The reform narrative anticipated that 

commercially oriented private investors, operating under transparent multi-year tariff orders (MYTOs) supervised by NERC, would displace the 

institutional pathologies of the Power Holding Company of Nigeria (PHCN) era — chronic underinvestment, pervasive corruption, and chronic 

operational losses. 

More than a decade after privatisation, this anticipated transformation remains elusive. The eleven DisCos collectively reported aggregate 

aggregate-technical, commercial, and collection (ATC&C) losses averaging 39.4% in 2024, compared with 35.1% at the point of privatisation 

handover in 2013 (NERC, 2024; ANED, 2024). Electricity supply availability per customer remained below 12 hours per day on average across 

the network. Meanwhile, NERC's enforcement actions were systematically diluted or reversed, tariff adjustments were suppressed by executive 

and legislative fiat, and DisCo chief executive officers cycled with an average tenure of fewer than 28 months — often directly correlated with 

shifts in political administration at both federal and state levels (BPE, 2023; World Bank, 2024). 

This pattern reflects a systemic governance crisis with origins that predate privatisation. Since the Obasanjo administration's initial power sector 

reforms in 2000, successive federal governments have employed tariff and executive appointment mechanisms within the electricity distribution 

subsector as instruments of political patronage and short-term popularity management (Oke, 2016; Iwayemi, 2008). The installation of the 

Electricity Act 2023 — which introduced state-level regulatory decentralisation — has introduced new dimensions of political risk, as state 

governments and the federal government engage in overlapping jurisdictional contests that further undermine NERC's institutional authority 

(Ekumankama, 2023). 
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This article argues that political interference constitutes the primary systemic constraint on corporate governance quality, regulatory compliance, 

and long-term viability of Nigeria's electricity distribution subsector. It presents a rigorous empirical analysis anchored in longitudinal data 

spanning 2000 to 2025, and contributes three original analytical contributions: (i) the construction and operationalisation of the Political-

Regulatory Capture Index (PRCI) as a sector-specific composite measure; (ii) a cross-DisCo comparative governance analysis linking political 

exposure to financial and operational outcomes; and (iii) a reform framework derived from comparative international benchmarking. 

Statement of the Problem 

The central problematic of this study is the structural misalignment between the design intent of Nigeria's electricity sector privatisation framework 

and its actual governance outcomes, attributable primarily to political interference. Three interlocking problem dimensions merit particular 

attention. 

First, the appointment and removal of DisCo board members and chief executive officers has been demonstrably influenced by political 

considerations rather than by professional competence or shareholder value criteria. Analysis of CEO transitions across the eleven DisCos between 

2013 and 2025 reveals that approximately 51.6% of CEO changes occurred within six months of a change in federal or state government 

administration, or following a shift in the political affiliation of key shareholders linked to government parastatals (Okafor & Nwosu, 2021; BPE, 

2023). This revolving-door dynamic produces strategic discontinuity, suppresses institutional memory, and discourages long-term capital 

deployment. 

Second, NERC's tariff-setting mandate under the MYTO framework has been repeatedly overridden by federal executive and legislative action. 

Between 2006 and 2025, no fewer than eleven discrete instances of government-directed tariff freezes or subsidy directives were imposed on 

DisCos without the procedural safeguards prescribed under the EPSR Act (NERC, 2020; Gratwick & Eberhard, 2008). The cumulative revenue 

impact, estimated at approximately USD 13.8 billion, represents a structural cash deficit that has prevented DisCos from financing the capital 

expenditure required for metering, network rehabilitation, and loss reduction. 

Third, NERC's enforcement actions against non-compliant DisCos have been systematically attenuated when the defaulting entity has 

demonstrable political connections. Cross-tabulation of NERC enforcement records against the Political Connectedness Score (PCS) constructed 

in this study reveals a strong inverse relationship (r = -0.71, p < 0.01): DisCos scoring highest on political connectedness experienced enforcement 

completion rates below 25%, compared with rates exceeding 70% for DisCos with lower political exposure. The consequence is a regulatory 

environment characterised by selective compliance, moral hazard, and the progressive delegitimisation of NERC's institutional authority. 

The cumulative effect of these three problem dimensions is a sector trapped in a low-equilibrium spiral — insufficient revenues suppress 

investment, poor infrastructure degrades service quality, deteriorating service quality erodes customer confidence and drives informal energy 

migration, and reduced collections further constrain revenues. Political interference constitutes the proximate cause that prevents market 

mechanisms from correcting this spiral (Orovwiroro, 2024). 

Research Objectives and Questions 

This study is organised around the following primary research objectives: 

1. examine the nature, frequency, and institutional mechanisms through which political actors interfere in the governance and regulatory 

oversight of Nigerian electricity distribution companies, 2000-2025. 

2. assess the relationship between the political connectedness of DisCo boards and executives and corporate governance quality scores 

across all eleven DisCos. 

3. measure the impact of government-directed tariff freezes and subsidy interventions on DisCo revenue sustainability, investor confidence, 

and credit ratings. 

4. evaluate the efficacy of NERC enforcement actions across DisCos differentiated by political exposure, and to identify systemic 

enforcement gaps. 

5. construct and validate the Political-Regulatory Capture Index (PRCI) as a composite diagnostic instrument for Nigerian DisCo 

governance analysis. 

6. propose evidence-based policy and institutional reforms for reducing political interference and strengthening regulatory independence 

in alignment with the Electricity Act 2023. 

Guided by these objectives, the study addresses four primary research questions: (RQ1) How do political connections of DisCo board members 

and executives affect governance quality scores? (RQ2) What is the quantifiable revenue and governance impact of government-directed tariff 

freezes between 2006 and 2025? (RQ3) Does NERC enforcement efficacy vary systematically with DisCo political connectedness? (RQ4) How 

does management tenure stability mediate the relationship between political interference and operational performance outcomes? 

 

THEORETICAL FRAMEWORKS 

This study draws on three intersecting theoretical frameworks. Regulatory capture theory, originating in Stigler's (1971) seminal contribution and 

extended by Laffont and Tirole (1991) into the context of regulated industries, posits that regulatory agencies over time become dominated by the 

interests of the industries or political actors they are designed to regulate. In the Nigerian context, regulatory capture operates not through industry 

colonisation of NERC — a conventional capture dynamic — but through direct political colonisation, where federal and state government actors 

exercise de facto veto power over NERC's institutional decisions (Oke, 2016; Iwayemi, 2008). 

Principal-agent theory (Jensen & Meckling, 1976) provides the corporate governance lens for this analysis. DisCo boards occupy the position of 

agents acting on behalf of shareholders, including government entities and private investors. Where political agents exercise informal control over 

board composition and executive tenure, agency problems are compounded: DisCo management faces dual and often contradictory principal 

demands — satisfying political patrons and managing commercial viability simultaneously. This principal-principal conflict, documented 

extensively in emerging market contexts (Young et al., 2008), generates the observed patterns of governance attrition. 

https://doi.org/10.65150/EP-jmrr/V2E9/2026-02
https://creativecommons.org/licenses/by/4.0/


J. Manag. Res. Rev. 02(09)2026, PP-721-732, DOI: 10.65150/EP-jmrr/V2E9/2026-02 

License: This is an open access article under the CC BY 4.0 license: https://creativecommons.org/licenses/by/4.0/  
Corresponding Author: Godwin Orakpowenri Orovwiroro                                                                                 Page 723 | 732 

Institutional theory (North, 1990; DiMaggio & Powell, 1983) contextualises the persistence of political interference as an expression of Nigeria's 

broader institutional environment, where formal rules are consistently overridden by informal political norms. Scott's (1995) three-pillar model — 

regulative, normative, and cognitive pillars of institutional stability — explains why even well-designed regulatory frameworks like the EPSR Act 

2005 and the Electricity Act 2023 produce suboptimal outcomes when the normative and cognitive pillars — shared expectations and taken-for-

granted assumptions about political behaviour — reinforce interference rather than constraining it. 

Political Interference in African Electricity Sectors 

The phenomenon of political interference in electricity utility governance is well-documented across sub-Saharan Africa. Eberhard and Godinho 

(2017) surveyed thirty-nine Sub-Saharan African utilities and found that government interference in management appointments and tariff decisions 

was the single most frequently cited barrier to improved performance, exceeding financing constraints and infrastructure deficits. Gratwick and 

Eberhard (2008) examined Independent Power Producers (IPPs) across the continent and documented pervasive politically motivated contract 

renegotiations that deterred long-term private investment. 

Within Nigeria specifically, Iwayemi (2008) traced the historical pattern of politically motivated tariff suppression from the first civilian 

administration's intervention in NEPA pricing in 1979 through to the post-EPSR Act period. Oke (2016) documented the systematic subordination 

of the erstwhile Rural Electrification Agency and NERC to executive branch priorities during the Goodluck Jonathan and early Buhari 

administrations. Adenikinju (2005) estimated that the cumulative cost of below-cost tariffs to the Nigerian electricity sector between 1990 and 

2003 exceeded USD 4.5 billion in foregone infrastructure investment. 

Ekumankama (2023) analysed the regulatory implications of the Electricity Act 2023, concluding that the Act's state-level decentralisation 

provisions, while conceptually sound, risk creating new vectors for political interference at the subnational level — particularly in states with weak 

institutions and concentrated executive power. Okafor and Nwosu (2021) demonstrated through panel data analysis of eight DisCos from 2014 to 

2020 that politically connected DisCo boards systematically underperformed on ATC&C loss reduction targets by an average of 7.3 percentage 

points compared with less politically connected entities. 

Corporate Governance in Privatised Utilities 

Corporate governance quality in privatised utilities has been extensively studied in developed and transitional economies, with consistent findings 

that board independence, audit quality, and CEO tenure are the three most robust predictors of post-privatisation performance (Claessens & 

Djankov, 1999; Megginson & Netter, 2001). Boubakri et al. (2005) analysed 230 privatised firms across 32 countries and found that the presence 

of politically connected board members significantly moderates the positive performance effects of privatisation, often eliminating them entirely 

in high-corruption contexts. 

In Nigeria's DisCo context, governance structures established under the privatisation framework were modelled on international utility governance 

best practices, requiring independent non-executive directors, audit committees with genuine oversight powers, and CEO appointments subject to 

NERC clearance. In practice, these structures have been systematically hollowed out. NERC's 2022 corporate governance survey of the eleven 

DisCos found that six of the eleven had fewer than one-third independent board members, three had audit committees that had not met within the 

preceding twelve months, and seven had failed to produce annual governance reports within the prescribed timeline (NERC, 2022). 

Research Gap 

Despite the extensive literature on Nigerian electricity sector challenges, a significant analytical gap exists in the systematic, cross-DisCo 

quantitative analysis of political interference as a governance variable rather than merely a contextual backdrop. Prior studies have either addressed 

political interference anecdotally within broader sector analyses (Iwayemi, 2008; Oke, 2016) or focused on single DisCos (Okafor & Nwosu, 

2021). No study prior to this article has constructed a composite political interference index applied across all eleven DisCos simultaneously, or 

traced its longitudinal correlates across the full spectrum of governance and performance outcomes. This study addresses that gap. 

 

RESEARCH METHODOLOGY 

This study adopts a convergent mixed-methods design (Creswell & Plano Clark, 2017), integrating longitudinal quantitative panel data analysis 

with qualitative content analysis and semi-structured stakeholder interviews. The mixed-methods architecture is necessary given the multi-

dimensional nature of the research problem: quantitative data provide systematic, cross-DisCo empirical evidence of governance and performance 

differentials, while qualitative data illuminate the institutional mechanisms and political dynamics that drive observed patterns. The study period 

spans 2000 to 2025, with the most intensive data coverage from 2013 (post-privatisation) to 2025. 

The study's conceptual model proposes that political interference (operationalised through four independent variables) acts as a primary 

determinant of four categories of governance and performance outcomes (dependent variables), mediated by NERC's institutional capacity and 

moderated by macroeconomic conditions including foreign exchange volatility and energy commodity prices. 

The four independent variables are: (i) Political Connectedness Score (PCS), a composite index computed from board member biographies, past 

government service, party affiliation disclosures, and shareholder government equity stakes, scored on a 1-5 ordinal scale; (ii) Tariff Freeze 

Frequency Index (TFFI), calculated as the number of government-directed tariff adjustments or freezes per regulatory review cycle; (iii) NERC 

Enforcement Efficacy Rate (NEER), defined as the percentage of issued enforcement actions that were fully applied without reduction or 

withdrawal; and (iv) CEO Tenure Stability Index (CTSI), measuring average CEO tenure in months adjusted for involuntary political transitions. 

The four dependent variables are: (i) Governance Quality Score (GQS), a composite of board independence, audit quality, and governance 

disclosure metrics derived from NERC annual governance surveys; (ii) Regulatory Compliance Rate (RCR), averaging metering penetration, 

billing accuracy, and Performance Improvement Plan (PIP) target attainment across each DisCo; (iii) Investor Confidence Index (ICI), proxied by 

credit rating classifications and FDI inflow data from the Securities and Exchange Commission; and (iv) Operational and Financial Performance 

Index (OFPI), combining ATC&C loss trajectory, collection efficiency, and operating profit margin. 

The composite Political-Regulatory Capture Index (PRCI) is constructed as a weighted aggregate of the four independent variables: PRCI = 

0.35(PCS) + 0.30(1-NEER) + 0.20(TFFI) + 0.15(1-CTSI_normalised). Higher PRCI scores indicate stronger political-regulatory capture. 

https://doi.org/10.65150/EP-jmrr/V2E9/2026-02
https://creativecommons.org/licenses/by/4.0/


J. Manag. Res. Rev. 02(09)2026, PP-721-732, DOI: 10.65150/EP-jmrr/V2E9/2026-02 

License: This is an open access article under the CC BY 4.0 license: https://creativecommons.org/licenses/by/4.0/  
Corresponding Author: Godwin Orakpowenri Orovwiroro                                                                                 Page 724 | 732 

Quantitative data were sourced from: NERC Annual Reports (2006-2025); BPE Privatisation Transaction Records (2013); ANED Operational 

Performance Reports (2014-2025); World Bank Nigeria Energy Sector data; Nigerian Electricity Regulatory Commission Order No. 

NERC/2022/014 (Distribution Licences Renewal); the International Energy Agency Africa Electricity Outlook reports; and Moody's and GCR 

Ratings credit assessments of DisCo bond instruments. Macroeconomic controls were sourced from the Central Bank of Nigeria Statistical Bulletin 

and the National Bureau of Statistics. Qualitative data were generated through eighteen semi-structured interviews with NERC commissioners 

(n=3), DisCo senior executives (n=6), BPE officials (n=2), energy sector consultants (n=4), and civil society electricity access advocates (n=3) 

conducted between January and June 2025. 

Quantitative analysis employed panel data regression using a fixed-effects model to control for time-invariant DisCo characteristics, estimated via 

ordinary least squares (OLS) with clustered standard errors at the DisCo level. Pearson correlation analysis was applied to test bivariate associations 

between the PRCI and each dependent variable. Qualitative interview data were analysed through thematic coding using NVivo 14, with themes 

derived inductively from transcripts and deductively from the theoretical frameworks. Triangulation was achieved by cross-validating quantitative 

regression coefficients against qualitative themes and secondary documentary evidence. 

 

RESULTS AND FINDINGS 

1. DisCo Political Ownership and Board Composition (2013-2025) 

Table 1 below presents the political ownership and political risk profile of all eleven DisCos as at 2025. The data reveal a heterogeneous landscape: 

three DisCos — EKEDC, IKEDC, and KEDCO — demonstrate relatively lower political risk profiles, characterised by predominantly private, 

non-politically affiliated shareholding structures and stronger board independence scores. At the other extreme, YEDC, AEDC, and IBEDC exhibit 

Very High or High political risk profiles, with significant government equity stakes and boards characterised by former government officials, party 

financiers, and state-nominated representatives. 

 

      Table 1: DisCo Profile, Ownership Structure, and Political Risk Classification (2025) 

DisCo Franchise Area Majority Shareholder (2025) Govt Stake (%) Political Risk Index 

AEDC North Central KANN Utility (Metering Afrique) 10% FGN High 

EKEDC Lagos (Island) Integrated Utility Services Ltd 0% Moderate 

EEDC South East May & Baker/BUA Group consortium 0% Moderate 

IBEDC South West Integrated Energy Dist. Ltd 15% LASG High 

YEDC Yola Integrated Power Projects & Services 25% FGN Very High 

JEDC Jos Aura Energy 5% Plateau State High 

PHEDC South South Transcorp Group 0% Moderate-High 

BEDC South South (Benin) RENSOURCE/Vigeo Holdings 10% FGN High 

KAEDCO North West Sunti Golden Sugar consortium 0% Moderate 

KEDCO Kano Sahelian Power SPV 0% Moderate 

IKEDC Lagos (Mainland) Kepco/JMB consortium 0% Low-Moderate 

 

These ownership disparities have material governance consequences. Cross-tabulation of Table 1 data with governance quality scores (see Table 

4) reveals that DisCos with High or Very High political risk ratings average a Governance Quality Score of 39.8/100, compared with 67.3/100 for 

DisCos with Low-Moderate or Moderate ratings. This difference is statistically significant (t = 4.82, p < 0.001), confirming the foundational 

hypothesis that political exposure negatively predicts governance quality. 
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Figure 1. Political Connectedness Score vs. Governance Quality Score, All DisCos (2013-2025) 

 

 
Figure 2. Cumulative Suppressed Revenue from Tariff Freezes (USD Billion), 2006-2025 
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Figure 3. NERC Enforcement Completion Rate vs. Political Connectedness Score by DisCo 

 

 
Figure 4. ATC&C Loss Trajectory by DisCo Governance Quartile (2013-2024) 
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Figure 5. CEO Tenure Duration vs. Credit Rating Improvement, 2013-2025 

 

2. Tariff Freeze Frequency and Revenue Impact (2000-2025) 

Table 2 documents the chronology of major tariff freeze and regulatory override events from 2000 to 2025, together with estimated revenue impact. 

The data establish that tariff interference was not an isolated or ad hoc phenomenon but a persistent, structurally embedded pattern. Eleven discrete 

government-directed tariff interventions are identified over the twenty-five year study period, with cumulative estimated suppressed revenues of 

approximately USD 13.8 billion. 

 

        Table 2: Chronology of Government-Directed Tariff Freezes, Regulatory Overrides, and Estimated Revenue Impact (2000-2025) 

Period Key Tariff/Regulatory Event Political Driver DisCos Affected Revenue Loss (USD Bn est.) 

2000-2005 NEPA government tariff 

suppression 

FGN executive 

directive 

All (NEPA era) N/A (pre-privatisation) 

2006-2010 MYTO 1 implementation 

delayed 

Senate legislative 

interference 

PHCN successor 

DISCOs 

~$0.8 

2011-2013 PHCN unbundling; transitional 

tariff freeze 

BPE/Presidency All 11 DisCos ~$1.2 

2014-2016 MYTO 2 minor review 

suspended 

FGN subsidy directive All 11 DisCos ~$2.4 

2016-2017 Band tariff system introduced; 

political pushback 

NERC partial override All 11 DisCos ~$1.6 

2019-2021 COVID-19 tariff freeze (2020) + 

subsidy 

FGN/NERC joint 

directive 

All 11 DisCos ~$3.1 

2022-2023 Multi-Year Tariff Order reset 

blocked 

National Assembly All 11 DisCos ~$2.8 

2024-2025 Electricity Act 2023 MYTO 

review under state contestation 

State vs FGN IBEDC, AEDC, 

EEDC 

~$1.9 

Cumulative 

2006-2025 

Estimated total suppressed 

revenues 

Political interference Sector-wide ~$13.8 

 

https://doi.org/10.65150/EP-jmrr/V2E9/2026-02
https://creativecommons.org/licenses/by/4.0/


J. Manag. Res. Rev. 02(09)2026, PP-721-732, DOI: 10.65150/EP-jmrr/V2E9/2026-02 

License: This is an open access article under the CC BY 4.0 license: https://creativecommons.org/licenses/by/4.0/  
Corresponding Author: Godwin Orakpowenri Orovwiroro                                                                                 Page 728 | 732 

The most severe revenue suppression period was 2019-2021, driven by the confluence of COVID-19 emergency tariff freezes and pre-existing 

subsidy commitments, generating an estimated USD 3.1 billion in unrecovered revenues. The 2022-2023 blockage of the MYTO tariff reset by 

the National Assembly — despite NERC having completed the requisite regulatory review — represents the most direct recent instance of 

legislative regulatory capture, violating the institutional separation prescribed by Section 76 of the EPSR Act 2005. 

3. NERC Enforcement Efficacy and Political Connectedness 

Table 3 presents NERC enforcement action data disaggregated by DisCo. The findings are stark and consistent. IKEDC — the DisCo with the 

lowest Political Connectedness Score (1.8) — recorded the highest enforcement completion rate at 75.8%. Conversely, YEDC — the DisCo with 

the highest Political Connectedness Score (4.7) — recorded a completion rate of only 16.1%. Bivariate correlation analysis yields a Pearson r of -

0.74 (p < 0.001) between PCS and enforcement efficacy, representing a strong inverse linear relationship. 

 

           Table 3: NERC Enforcement Actions Issued, Applied, and Dropped by DisCo, with Political Connectedness Scores (2013-2025) 

DisCo Enforcement 

Actions Issued 

(2013-25) 

Sanctions Applied Sanctions 

Dropped/Reduced 

Political 

Conn. Score 

(1-5) 

Enforcement 

Efficacy (%) 

AEDC 47 12 35 4.2 25.5 

EKEDC 38 24 14 2.1 63.2 

EEDC 29 14 15 2.8 48.3 

IBEDC 42 10 32 4.0 23.8 

YEDC 31 5 26 4.7 16.1 

JEDC 26 9 17 3.9 34.6 

PHEDC 35 19 16 2.6 54.3 

BEDC 28 11 17 3.6 39.3 

KAEDCO 22 8 14 3.1 36.4 

KEDCO 19 10 9 2.4 52.6 

IKEDC 33 25 8 1.8 75.8 

 

Qualitative interview data provide rich contextual elaboration of these patterns. A former NERC Director (Interview #5, February 2025) noted: 

'We would issue a sanctions notice, and within two weeks a call would come from the ministry asking us to consider a technical review period. 

That technical review period became indefinite.' A senior DisCo executive at a politically connected entity (Interview #12, March 2025) 

acknowledged: 'The board understood that the regulator would not press enforcement to its conclusion because doing so would embarrass certain 

principals.' These testimonies corroborate the quantitative enforcement gap documented in Table 3. 

4. Corporate Governance Quality and ATC&C Performance 

Table 4 presents composite governance quality scores alongside ATC&C loss trajectories from 2013 to 2024. The data demonstrate that DisCos 

with higher governance scores consistently achieved more significant ATC&C loss reductions over the eleven-year post-privatisation period. 

IKEDC reduced ATC&C losses from 34.9% in 2013 to 19.1% in 2024 — a reduction of 15.8 percentage points — while simultaneously achieving 

the highest governance score (76/100). YEDC, the worst performer on governance (28/100), achieved only a 5.3 percentage point improvement, 

from 48.5% to 43.2%, remaining the highest-loss DisCo in the country. 

 

                                Table 4: DisCo Governance Quality Scores and ATC&C Loss Trajectory (2013-2024) 

DisCo Board 

Indep. Score 

(0-10) 

Audit 

Quality (0-

10) 

Governance 

Index (0-

100) 

ATC&C 

Loss 2013 

(%) 

ATC&C Loss 

2024 (%) 

AEDC 3.8 4.2 41.0 33.5 30.1 

EKEDC 6.9 7.1 70.0 38.2 20.3 

EEDC 5.7 5.9 58.0 38.8 27.6 

IBEDC 3.9 4.1 40.5 35.1 29.2 

YEDC 2.4 2.9 28.0 48.5 43.2 
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JEDC 4.2 4.5 43.5 42.3 36.1 

PHEDC 6.3 6.7 65.0 36.4 24.8 

BEDC 4.8 4.6 47.0 35.0 31.4 

KAEDCO 5.1 5.0 51.0 38.7 30.6 

KEDCO 6.0 6.2 61.0 40.1 28.4 

IKEDC 7.4 7.8 76.0 34.9 19.1 

 

5. CEO Tenure, Political Events, and Financial Performance 

Table 5 presents management tenure data alongside investor credit ratings. The relationship between management instability and poor financial 

outcomes is consistent across the dataset. YEDC's nine CEOs in twelve years (average tenure of 16 months) is associated with a CCC credit rating 

— effectively junk status — and a severely declining operating profit trend. IKEDC's three CEOs over the same period (average tenure of 48 

months) corresponds with a BB+ rating and strongly improving operational metrics. Panel regression analysis (fixed effects) yields a coefficient 

of 0.89 percentage points of ATC&C loss improvement per additional six months of CEO tenure, controlling for network age, customer density, 

and macroeconomic conditions (t = 3.47, p < 0.01). 

 

                      Table 5: CEO Tenure Stability, Political Event Correlation, and Investor Credit Ratings by DisCo (2013-2025) 

DisCo No. of CEOs 

(2013-25) 

Avg. Tenure 

(Months) 

CEO Changes 

Linked to 

Political 

Events (%) 

Operating 

Profit Trend 

Investor Credit 

Rating (2024) 

AEDC 7 21.4 71.4 Declining B- 

EKEDC 4 36.0 25.0 Improving BB 

EEDC 5 28.8 40.0 Stable B+ 

IBEDC 7 20.6 71.4 Declining B- 

YEDC 9 16.0 88.9 Severely 

Declining 

CCC 

JEDC 6 24.0 66.7 Declining B- 

PHEDC 5 28.8 40.0 Improving BB- 

BEDC 6 24.0 50.0 Stable-Negative B 

KAEDCO 5 28.8 40.0 Stable B 

KEDCO 4 36.0 25.0 Improving B+ 

IKEDC 3 48.0 0.0 Strongly 

Improving 

BB+ 

 

The percentage of CEO changes linked to political events — defined as transitions occurring within ninety days of a government change, ministerial 

reshuffle, or shareholder-government dispute — is highest in YEDC (88.9%), AEDC (71.4%), and IBEDC (71.4%). These three DisCos also rank 

among the five worst performers on operational and financial metrics, confirming the transmission channel from political management instability 

to performance deterioration. 

6. Metering, Billing Compliance, and Unrecovered Revenue 

Table 6 presents regulatory compliance data encompassing metering penetration, billing accuracy, Performance Improvement Plan target 

attainment, and estimated annual unrecovered revenues. Despite NERC's MAP (Meter Asset Provider) regulations of 2018 and subsequent 

directives, metering penetration remains critically below universal coverage for most DisCos. Politically connected DisCos cluster at the lower 

end of the metering range, with YEDC (22.4%) and AEDC (44.2%) demonstrating the least progress over the 2015-2024 decade. 
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Table 6: DisCo Regulatory Compliance: Metering Penetration, Billing Accuracy, PIP Target Attainment, and Unrecovered Revenue 

(2015-2024) 

 

 

The aggregate estimated unrecovered revenue across all eleven DisCos, deriving from metering gaps, billing inaccuracies, and collection failures, 

amounts to approximately USD 945 million per annum. This structural revenue leakage, while multi-causal, is most pronounced in DisCos with 

the highest PRCI scores, where regulatory non-compliance generates least enforcement consequence. 

 

DISCUSSION 

1. The Political-Regulatory Capture Index: Analytical Utility and Limitations 

The Political-Regulatory Capture Index (PRCI) constructed in this study provides a novel diagnostic instrument for identifying and measuring the 

composite effect of political interference across multiple institutional channels simultaneously. The PRCI scores generated for Nigeria's eleven 

DisCos range from 1.9 (IKEDC) to 4.3 (YEDC), spanning the full spectrum from low-capture to high-capture environments. Multivariate 

regression analysis confirms that the PRCI is a statistically robust predictor of all four dependent variables: governance quality (beta = -0.62, p < 

0.001), regulatory compliance (beta = -0.58, p < 0.001), investor confidence (beta = -0.49, p < 0.01), and operational performance (beta = -0.55, p 

< 0.001). 

The PRCI's primary analytical contribution is its capacity to disaggregate the channels of political capture — distinguishing between capture 

through board composition, through tariff suppression, through enforcement attenuation, and through management instability — thereby enabling 

targeted policy interventions. Its principal limitation is data quality: governance disclosures by Nigerian DisCos remain inconsistent and are subject 

to reporting biases, particularly in politically sensitive areas such as board appointment processes. Future iterations of the PRCI should incorporate 

satellite-based energy access mapping data and mobile payment collection analytics as independent performance proxies less susceptible to 

reporting bias. 

2. Comparison with Uganda, Kenya, and South Africa 

Comparative analysis with other African utility governance contexts illuminates Nigeria's distinctive political capture dynamics. Uganda's Umeme 

Limited, which operated under a concession agreement from 2005 until its nationalisation in 2022, demonstrated that contractually guaranteed 

regulatory independence can deliver substantial performance improvements — ATC&C losses declined from approximately 38% in 2005 to 18% 

in 2020 — before political considerations eventually led to concession non-renewal (Eberhard & Godinho, 2017; World Bank, 2020). Kenya's 

Kenya Power, operating as a government-majority owned utility, has struggled with political management appointments but benefits from a more 

robust Energy and Petroleum Regulatory Authority (EPRA), which has maintained greater institutional independence from the executive than 

NERC has achieved in the Nigerian context. 

South Africa's ESKOM presents a cautionary case of the long-term consequences of deep political capture: what began as politically motivated 

procurement and appointment decisions during the State Capture era (2009-2018) ultimately generated over ZAR 450 billion in accumulated debt 

and contributed to protracted load-shedding affecting the entire South African economy (Bhorat et al., 2017; National Prosecuting Authority, 

2021). Nigeria's DisCo sector, while operating at smaller scale, exhibits several analogous early-stage capture dynamics that, if uncorrected, risk 

generating comparable systemic deterioration. 

3. The Electricity Act 2023: New Vectors of Political Risk 

The Electricity Act 2023's introduction of state-level regulatory authority creates a structurally ambiguous governance environment. On one hand, 

the Act provides a constitutional foundation for states with more governance capacity — Lagos State being the most prominent example — to 

DisCo Metering Rate 

2015 (%) 

Metering Rate 

2024 (%) 

Billing Accuracy 

2024 (%) 

PIP Target Met 

2024 

Estimated Unrecovered 

Revenue/yr (USD Mn) 

AEDC 23.1 44.2 61.3 No $142 

EKEDC 41.8 72.4 83.7 Yes $38 

EEDC 28.5 51.3 68.4 Partial $97 

IBEDC 24.2 43.8 60.1 No $153 

YEDC 11.2 22.4 38.6 No $78 

JEDC 17.4 38.1 55.2 No $86 

PHEDC 35.6 64.7 78.5 Partial $54 

BEDC 26.7 46.4 62.8 No $112 

KAEDCO 22.9 42.1 60.8 No $94 

KEDCO 30.1 56.3 71.2 Partial $67 

IKEDC 44.3 79.8 88.4 Yes $24 
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establish more commercially rigorous regulatory regimes closer to the operational realities of their franchise areas. On the other hand, for the 

majority of Nigerian states with weaker institutional infrastructure, state-level electricity regulatory agencies risk becoming even more susceptible 

to political capture than the federal NERC, as they operate without the reputational constraints of international oversight and with smaller technical 

teams. 

Ekumankama (2023) identified this risk in theoretical terms. The present study's empirical data provide early supporting evidence: in states where 

the Electricity Act 2023 has generated active regulatory contestation — including Rivers State, Edo State, and Enugu State — the uncertainty 

generated by overlapping federal-state jurisdictional claims has measurably reduced private investor appetite for metering and distribution 

infrastructure investment, as evidenced by reduced disbursements under the Central Bank of Nigeria's Nigeria Electrification Project (NEP) facility 

in these zones during 2024. 

4. Mechanisms of Political Interference: A Process Taxonomy 

Drawing on the qualitative interview data and document analysis, this study constructs a taxonomy of political interference mechanisms across 

four channels: (i) Appointment Interference, operating through informal presidential or gubernatorial direction of board nominations outside formal 

BPE shareholder processes; (ii) Tariff Compression, exercised through executive directives, legislative appropriation riders, and informal 

regulatory guidance from the Federal Ministry of Power; (iii) Enforcement Attenuation, implemented through ministerial phone calls to NERC 

commissioners, political support for legal challenges by DisCos against enforcement notices, and delays in NERC budget releases tied to 

enforcement compliance; and (iv) Asset and Contract Manipulation, involving politically influenced allocation of MAP contracts, metering 

equipment procurement, and distribution network rehabilitation contracts to politically connected vendors. 

These four mechanisms reinforce each other in a feedback architecture. Politically appointed executives facilitate asset manipulation; tariff 

compression generates revenue deficits that politically connected boards use to justify PIP non-compliance; enforcement attenuation removes the 

regulatory consequences that would otherwise discipline these behaviours; and the resulting governance deterioration generates further political 

leverage over DisCos struggling with liquidity crises. This self-reinforcing dynamic constitutes the structural mechanism of political-regulatory 

capture in the Nigerian electricity distribution context. 

 

CONCLUSION 

This study has presented a comprehensive empirical investigation of political interference, regulatory independence, and corporate governance in 

Nigeria's eleven electricity distribution companies over the period 2000 to 2025. The evidence is unambiguous in its direction and consistent across 

methodological approaches: political interference constitutes the primary systemic governance constraint on DisCo performance, regulatory 

compliance, and investor confidence. The Political-Regulatory Capture Index, constructed and validated in this study, provides a robust composite 

measure demonstrating that PRCI scores are strongly and negatively correlated with all measured governance and performance outcomes. 

Three principal conclusions emerge from the analysis. First, the privatisation framework's institutional design — while technically sound in its 

regulatory architecture — was insufficient to insulate the DisCo governance environment from informal political norms that pre-existed and 

survived the 2013 sector reform. Second, the cumulative revenue cost of politically motivated tariff suppression (estimated at USD 13.8 billion, 

2006-2025) represents a permanent structural constraint on DisCo investment capacity that cannot be resolved through operational efficiency 

improvements alone; it requires deliberate fiscal redress. Third, management tenure instability driven by political management transitions is one 

of the most tractable — and currently most neglected — governance intervention targets available to sector reformers. 

The Electricity Act 2023, while representing the most significant structural reform instrument since the EPSR Act 2005, creates both new 

opportunities and new risks. Realising its potential requires deliberate institutional design choices that insulate both federal and state regulatory 

bodies from political capture mechanisms identified in this study. 

 

POLICY RECOMMENDATIONS 

Based on the findings, this study advances a five-point reform architecture: 

1. Statutory NERC Funding Independence: Amend the Electricity Act 2023 to mandate funding of NERC exclusively through an 

independently administered levy on electricity transactions, removing NERC's budget from annual federal appropriations and thus 

eliminating a primary mechanism of executive financial leverage over the regulator. 

2. Mandatory Board Qualification and Independence Standards: Establish through regulation that a minimum of fifty percent of each 

DisCo's board must comprise certified independent directors with no first- or second-degree political connections, verified through a 

NERC-administered fit-and-proper assessment incorporating politically exposed person (PEP) screening. 

3. Tariff Freeze Compensation Mechanism: Introduce a statutory obligation that any government-directed tariff freeze or subsidy order 

must be accompanied by an appropriated fiscal compensation payment to the affected DisCo or DisCos within sixty days of the directive, 

indemnifying them for the MYTO-calculated revenue shortfall. 

4. NERC Enforcement Transparency Registry: Mandate real-time public disclosure of all NERC enforcement notices, including outcomes, 

timelines, and any modifications to sanctions, through a publicly accessible digital registry. This transparency mechanism reduces the 

political cost of enforcement attenuation by making political interference visible. 

5. DisCo Management Stability Covenants: Introduce mandatory performance covenants in DisCo distribution licences requiring a 

minimum average CEO tenure of thirty-six months, with licence suspension consequences for politically motivated (non-performance-

related) management changes, verified through an independent governance panel. 

These five recommendations are not individually sufficient but collectively constitute a systemic reform package that addresses the appointment, 

tariff, enforcement, and management stability dimensions of political capture simultaneously. Their implementation will require sustained political 

will from both federal and state governments — a prerequisite that the persistence of democratic accountability mechanisms and growing civil 

society advocacy for reliable electricity access may increasingly provide. 
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