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CASE STUDY: CEYLON ELECTRICITY BOARD (CEB) IN SRI 

LANKA 
 

Navigating Sri Lanka’s 2022 Power Crisis: An Integrated Case Study of Ceylon 

Electricity Board’s Crisis Management, Risk Response and Operational 

Challenges 

 

Company Overview 

The Ceylon Electricity Board (CEB) is a statutory body established under the Ceylon Electricity Board 

Act No. 17 of 1969. It operates within Sri Lanka's electricity-sector regulatory framework and is 

responsible for major activities related to electricity generation, transmission, distribution and supply. 

CEB also maintains the national transmission network, plans future generation capacity and purchases 

electricity from Independent Power Producers (IPPs) and renewable-energy producers. 

This vertically integrated structure makes CEB strategically important to Sri Lanka because 

operational or financial problems within the organization can directly affect the country's electricity 

supply. At the end of 2022, CEB employed approximately 21,522 permanent employees, supported by 

trainees, casual employees and contract workers. This large and technically specialized workforce also 

makes employee continuity and labor relations important during a national electricity crisis. 

The 2022 power crisis provides an important real-world case for examining how a public utility 

responds when economic, financial, operational, technological and human-resource risks occur 

simultaneously. 

Subsidiaries and Joint Venture 

Company CEB 

Ownership 

Principal Activity 

Lanka Electricity Company 

(Pvt) Ltd (LECO) 

55.2% Purchases electricity in bulk from CEB and 

distributes it within designated franchise areas. 

LTL Holdings (Pvt) Ltd 63% Holding company with interests in power 

generation and electricity-related manufacturing 

and infrastructure. 

Lanka Coal Company (Pvt) Ltd 60% Supplies coal for the Lak Vijaya Coal Power Plant. 

Sri Lanka Energies (Pvt) Ltd 100% Provides manpower for CEB operational services. 

Trincomalee Power Company 

Ltd 

50% Joint venture associated with power-development 

activities at Sampur. 

 

Background: The Power Crisis 2022  

Sri Lanka's wider economic crisis in 2022 directly affected CEB because of its dependence on imported 

fuel. Depleted foreign-exchange reserves, sovereign debt problems and rupee depreciation made it 

increasingly difficult to secure sufficient coal and fuel oil for thermal power generation. Consequently, 

CEB faced severe generation constraints and introduced nationwide rolling power cuts of up to 13 

hours per day. Total un-served energy reached 799.2 GWh during 2022. 

However, the crisis was not caused only by the external economic shock. It also exposed structural 

weaknesses within the electricity sector. CEB's end-user tariff had not been revised since 2014, despite 
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increasing fuel, coal and import costs. In addition, tariff approval was under the regulatory authority 

of PUCSL rather than CEB. 

The crisis was further complicated by labour and governance tensions. In June 2022, approximately 

900 of CEB's 1,100 engineers went on strike, temporarily affecting eight hydropower plants with 

around 1,000 MW of capacity. Therefore, the crisis resulted from an interaction between external 

economic shocks and internal structural weaknesses. 

Crisis Timeline (2021-2023) 

Period  Development 

2021 National economic pressure builds depleting foreign reserves, rising import 

costs; CEB's tariff remains frozen since 2014. 

Early 2022 Foreign-exchange shortage intensifies; fuel and coal import difficulties emerge; 

CEB struggles to secure shipments. 

Mar-Aug 2022 Fuel shortages force scheduled nationwide power cuts (up to 13 hours/day); 

total unserved energy for the year reaches 799.2 GWh. 

Jun 2022 CEB requests a 229% tariff increase from PUCSL; separately, 900 CEB 

engineers strike, idling 1,000 MW of hydropower capacity. 

10 Aug 2022 PUCSL approves a 75% tariff increase the first revision since 2014, but 

insufficient to prevent a record annual loss. 

Dec 2022 CEB ends the year with a net loss of LKR 272.9 billion and accumulated 

payables of LKR 524.8 billion. 

Jan-Feb 2023 Jan–Feb 2023 Government mandates a cost-reflective tariff and ends subsidy 

support; CEB models 20 dispatch scenarios and secures a 66% tariff increase 

(effective 15 Feb 2023), restoring 24×7 supply. 

2023(rest of year Further tariff adjustments (a 14.2% cut in Sept, an 18% rise in Oct) under a new 

quarterly review cycle; CEB posts a net profit of LKR 61.24 billion for the year. 

 

Root Causes of the 2022 power crisis on CEB 

The Immediate Forex & Import Collapse 

• The Dollar Shortage: Sri Lanka lacked the liquid US dollars required to clear fuel and coal 

shipments arriving at the Colombo port. Ships sat stranded at sea demanding payment, while 

local power stations stood completely idle. 

• The CEB-CPC Debt Loop: The CEB owed billions of rupees to the Ceylon Petroleum 

Corporation (CPC) for previous fuel deliveries. Suffering its own financial strain, the CPC 

refused to issue fuel to the CEB on credit, creating an internal government deadlock. 
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Strategic & Policy Failures 

• Stagnant Generation Capacity: For nearly a decade prior to 2022, the CEB failed to 

commission a single major, low-cost baseline power plant to keep up with the country's 

growing electricity demand. 

• Blocked Renewable Energy Transitions: Rigid bureaucracy, prolonged tender processes, and 

internal institutional resistance heavily delayed the large-scale integration of cheap, non-

conventional renewable energy (solar and wind) into the grid. 

Severe Financial Inefficiencies 

• Non-Cost-Reflective Subsidies: For years, political decisions kept electricity tariffs 

artificially low. The CEB was legally mandated to sell electricity to consumers far below its 

actual production cost. This drained the institution's cash reserves, leaving it with zero financial 

buffer when global energy prices skyrocketed due to the 2022 Russia-Ukraine war. 

The Critical Rainfall-to-Fuel Dynamic 

The core operational vulnerability of the CEB is its extreme reliance on weather patterns to dictate its 

financial health: 

• The Hydro Cushion: Combined, all hydropower sources (Major Hydro + Mini-Hydro) total 

roughly 34.4% (35%) of the nation’s power grid. During the wet monsoon months, this share 

routinely surges past 50%. Because water is free, the CEB's generation costs plummet, keeping 

the utility financially stable. 

• The Thermal Pivot: During the dry season (January to April), hydropower collapses to below 

20%. The CEB must mathematically replace that missing 15%-20% gap by firing up thermal 

oil and diesel plants. 

• The Cost Trap: In 2022, while hydro cost just LKR 2.00 – 4.00 per unit, private diesel power 

cost between LKR 49.00 to over LKR 130.00 per unit. Because the CEB was selling power at 

an average rate of just LKR 17.00 per unit, the dry season forced the utility to take catastrophic 

losses on every kilowatt-hour generated, triggering a total financial collapse. 

The Composition of Sri Lanka's Power Grid 

The electricity supplied to consumers is generated by a combination of state-owned CEB plants and 

private developers. Hydropower forms the variable foundation of the grid, while fossil fuels act as the 

costly stabilizer. Based on recent consolidated data from the Central Bank of Sri Lanka (CBSL) and 

operational data logs from the CEB, the typical electricity generation share is distributed as follows: 

Energy Source 

Category 

Specific Component Grid 

Share 

(%) 

Ownership Type 

Fossil Fuels CEB Thermal Coal (Norochcholai) 21.8% State-Owned (CEB) 

Fossil Fuels IPP Thermal Oil 11.1% Private (Independent) 

Fossil Fuels CEB Thermal Oil & Gas Turbines 7.1% State-Owned (CEB) 
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Major Hydropower Mahaweli Hydro Complex 14.8% State-Owned (CEB) 

Major Hydropower Laxapana Hydro Complex 9.2% State-Owned (CEB) 

Major Hydropower Samanala Hydro Complex 4.2% State-Owned (CEB) 

New Renewables 

(NCRE) 

SPP Solar (Rooftop & Utility) 18.2% Private / Domestic 

New Renewables 

(NCRE) 

SPP Mini-Hydropower (<10MW) 6.2% Private (Small Power) 

New Renewables 

(NCRE) 

CEB Wind Power (Thambapavani) 3.4% State-Owned (CEB) 

New Renewables 

(NCRE) 

SPP Wind Power 3.2% Private (Small Power) 

New Renewables 

(NCRE) 

SPP Biomass 0.7% Private (Small Power) 

10-Year Historical Electricity Generation Mix (2014–2023) 

To understand the structural buildup to the 2022 crisis, the 10-year historical generation mix (in GWh) 

illustrates the long-term dependency on weather patterns and fossil fuel imports: 

Year Major 

Hydro 

Coal 

(Norochcholai) 

Thermal Oil / 

Diesel 

Renewable Energy 

(Solar, Wind, Mini-

Hydro) 

Total 

Generation 

(GWh) 

2014 3,634 GWh 

(32.0%) 

3,203 GWh 

(28.2%) 

3,348 GWh (29.5%) 1,173 GWh (10.3%) 11,358 

2015 4,904 GWh 

(37.4%) 

4,432 GWh 

(33.8%) 

2,298 GWh (17.5%) 1,462 GWh (11.2%) 13,096 

2016 3,481 GWh 

(24.5%) 

5,066 GWh 

(35.7%) 

4,341 GWh (30.6%) 1,304 GWh (9.2%) 14,192 

2017 3,059 GWh 

(20.8%) 

5,103 GWh 

(34.8%) 

5,238 GWh (35.7%) 1,280 GWh (8.7%) 14,680 

2018 5,149 GWh 

(33.5%) 

4,764 GWh 

(31.0%) 

3,923 GWh (25.6%) 1,513 GWh (9.9%) 15,349 

2019 3,782 GWh 

(23.8%) 

5,435 GWh 

(34.2%) 

4,803 GWh (30.2%) 1,885 GWh (11.9%) 15,905 

2020 3,908 GWh 

(24.9%) 

5,798 GWh 

(37.0%) 

3,822 GWh (24.4%) 2,139 GWh (13.7%) 15,667 

2021 5,639 GWh 

(33.8%) 

5,309 GWh 

(31.8%) 

3,115 GWh (18.6%) 2,642 GWh (15.8%) 16,705 

2022 5,364 GWh 

(33.5%) 

4,491 GWh 

(28.1%) 

2,752 GWh (17.2%) 3,382 GWh (21.2%) 15,989 

2023 4,640 GWh 

(29.6%) 

4,815 GWh 

(30.7%) 

2,860 GWh (18.2%) 3,365 GWh (21.5%) 15,680 
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Key Observations from 10-year historical electricity generation mix 

Extreme Sensitivity to Rainfall Patterns 

• Hydropower Fluctuations: Major hydropower is volatile, fluctuating between a high of 

37.4% (4,904 GWh in 2015) and a low of 20.8% (3,059 GWh in 2017).  

• The Oil Swap: Whenever hydropower drops due to dry weather or droughts, the grid 

immediately relies on expensive Thermal Oil/Diesel [cite: 1, 4]. For instance, in 2017, when 

hydro fell to 20.8%, thermal oil reached its peak grid contribution of 35.7% (5,238 GWh). 

Heavy Baseline Dependence on Coal 

• Grid Anchor: Coal generation (Lakvijaya/ Norochcholai) remained the primary, rigid baseline 

power source for Sri Lanka throughout the decade [cite: 2, 4]. 

• Consistent Load: Coal provided roughly 28% to 37% of the country's total electricity every 

year, peaking at 5,798 GWh (37.0%) in 2020. Any operational failure or breakdown at 

Norochcholai immediately destabilized the national grid.  

 Constant Vulnerability to Imported Fossil Fuels 

• Over half of energy was imported: Combined fossil fuels (Coal + Thermal Oil) accounted 

for 55% to 65% of total annual generation in most years (e.g., reaching 70.5% in 2017).  

• Forex Shock Trigger: Because Sri Lanka relied on foreign currency to purchase foreign fuel 

and coal, any sudden foreign reserve shortage (as in 2022) directly translated into instant power 

failure.  

Significant Growth of Non-Conventional Renewable Energy (NCRE) 

• Capacity Expansion: Renewable energy (Solar, Wind, and Mini-Hydro) saw continuous 

progress, expanding from 1,173 GWh (10.3%) in 2014 to 3,365 GWh (21.5%) in 2023.  

• Buffer During Crisis: In 2022 and 2023, renewable generation surpassed 21% of the total 

mix, providing vital low-cost support to the grid while fossil fuel imports were restricted.  

Demand Growth & Post-Crisis Demand Destruction 

• Pre-Crisis Growth: National electricity demand steadily increased from 11,358 GWh in 2014 

to a peak of 16,705 GWh in 2021 (an approximate 47% demand expansion).  

• Post-Crisis Decline: Total generation fell to 15,989 GWh in 2022 and 15,680 GWh in 2023. 

This reduction reflects power outages, economic contraction, high cost-reflective electricity 

tariffs, and widespread adoption of rooftop solar systems.  

Impact on Ceylon Electricity Board 

Operational Impact 

The most immediate impact was on CEB's ability to provide a reliable electricity supply. Fuel and coal 

shortages reduced available generation capacity and forced CEB to introduce scheduled and rotational 

power cuts. Power interruptions reached up to 13 hours per day, while total un-served energy reached 

799.2 GWh. 
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CEB also had to continuously revise generation-dispatch scenarios by considering fuel availability, 

hydropower inflows, transmission constraints and electricity demand. Normal generation planning 

therefore became a continuous crisis-management activity. 

Financial pressure also affected routine operations. Approximately 36,000 new electricity service 

connections accumulated as a backlog because some routine activities had to be reduced to conserve 

cash. Maintenance activities were also affected, while ageing generation equipment created additional 

operational pressure. 

The crisis therefore affected not only electricity generation but also maintenance, distribution, 

customer services and overall operational continuity. 

Financial Impact 

The financial impact of the crisis was severe. CEB's direct generation cost increased by 107% 

compared with 2021, while total operating costs increased by 65%. Electricity sales revenue increased 

from LKR 248.8 billion in 2021 to LKR 308.5 billion in 2022, but cost of sales increased much faster, 

from LKR 266.6 billion to LKR 430.5 billion. Consequently, CEB recorded a gross loss of 

approximately LKR 122.1 billion. 

CEB's net loss was approximately LKR 272.9 billion in 2022, while accumulated payables reached 

approximately LKR 524.8 billion. Major creditors included the Ceylon Petroleum Corporation, private 

power producers and renewable-energy producers. 

Finance expenses also increased substantially. CEB's finance expenses increased from around LKR 20 

billion to LKR 41.8 billion, while the organization obtained approximately LKR 101.5 billion in new 

borrowings. The crisis therefore became a financial and liquidity crisis as well as an electricity-supply 

crisis. 

The financial deterioration was not simply a temporary consequence of higher fuel prices. It exposed 

a structural weakness in CEB's financial model. The combination of non-cost-reflective tariffs, high 

dependence on imported fuel, foreign-exchange shortages and accumulated supplier obligations 

created a cycle in which higher generation costs increased losses, while the resulting liquidity shortage 

further reduced CEB's ability to secure fuel and maintain operations. Therefore, the crisis transformed 

an external economic shock into an internal financial and operational crisis. This indicates that CEB's 

resilience cannot depend only on emergency financial support; it requires a sustainable tariff 

mechanism, stronger liquidity management and reduced exposure to imported energy costs. 

Human Resource and Labour Impact 

The crisis placed considerable pressure on CEB's workforce and labour relations. In June 2022, 

approximately 900 out of 1,100 engineers went on strike. The industrial action temporarily affected 

eight hydropower plants with around 1,000 MW of generation capacity. 

This demonstrated that operational continuity depended not only on fuel and financial resources but 

also on effective employee and stakeholder management. The incident demonstrates that human-

resource issues could become system-wide operational risks in a technically specialized utility.  

Despite the crisis, CEB continued employee development. Approximately 6,000 employees were 

trained during 2022, with some training shifted online to reduce costs. 

Corporate Governance and Stakeholder Impact 

The crisis involved a wide range of stakeholders, including the Government, PUCSL, consumers, 

businesses, employees, trade unions, IPPs and renewable-energy producers. CEB therefore had to 

manage both technical problems and competing stakeholder expectations. 
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A major governance challenge concerned electricity tariffs. CEB requested a 229% tariff increase, 

while PUCSL approved a 75% increase in August 2022. This reflected the tension between CEB's 

need to recover its costs and consumers' ability to absorb higher electricity prices. 

The engineers' strike also demonstrated how labour and governance disputes could become operational 

risks. CEB therefore needed stronger communication, consultation and stakeholder coordination 

during major sector reforms. 

CEB's Crisis Management Strategies and Recovery 

1. Restoration of 24×7 Power Supply 

CEB's General Manager's Review confirms that continuous (24×7) power supply was restored 

from 15 February 2023, achieved through a coordinated set of crisis-response actions 

developing optimal generation dispatch scenarios, securing a cost-reflective tariff, obtaining 

additional generation capacity, timely fuel/coal procurement, careful maintenance scheduling, 

and expediting renewable-energy grid connections. 

 

2. Scenario-Based Dispatch Planning (20 Scenarios) 

To comply with the government's January 2023 directive for a cost-reflective tariff, CEB's 

professional team analyzed 20 different generation-dispatch scenarios factoring in existing 

tariffs, coal availability, hydro inflow variability, scheduled plant outages, transmission 

constraints and demand forecasts using simulation software to identify the optimal scenario, 

which underpinned the tariff proposal submitted on 5 January 2023. 

 

3. Sequential Tariff Adjustments 

The report documents the full tariff-adjustment sequence through 2023: a 66.2% increase 

approved 15 February 2023; a subsequent proposal in May resulting in a 14.2% PUCSL-

approved reduction; an emergency tariff proposal in September amid drought-driven thermal 

reliance; and an 18% increase approved 17 October 2023, alongside the shift to a quarterly 

tariff-review cycle. 

 

4. Debt Restructuring and Liquidity Recovery 

Accumulated payables of LKR 524.8 billion as of December 2022 (major creditors: Ceylon 

Petroleum Corporation LKR 71.3bn, Private Power Producers LKR 96.6bn, Renewable Energy 

Producers LKR 36.6bn) were reduced to LKR 444.1 billion by end-2023, supported by the 

operationalization of the Bulk Supply Transaction Bank Account (BSTA) and decentralization 

of revenue collection processes. 

 

5. Return to Profitability 

CEB reported a net profit of LKR 61.24 billion in 2023, described in the report as "a significant 

turnaround after continuous losses from 2016 to 2022," attributed to the combined tariff, 

operational and financial-management strategies. 

 

6. Emergency Infrastructure Interventions 

Concrete emergency actions taken during the crisis-recovery period include: taking over and 

refurbishing the 163 MW Sojitz Combined Cycle Plant (renamed KCCP2) in April 2023; 

constructing the 24 MW Dakunu Janani diesel plant in Hambantota within 32 days by 

relocating generators from Kolonnawa and Thulhiriya; resolving the delayed 220kV New 

Polpitiya–Hambantota transmission line dispute (completed August 2023); and clearing the 

backlog of 36,000 delayed service connections. 
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Risk Management and Resilience 

The 2022 crisis demonstrated that CEB was exposed to several interconnected risks. Effective 

resilience therefore requires a combination of financial, operational, supply and stakeholder risk 

management. CEB's own risk reporting confirms this: it operates under a formal, board-governed risk 

management framework applying a three-lines-of-defense model the Finance Division as the first line, 

the Corporate Management Team as the second line, and the Board Audit Committee/External Auditor 

as the third line with the Board of Directors holding ultimate responsibility for establishing and 

overseeing the framework (CEB Annual Reports 2022 and 2023, Financial Risk Management). 

1. Foreign-Exchange and Fuel-Supply Risk 

Dependence on imported fuel exposed CEB to foreign-exchange shortages and international 

fuel-price changes. A key long-term response is to reduce import dependence through energy 

diversification and renewable generation. This is reflected directly in CEB's risk reporting: 

Exchange Rate Risk and Commodity Risk are both formally rated "High" in CEB's risk register, 

with mitigation actions including forward contracts, foreign-currency billing arrangements, 

advance currency bookings, priority import lists, and fixed-price/renegotiated supply contracts. 

Fuel Supply Risk is separately named as a standing technical risk, given that nearly half of 

CEB's generation depends on imported coal and fuel oil, with fuel diversification, long-term 

fuel contracts, expanded storage, and contingency planning listed as mitigation strategies. 

2. Financial and Liquidity Risk 

The LKR 524.8 billion accumulated payables demonstrated the severity of CEB's liquidity 

exposure. CEB therefore needs continuous monitoring of liquidity, debt maturities, foreign-

exchange exposure, fuel-price risk and supplier obligations. Stronger cash buffers can reduce 

reliance on emergency financing. CEB's risk register rates both Interest Rate Risk and Liquidity 

Risk as "High," with mitigation strategies including negotiated fixed-rate financing, debt 

moratoriums, negotiated settlements, and facility restructuring. In practice, these were applied 

through the fixed-coupon 9.35% five-year debentures issued to hedge interest-rate exposure, 

and the prioritized settlement of NCRE and IPP payments to protect liquidity. 

3. Operational and Supply-Security Risk 

The crisis showed that fuel and other supply disruptions can rapidly affect the entire electricity 

system. CEB should therefore maintain formal emergency fuel plans, diversified procurement 

arrangements and regularly updated generation-dispatch scenarios. CEB's Technical Risk 

Management reports name this formally as the "Risk of Insufficient Generating Capacity" 

where delays in planned generation additions erode reserve margins and can lead to load 

shedding or system failure and "Network Expansion Risk," covering delays in transmission 

projects and ageing grid equipment, mitigated through asset management principles designed 

to detect equipment failure in advance. 

4. Hydrological and Climate Risk 

Hydropower availability depends on water resources and rainfall conditions. Therefore, CEB 

needs generation planning that considers different hydrological conditions and avoids 

excessive dependence on a single generation source. Scenario-based planning can support 

better preparation for such fluctuations. It should be noted that CEB's own risk reports do not 

list hydrological or climate risk as a separately named, rated risk category; the concern appears 

in narrative operational discussion rather than in the formal Financial or Technical Risk 

Management registers. 
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5. Labour and Stakeholder Risk 

The engineers' strike showed that labour disputes can become operational risks during a crisis. 

CEB should therefore strengthen early consultation with employees, trade unions, 

Government, PUCSL, consumers and power producers when major reforms are introduced. 

CEB's Technical Risk Management reports separately name "HR Risk" (retaining a skilled and 

motivated workforce) and the "Risk of Public Perception and Policy Change" noting that the 

electricity sector attracts disproportionate media, NGO and political scrutiny relative to its 14% 

share of national energy use, creating pressure on consistent long-term planning. 

Overall, the case demonstrates that CEB's resilience should move beyond emergency responses 

towards proactive risk identification, scenario planning and contingency preparation. 

Sustainability and Long-Term Resilience 

1. Renewable Energy and Energy Diversification 

2022: Total renewable energy contribution reached 52.1% of generation (including CEB hydro 

and wind); rooftop solar capacity grew 29% during the year to reach a total of 535 MW, 

while grid-connected solar capacity increased 30%.  

 

2023: Renewable contribution was 50.0% of total generation described as "a significant stride 

towards a more sustainable and environmentally conscious energy mix." 150 MW of 

new renewable capacity was added (117 MW rooftop solar, 9 MW ground solar, 15 MW 

wind, 5 MW mini-hydro, 4 MW biomass), with CEB introducing a new "Net Plus Plus" 

model allowing rooftop leasing to third parties. 

  

2. Financial Sustainability 

2022:Tariff Methodology was revised in January 2021, transferring UNT-setting responsibility 

to CEB from PUCSL; despite a 75% tariff increase (Aug 2022, first since 2014), CEB 

still posted a net loss of LKR 272.9 billion, showing the tariff was "insufficient." 

2023: Tariff review moved to a quarterly cycle; by year-end, arrears to rooftop solar producers 

and local suppliers were fully settled, NCRE arrears cut to LKR 26.2 billion, IPP 

payments reduced to LKR 52.6 billion (from 96.6bn), and CPC payments reduced to zero 

(from 71.3bn), aided by a LKR 126.2 billion Treasury capital infusion.  

 

3. Infrastructure and Grid Resilience 

2022: Transmission Division's statutory role in building/maintaining transmission 

infrastructure and ensuring system reliability is formally described, alongside ongoing 

transmission project tracking.  

2023: Over LKR 28 billion in transmission projects completed; the 350 MW Kerawalapitiya 

(Sobadhanavi) plant first base-load thermal construction in 8 years, earlier delayed by 

2022's crisis-driven Force Majeure continued progressing with PPA amendments signed 

Nov 2023.  

 

4. Operational Efficiency and Reliability 

Both years Technical Risk Management reports identically state that ageing grid equipment 

(20+ years old in places) creates reliability risk, mitigated "to some extent by adopting Asset 

Management principles that enable [CEB] to foresee failure events in advance" showing this is 

a continuous, not one-year, practice. 
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International Comparison 

Bangladesh Vs Sri Lanka 

Feature / Aspect 

 
Bangladesh's Crisis & Recovery Sri Lanka's Crisis & Recovery 

Core Trigger Global fuel price shock causing 

massive import deficits. 

Sovereign debt default and zero 

foreign currency reserves. 

Primary Economic 

Hit 

Devastated the Garment Sector via 

6–12-hour blackouts. 

Total economic collapse affecting 

food, fuel, and medicine. 

Political Outcome Rationed power to protect reserves; 

temporary public protests. 

Hyperinflation and mass unrest 

that ousted the president. 

Financial Bailout Secured a $4.7 billion IMF loan + 

$2.75 billion ITFC fuel fund. 

Stabilized via an aggressive IMF 

restructuring program. 

Energy Strategy 

Shift 

Transitioning to domestic gas 

exploration and regional hydropower. 

Implemented sharp tax hikes and 

cost-reflective utility pricing. 

Green Energy Focus Targeting 10,000 MW of solar 

power by 2030. 

Restructuring the state electricity 

board for private investment. 

 

India Vs Sri Lanka 

Feature 

 
India's Crisis & Recovery Sri Lanka's Crisis & Recovery 

Root Cause Unseasonal heatwave + internal 

railway logistics bottleneck. 

Macroeconomic collapse + total 

exhaustion of foreign cash 

reserves. 

Max Power Cuts 2 to 8 hours daily (limited to specific 

states). 

10 to 13 hours daily (nationwide 

collapse). 

Fuel Availability Plenty of domestic coal available; just 

stuck at mines. 

Absolute zero fuel at ports due to 

lack of US Dollars. 

Impact on Transit Over 1,100 passenger train trips 

cancelled to prioritize coal freight. 

Total public transit freeze; days-

long queues for fuel at petrol 

stations. 

Impact on Health Power to major hospitals kept active 

and highly protected. 

Emergency surgeries done by 

mobile flashlights; medicine 

shortages. 

Impact on Schools Schools remained open despite high 

summer discomfort. 

Schools shut down entirely; exams 

postponed due to paper shortages. 

How They 

Recovered 

Logistical Overhaul: Prioritized 

freight trains, forced coal imports, and 

capped energy prices. 

External Bailouts: Received 

Indian fuel credit lines, secured an 

IMF bailout, and raised electricity 

tariffs. 
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IMF Influence on CEB's Recovery and Reform 

1. CEB is a structural benchmark (SB) in itself 

Maintaining cost-recovery level of the end-user electricity tariff schedule" is a continuous 

Structural Benchmark under the EFF programme, meaning CEB's tariff policy is a formal, 

monitored condition of the IMF loan, not just a side issue. 

 

2. CEB losses directly created a program compliance failure 

When PUCSL approved a 20% tariff cut in January 2025 (against CEB's own proposal), CEB 

posted Rs 18 billion in operating losses in Q1 2025 this caused the continuous SB on cost-

recovery electricity pricing to be assessed as "not met." This is a direct case of CEB's financial 

performance breaking an IMF program target. 

 

3. CEB losses = contingent fiscal risk to the whole government 

The IMF explicitly frames CEB's losses (covered via bank overdrafts and supplier arrears) as 

"significant contingent fiscal risks" meaning if CEB can't cover its own costs, the risk of a 

bailout/debt eventually lands on the central government's fiscal position, which the IMF closely 

tracks under the program's fiscal targets. 

 

4. CEB's legacy debt is a program repayment condition 

CEB's remaining legacy debt (Rs 180 billion as of end-2024) is required to be settled, with 

repayment built directly into the electricity tariff calculation starting June 2025 i.e., IMF 

conditionality shapes how much ordinary consumers pay. 

 

5. CEB-PUCSL disputes triggered a new Prior Action and new SB 

Disagreements between CEB and PUCSL prevented the BSTA (Bulk Supply Transaction 

Account) mechanism from triggering an automatic 10% tariff adjustment in March 2025. This 

forced the government to amend BSTA guidelines as a Prior Action (a condition that had to 

be met before the IMF Board could even approve this review), and led to a new Structural 

Benchmark requiring quarterly parliamentary reporting on cost-recovery pricing. 

 

6. IMF staff flagged governance concerns specifically about CEB 

The report states staff "remain concerned about governance elements of electricity cost-

recovery moving forward" this is a direct institutional critique of how CEB/PUCSL decision-

making works, separate from just the numbers. 

 

Recommendations 

Recommendations in a case study or business report serve as actionable solutions directly designed to 

fix the specific root causes and structural vulnerabilities identified in the analysis. Without clear 

evidence tying a recommendation to a real operational or financial failure, the recommendation 

remains an unproven opinion rather than a professional strategic solution. 

Each strategic recommendation for the Ceylon Electricity Board (CEB) is grounded directly in data 

and events from the 2022 Sri Lankan power crisis: 

 

1. Maintain a Transparent Cost-Reflective Tariff Mechanism 

The Evidence: Electricity tariffs were frozen for 8 years (2014–2022) while fuel and import 

costs continuously rose. This gap caused a net loss of LKR 272.9 billion and accumulated 

payables of LKR 524.8 billion in 2022. Implementing a 66% tariff increase in February 2023 
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along with quarterly adjustments helped CEB turn around to a net profit of LKR 61.24 billion 

in 2023. 

Why it's recommended: Regular, formula-based updates prevent massive, sudden price 

shocks and stop debt from accumulating. 

 

2. Accelerate Renewable Energy Expansion 

The Evidence: Heavy reliance on foreign coal and fuel oil left CEB vulnerable when foreign 

exchange reserves dried up, resulting in up to 13-hour daily power cuts and 799.2 GWh of 

unserved energy. Increasing renewable generation from 50.0% in 2023 to 53.5% in 2024 

directly boosted grid stability. 

Why it's recommended: Indigenous renewable energy (solar, wind) eliminates foreign 

exchange exposure and insulates the national grid from international fuel price spikes. 

 

3. Strengthen Financial Risk and Liquidity Management 

The Evidence: CEB’s finance expenses skyrocketed by 104% to LKR 41.8 billion in 2022 due 

to late-payment interest charges and LKR 101.5 billion in new emergency borrowings. Cash 

flow strains also created a backlog of 36,000 pending customer service connections. 

Why it's recommended: Building financial liquidity buffers during profitable years prevents 

reliance on high-interest emergency borrowing and ensures routine operations continue during 

macro-economic downturns. 

 

4. Strengthen Operational Contingency and Supply Planning 

The Evidence: Thermal power generation relied on emergency dispatch revisions as fuel 

supplies ran dry. Furthermore, a strike by roughly 900 out of 1,100 engineers in June 2022 

disabled 1,000 MW of hydropower, demonstrating how operational and labor risks compound 

supply deficits. 

Why it's recommended: Regular multi-scenario dispatch planning and pre-negotiated labor 

agreements ensure operational continuity during physical shortages or labor disputes. 

 

5. Protect Vulnerable Consumer Groups 

The Evidence: Over 3.14 million households consumed under 60 units per month (50% of all 

consumers) during the 2022 crisis. Rapid end-user tariff increases (75% in August 2022, 66% 

in February 2023) imposed severe cost burdens on low-income domestic users. 

Why it's recommended: Targeted subsidies or lifeline rates cushion vulnerable populations, 

making cost-reflective utilities politically sustainable and socially equitable. 

 

Conclusion 

The 2022 power crisis was one of the most significant operational and financial challenges faced by 

CEB. The crisis was caused by the interaction of external economic pressures particularly foreign-

exchange shortages, fuel-price increases and rupee depreciation with internal structural weaknesses 

such as prolonged tariff constraints, imported-fuel dependence, financial vulnerability and labour 

tensions. 

The impact extended beyond electricity generation. CEB experienced severe power interruptions, 

financial losses, liquidity problems, operational backlogs and stakeholder tensions. However, the 

subsequent recovery demonstrates the importance of coordinated crisis management. Tariff reform, 

financial restructuring, renewable-energy development, infrastructure investment, operational 

planning and stakeholder management contributed to improved organizational resilience. 
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The central lesson from the case is that CEB's long-term resilience cannot depend on a single solution. 

A sustainable electricity system requires financial discipline, diversified energy sources, reliable 

infrastructure, proactive risk management, efficient operations, effective governance and appropriate 

consumer protection. The 2022 crisis therefore provides not only a case of failure and disruption, but 

also an important lesson in how a national utility can adapt its strategies to become more resilient. 
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APPENDIX 

CEB Workforce Composition in 2022                                       CEB Ownership and Regulatory 

Structure 

 

 
  

 

 

 

 

 

 

 

 

 

 

 

 

 

  

             Total Unserved Energy During 2022                                           

 

 

 

 

      Source: Ceylon Electricity Board (2022), Annual Report   

2022. Available online                   

 

 

 

 

 

Evidence of Nationwide 13-Hour Power Cuts 

 
 

 

 

 

 

            

 

 

 

 

 

 

Source: Al Jazeera (2022a), March 31. Available online 

https://www.ceb.lk/publication-media/annual-reports/129/en
https://www.aljazeera.com/news/2022/3/31/sri-lanka-crisis-forces-13-hour-blackouts-hospitals-stop-surgery
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                                    Initial Electricity Tariff Proposal Discussed in June 2022 

 

Context note. The June 

proposal shown above 

sought an average increase 

of approximately 82%. 

CEB later submitted 

proposals for increases of 

183% and 229%. PUCSL 

ultimately approved an 

average 75% increase 

effective from 10 August 

2022 (PUCSL, 2022). 

Source: Daily FT (2022), 

June 28 , and PUCSL 

(2022). Available online , 

Additional source 2  

 

 

 

CEB Engineers’ Strike and Its Operational Effect                 CEB Revenue Performance in 2022 

 

 

 

 

Source: Al Jazeera (2022b), June 9. Available online 

 

                                         

Source: Ceylon Electricity Board (2022), Annual                                                                                               

Report 2022. Available online 

 

 

https://www.ft.lk/front-page/CEB-request-for-82-tariff-hike-but-PUCSL-says-it-should-not-exceed-57/44-736768
https://www.pucsl.gov.lk/electricity-tariff-revision-2022/
https://www.aljazeera.com/news/2022/6/9/electricity-cuts-hit-sri-lanka-as-key-union-goes-on-strike
https://www.ceb.lk/publication-media/annual-reports/129/en
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Power- and Energy-Sector Vulnerabilities During the 2022 Crisis 

 

 

Source: Central Bank of Sri Lanka (2022), Annual Report 2022. Available online 

 

 

Government and Regulatory Responses to Energy-Sector Vulnerabilities 

 

Source: Central Bank of Sri Lanka (2022), Annual Report 2022, Chapter 3. Available online 

 

 

 

 

 

https://www.cbsl.gov.lk/sites/default/files/cbslweb_documents/publications/AR_2022_presentation_e.pdf
https://www.cbsl.gov.lk/sites/default/files/cbslweb_documents/publications/annual_report/2022/en/7_Chapter_03.pdf
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Domestic and Global Energy-Price Movements 

 

Source: Central Bank of Sri Lanka (2022), Annual Report 2022, Chapter 3. Available online      

Rupee depreciation during the crisis 

 

                    Source: Central Bank of Sri Lanka (2022), Annual Report 2022, Chapter 1, Figure 1.1 Available online 

Internal factors 

 

https://www.cbsl.gov.lk/sites/default/files/cbslweb_documents/publications/annual_report/2022/en/7_Chapter_03.pdf
https://www.cbsl.gov.lk/sites/default/files/cbslweb_documents/publications/annual_report/2022/en/5_Chapter_01.pdf
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          Financial Performance of CEB 

 

 

 

 

 
 

Source: Ceylon Electricity Board (2022), Annual                                                                                               

Report 2022. Available online 

 

 

 

 

 

 

 

 

 

 

 

https://www.ceb.lk/publication-media/annual-reports/129/en
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Delayed of 36,000 New Connections 

 

 
Source: Ada Derana (2023). Available online  
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                                                                  Financial Impact 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
Source: Ceylon Electricity Board (2022), Annual Report 2022. Available online 
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26 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
Source: Ceylon Electricity Board (2022), Annual Report 2022. Available online 

Human Resource & Labour Impact 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
        Source: www.newsfirs.lk 

 

 

 

 
                                            Source: www.ft.lk                                          
    

 

https://www.ceb.lk/publication-media/annual-reports/129/en
https://www.newsfirst.lk/2022/06/09/ceb-probing-non-operational-hydro-power-plants
https://www.ft.lk/Front-Page/CEB-Engineers-Union-to-strike-over-new-amendments-to-Act/44-735947
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Corporate Governance & Stakeholder Impact 

 

 

 

 

 

 

 

 

 

 

 

 

 

                                        
Source: CEB Other Publications, Public 

Utilities commission Sri Lanka 

 

 

 

 

 

 

 

 

 

 

 

https://www.ceb.lk/publication-media/planing-documents/en
https://www.pucsl.gov.lk/wp-content/uploads/2026/08/Full-Final-Decision-on-Feed-in-Tariffs-August-2026.pdf
https://www.pucsl.gov.lk/wp-content/uploads/2026/08/Full-Final-Decision-on-Feed-in-Tariffs-August-2026.pdf
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Crisis Management Strategies and Recovery 
 

 

 

 

 

 

 
 

 

Source: Ceylon Electricity Board (2023), Annual Report 202, pp. 15-16. Available online 

 

                                                  Foreign-Exchange and Fuel-Supply Risk 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: Ceylon Electricity Board (2022), Annual Report 2022. 

Available online 

 

https://www.ceb.lk/publication-media/annual-reports/143/en
https://www.ceb.lk/publication-media/annual-reports/129/en
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                                   Source: Ceylon Electricity Board (2023), Annual Report 2023. Available online 

  

 

             Financial and Liquidity Risk                        Operational and Supply-Security Risk 
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        Hydrological and Climate Risk                                      

          
 

 

 

Source: Ceylon Electricity Board (2023),  

Annual Report 2023. Available online 

 

 

 

 

 

 

 

                                                          Labor and stakeholder risk 
 

 

 

                                            Source: Ceylon Electricity Board (2022), Annual Report 2022. Available online 
 

                     Renewable Energy and Energy Diversification 

 

 

 

 

 
 

 

 

 

 

 

 

 

Source: Ceylon Electricity Board (2022), Annual Report 

2022. Available online 
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https://www.ceb.lk/publication-media/annual-reports/129/en
https://www.ceb.lk/publication-media/annual-reports/129/en
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Source: Ceylon Electricity Board (2023),Annual Report 2023. Available online 

 

 

 Sustainability & Long-Term Resilience 

 

 

 

 

 
Source: dailynews.lk 

 

 

 

 

 

 

 

https://www.ceb.lk/publication-media/annual-reports/143/en
https://dailynews.lk/2024/02/09/local/389362/more-renewable-electricity-to-enrich-national-grid/
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Financial Sustainability 

 

                                

               Source: Ceylon Electricity Board (2023),  

                           Annual Report 2023. Available online 

 
 

 

 

 

 

 

 

Source: Ceylon Electricity Board (2022), 

 Annual Report 2022. Available online 

 

 

Infrastructure and Grid Resilience 

 
Source: Ceylon Electricity Board (2022),Annual Report 2022. Available online 

 

https://www.ceb.lk/publication-media/annual-reports/143/en
https://www.ceb.lk/publication-media/annual-reports/129/en
https://www.ceb.lk/publication-media/annual-reports/129/en
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Source: Ceylon Electricity Board (2023), Annual Report 2023. Available online 

 

Operational Efficiency and Reliability 

 

 
                     

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: Ceylon Electricity Board (2022),                                     

                      Annual Report 2022. Available online 
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Report 2023. Available online 

 

 

 

https://www.ceb.lk/publication-media/annual-reports/143/en
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Bangladesh: financing, energy security, and post-crisis reform evidence 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

 

 

Source: International Islamic Trade Finance                               Source: Bangladesh Sangbad Sangstha (2026). View source 

Corporation (2025). View source 

 

 

  

 

 

 
 

Source: International Monetary Fund 

(2025a). View source 

 

 

 

 

 

 

 

 

 

          

 

 

 

 

 

 

 

 

 

                                  

https://www.bssnews.net/news-flash/378621
https://www.itfc-idb.org/news-events/news/itfc-and-bangladesh-sign-$2-75-billion-annual-financing-plan-to-ensure-energy-and-food-security
https://www.imf.org/en/news/articles/2025/06/23/pr-25213-bangladesh-imf-concludes-combined-3rd-and-4th-reviews-under-the-ecf-eff-and-rsf
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India: coal logistics and power-crisis response evidence 

 

 

  
Source: Centre for Research on Energy and Clean Air 

(2022). View source 

 

 

 

 

 

 

 

 

 

 

 

 
 

 

Source: Xinhua (2022). View source 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
Source: Government of India, Ministry of Coal (2022). View source 
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IMF Influence on CEB's Recovery and Reform 

 



37 

 

 
Source: International Monetary Fund (2025b), Sri Lanka: Fourth Review under the Extended Fund Facility. Available 

online 
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https://www.elibrary.imf.org/view/journals/002/2025/162/article-A001-en.xml
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Recommendation  

 

 

Source: Public Utilities Commission of Sri Lanka, Domestic Tariff. www.pucsl.gov.lk 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: Ceylon Electricity Board, Long Term Generation Expansion Plan 2025–2044, Transmission & Generation 

Planning Branch. www.ceb.lk 
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http://www.ceb.lk/
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Source: Government of Sri Lanka, Domestic Debt Optimization. www.treasury.gov.lk 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: PUCSL, Decision on Feed-in Tariffs (2026). 
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Source: Source: Sri Lanka Electricity (Amendment) Act, No. 14 of 2025. lankalaw.net 
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