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At the cenlre of the
crisisis awidening
mismatch belween
electricity generalion
growth and the capac-
ity of the distribution
network to deliver that
powerto end users.

BY MONITOR REFORTER

he sacking of two top bosses at
Uganda Electricity Distribution
Company Limited (UEDCL) at
the weekend has laid bare a deep
technical and operational cnsis that
has plagued the electnaty distributor
for years, mising fresh concerns about
the stability of Ugandas power sector.

An internal status report issued by
ULDCL on April 21 shows a utility un-
der mounting strain, battling ageing in-
frastructure, surming demand, system
overloads and persistent breakdowns
that have eroded efficiency and driven
up finanaal losses

In the report, UEDCL directly ap-
pealed to the Ministry of Energy and
Mineral Development for urgent inters
vention, warning that without imme-
diate investment, the system risks slid-
ingintoa deeper ansis,

*Support UEDCL's mobilisation of
funding for urgent network upgrade
to improve reliability, match invest-
ments across the value chain, support
the'Free Connections Policy'to connect
potential customers within 90 metres
of existing poles,” the document read
inpart.

At the centre of the crisis is a widen-
ing mismatch between electricity gen-
eration growth and the capadity of the
distribution network to deliver that
power to end users.

Uganda's domestic energy genera-
tign has grown steadily over the years,
reaching 7,827.5GWh in 2025, up from
6,573GWh in 2024, 5,582.77GWh in
2023 and 4,375.07GWhin 2020,

The 2025 figures represent a 19.09
percent increase, driven by rising do-
mestic demand and increased electric-
1ty exports to neighbouring countries.

About 72.73 percent of the total en-
ergy output in 2025—5,730.11GWh—
was generated from large hydro plants
along the River Nile.

Overstretched

Beneath this growth, however, lies
a distnbution network that is over-
stretched and deteriorating.

Nearly 40 percent of the infrastruc-
ture has outlived its lifespan and is now
womn outand dilapidated.

“This has resulted in frequent and
prolonged outages, poor power quality
(flickers & fluctuations), reliance on ex-
pensive backup power leading to high-
er production costs, overloaded trans-
formers and lines due to delayed im-
plementation, maintenance and in-
creased capital cost,” the UEDCL report
stated.

The scale of infrastructure decay is ev-
ident across the network. Of 94 trans-
formers assessed, 36 were critically
loaded and require urgent upgrades,
while 47 percent are more than 30
yearsold.

About 20 percent have failing compo-
nents, including on-load tap changers.
Similarly,21 percent of the 973 protec-
tion relays were found obsolete and in
need of replacement, while 43 percent
of 145 battery banks and charging sys-
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AUEDCL stafTata power sub-station. An internal report by UEDCL shows a utility under strain. PHOTO/ FILE

tems require complete overhaul.

The structural integrity of the distri-
bution network is also compromised.
Of the 444,927 medium-voltage pole
structures, 12.5 percent are in poor con-
dition and need replacernent.

For low-voltage poles, 26.7 percent of
the 868,482 structures are in a similar
state.

Of the 26,577 distribution transform-
ers, 12 percent are overloaded, while
74 percent lack protection features on
both high- and low-voltage sides, expos-
ing them to damage.

Several substations are operating far
beyond safe limits. Mutundwe substa-
tion is running at 130.2 percent of ca-
pacity, Busunju at 124.2 percent,Kajjan-
si at 104.6 percent, and Lugogo is al-
most at full capacity.

Experts say loading substations be-
yond 80 percent violates prudent utili-
ty practice and increases the risk of pre-
mature asset failure and outages.

A source within UEDCL, who request-
ed anonymity, said the problem ex-
tends tomajor feeders and distribution
lines, many of which are heavily over-
loaded.

“There are feeders like the 33kV
Namugongo (408A),496A is loaded into
it (121.6 percent), the 11kV Kigo of 300A
now runs at 430A (143.3 percent),and
11kV Nansana meant to carry 390A
now 495A (126.9 percent),” the source
said.

“That overload violates prudent util-

ity practice of at most 80 percent load-
ing.1t also explains the constant outag-
es due to capacity constraints of these
lines and greatly compromises the
quality of supply”the source added.

The operational impact has been sig-
nificant. Between May 2025 and March
2026, UEDCL recorded total outage du-
mia? 0f4,486 59 hours, resultingin en-
ergy losses of 20.75GWh, equivalent to
about Shs12.33 billion.

' The situation is compounded by

weaknesses in the transmission net-

work operated by Uganda Electrici-
ty Transmission Company Limited
(UETCL).

In March 2026 alone, UEDCL re-
corded 46 transmission-related in-
terruptions lasting a combined
299.06 hours, resulting in a loss of
1.44GWh—valued at about Shs790
million.

“Outages on the transmission grid
greatly impact the performance
of the distribution network down-
stream.... the distribution network is
rendered prone to vandalism due to
prolonged outages on the backbone,”
the report noted.

The Energy ministry moved on May
2 to dismiss Board chairperson Lyd-
ia Ochieng-Obbo and send Manag-
ing Director Paul Mwesigwa on forced
leave, appointing an interim leader-
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Energy minister Ruth Nankabirwa
described the move as part of “routiné
governance and oversight procedures
aimed at strengthening institutional
performance, accountability, and service
Rl

However, sources say the decision was
also influenced by rising energy losses
following UEDCL's takeover of electria-
ty distribution from Umeme Limited in
Aprl202s.

Energy losses

Documents show that energy loss-
es stood at 19.12 percent in the second
quarter of 2025, before declining slight-
Iy to 18.11 percent and 18.42 percent in
subsequent quarters—well above the
target of 13.65 percent. o

An assessment of the distribu-
tion sub-sector performance shaws
that demand grew from 986.4MW to
1,217.7MW (28.5 percent) between April
2025 and March 2026, while the number
of customers rose from 2.45 million to
2.76 million.

Monthly energy purchases increased
from 534.6GWh in January 2025 to
622.7GWh in March 2026, with daily av-
erages rising from 17.1GWh t0 20.1GWh.

Despite this growth, investment in dis-
tribution infrastructure has lagged, leav-
ing the system unable to cope with ris-
ing demand.

“How can you not have energy loss-
es when the network you inherited is
poor?”the source wondered.“There are
breakdowns everywhere, substations
are full and overloaded, there is tripping
everywhere"the source added.

In an earlier report to the minister,
UEDCL detailed how operational chal-
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The operational consequen,, B |
been severe. In 2025 alone, the . s,
sion network experienced hyy, ;_’Prn.’
breakdowns, triggering unphnn"-‘d\ ;
sheddingand energy losses, — Ulig

Technical faults ranged fyy,
former overloads and broken,
tors to transient line faults. £

For instance, a shattereq ins,
along the Rugonjo-Nkonge “r"h“
gered a fault that forced a :e 2
shift to the Masaka West-Mbaz.'* /73
line, causing further overlg
tem instability,

The incident led to Separatiop,
Uganda-Rwanda grid, reversy) Q,r‘r"‘:
er flows and eventual isolation o *
substationsin western Uganda,

In a separate incident at Bujap,)
station,busbar protection failum';,l'f(?
multiple circuits, leading to the |,
more than 340MW of generatig, ,
Bujagali and Isimba dams.
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mand.

Several lines, including Mutundy,,
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According to the Ministry of g,
unplanned load shedding in 39 %
sulted in 6.93GWh of unsupplied :!
BY.a sharp increase from previcys ,, =
Transmission faults alone acmumé; 5
12.75GWh of lost energy. 4

UETCL Manager Control Brigp,
sereka noted that key substations, =
as Kawanda experienced repeateg k|
load trips, disrupting supply 1o laE
parts of the country. !

“It is important that UET(], ,
dites the procurement and inst5| lat;
of shunt reactors in the syster, r.a:;"
voltage control”he said. 4

Overall, the data underscores a
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