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INTRODUCTION: 

 

Nigeria's railway system, once a cornerstone of 

economic development, has faced decades of 

stagnation and underinvestment. Recognizing the 

critical need for revitalization, the House of 

Representatives recently called on the Federal 

Government to explore Public-Private 

Partnerships (PPPs) as a means to reinvigorate 

the railway sector1. This move comes at a pivotal 

juncture, as Nigeria grapples with the high cost of 

transportation due to fuel subsidy removal and 

the imperative to modernize its transportation 

infrastructure to fuel economic growth and 

development. In this context, this article delves 

into the pressing need for PPPs in Nigeria's 

railway system, examining the historical 

challenges, proposed legislative reforms, and key 

strategies to unlock the full potential of this vital 

sector. By leveraging private sector expertise and 

investment, a railway renaissance that not only 

benefits the economy but also enhances the 

overall quality of life for Nigerians may be in the 

offing. 

 

HISTORICAL CONTEXT AND CHALLENGES: 

 

Historically, Nigeria's railway system played a 

pivotal role in the country's economic 

development. Originally constructed to facilitate 

the transportation of mineral resources and 

agricultural products from remote areas to 

seaports, the railway network was a cornerstone 

of Nigeria's transportation infrastructure. 

However, a series of significant events have led to 

its decline. 

 

 
1 https://dailytrust.com/reps-urge-fg-to-concession-railway-
services/ accessed on 06/11/2023  

 

 

One significant event was the discovery of oil in 

commercial quantity in Nigeria in 1956. This 

discovery shifted the nation's focus from 

agriculture to oil, resulting in the abandonment 

of farming and a subsequent decline in the 

importance of the railway system for 

transportation. Additionally, corruption, revenue 

losses, and underperformance have plagued the 

Nigeria Railway Corporation (NRC) over the years, 

further exacerbating the challenges faced by the 

sector. The retrogression of the railway system 

can also be attributed to both underinvestment 

and inefficiency, highlighting the pressing need 

for intervention. 

 

MAKING A CASE FOR PPP IN RAILWAY 

DEVELOPMENT: 

 

PPPs represent cooperative endeavors between 

government authorities and private sector 

entities, founded on contractual agreements. 

Through this collaboration, both sectors combine 

resources, expertise, and capabilities to oversee 

the planning, financing, construction, operation, 

and maintenance of infrastructure projects. 

Innovative financing models like Build-Operate-

Transfer (BOT) or Build-Own-Operate-Transfer 

(BOOT) are employed, optimizing project cash 

flows and aligning incentives for all parties 

involved. Also, contractual implications 

incentivize the private sector to demonstrate a 

higher level of commitment to operational and 

maintenance obligations which are key to 

infrastructure development, railway inclusive.  

 

https://dailytrust.com/reps-urge-fg-to-concession-railway-services/
https://dailytrust.com/reps-urge-fg-to-concession-railway-services/
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Moreso, recent rail projects have shown how 

capital-intensive rail projects are, necessitating 

private sector involvement for seamless funding.  

For instance, the Lagos-Ibadan rail service 

concession for a Secure E-ticketing Solutions 

approved by the Federal Executive Council 

(FEC)at N1.1 billion, anticipates revenue of 

N112.8 billion2. Similarly, the Warri-Itakpe rail 

counterpart, granted to Fane International 

Consult Limited and Artificial Intelligence 

Technologies Limited as technical partners, 

costing N860 million, foresees an estimated 

revenue of N63.3 billion3. Other examples include 

the financing of the Lagos Blue Line and Redline 

rail projects. Additionally, the €840 million 

contract secured by Portugal's Mota-Engil to 

provide rolling stock and financing in Nigeria is a 

 
2 https://www.icrc.gov.ng/fec-approves-management-
concession-for-gurara-ii-kashimbilla-power-plants-others-targets-
400mw-power-n647-7bn-revenue-
icrc/#:~:text=The%20Lagos%2DIbadan%20concession%20was,be
%20generated%20from%20this%20project.  
3 Ibid 
4 https://www.international-
construction.com/news/construction-company-secures-contract-

pivotal component of a larger US$2 billion rail 

venture which aims to link Nigeria with its 

neighbor, Niger, covering 284 kilometers from 

Kano to Maradi and extending east to Dutse, the 

capital of Jigawa State.4 These endeavors 

exemplify the transformative potential of PPPs in 

revitalizing Nigeria's railway infrastructure. With 

ongoing reforms which need to be backed with 

amendments to existing laws, the path for private 

investment in railways will become clearer.  

 

SUCCESSFUL RAILWAY PPP MODELS IN OTHER 

COUNTRIES: 

 

Several countries have effectively utilized PPPs to 

transform their railway infrastructure, providing 

valuable lessons for Nigeria: 

 

I. United Kingdom (UK): The UK's rail 

privatization in the 1990s led to a diverse 

range of private operators managing 

different aspects of the rail network. For 

instance, private operators5 like Virgin 

Trains, Govia Thameslink Railway, and 

Arriva Trains Wales, among others, 

manage train operations while the 

maintenance of trains is overseen by 

specialized private companies such as 

Alstom, Siemens Mobility, and 

Bombardier Transportation, who handle 

rolling stock maintenance and services. 

Additionally, certain train operating 

companies have in-house maintenance 

divisions dedicated to the upkeep of their 

fleets. While not without challenges, this 

approach introduced competition and 

spurred investments in modernization 

and service quality for the UK train 

sector6. 

in-us-2bn-rail-project-in-nigeria/8030249.article#:~:text=Mota% 

2DEngil%2C%20a,according%20to%20Reuters. 
5 https://www.thetrainline.com/train-companies 
accessed on 08/11/2023  
6Macfarlane, L. Our railways have failed - what next?. New 
Economics Foundation. 

https://www.icrc.gov.ng/fec-approves-management-concession-for-gurara-ii-kashimbilla-power-plants-others-targets-400mw-power-n647-7bn-revenue-icrc/#:~:text=The%20Lagos%2DIbadan%20concession%20was,be%20generated%20from%20this%20project
https://www.icrc.gov.ng/fec-approves-management-concession-for-gurara-ii-kashimbilla-power-plants-others-targets-400mw-power-n647-7bn-revenue-icrc/#:~:text=The%20Lagos%2DIbadan%20concession%20was,be%20generated%20from%20this%20project
https://www.icrc.gov.ng/fec-approves-management-concession-for-gurara-ii-kashimbilla-power-plants-others-targets-400mw-power-n647-7bn-revenue-icrc/#:~:text=The%20Lagos%2DIbadan%20concession%20was,be%20generated%20from%20this%20project
https://www.icrc.gov.ng/fec-approves-management-concession-for-gurara-ii-kashimbilla-power-plants-others-targets-400mw-power-n647-7bn-revenue-icrc/#:~:text=The%20Lagos%2DIbadan%20concession%20was,be%20generated%20from%20this%20project
https://www.icrc.gov.ng/fec-approves-management-concession-for-gurara-ii-kashimbilla-power-plants-others-targets-400mw-power-n647-7bn-revenue-icrc/#:~:text=The%20Lagos%2DIbadan%20concession%20was,be%20generated%20from%20this%20project
https://www.international-construction.com/news/construction-company-secures-contract-in-us-2bn-rail-project-in-nigeria/8030249.article#:~:text=Mota% 2DEngil%2C%20a,according%20to%20Reuters
https://www.international-construction.com/news/construction-company-secures-contract-in-us-2bn-rail-project-in-nigeria/8030249.article#:~:text=Mota% 2DEngil%2C%20a,according%20to%20Reuters
https://www.international-construction.com/news/construction-company-secures-contract-in-us-2bn-rail-project-in-nigeria/8030249.article#:~:text=Mota% 2DEngil%2C%20a,according%20to%20Reuters
https://www.international-construction.com/news/construction-company-secures-contract-in-us-2bn-rail-project-in-nigeria/8030249.article#:~:text=Mota% 2DEngil%2C%20a,according%20to%20Reuters
https://www.thetrainline.com/train-companies
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II. Japan: Japan's Shinkansen (bullet train) 

system is a prime example of a successful 

railway PPP. 7 Private companies 

including the JR Central, JR West, and JR 

East which are regional companies under 

the Japan Railways Group, are involved in 

the operations, maintenance, and 

financing of the high-speed rail network. 

These companies play a crucial role in 

ensuring the safety, efficiency, and 

reliability of the Shinkansen network. 

This has resulted in a world-renowned 

system known for its efficiency and 

safety. 

 

III. France: France's high-speed rail network, 

operated by companies like SNCF and 

RATP, has been pivotal in connecting 

major cities and regions. The 

involvement of private operators has 

contributed to the network's expansion 

and modernization8. 

 

IV. Spain: Spain's extensive high-speed rail 

network, managed by companies like 

Renfe, is a testament to the benefits of 

PPP. 9Private sector involvement has 

facilitated the rapid expansion of the 

system and improved connectivity within 

the country. 

 

REGULATORY FRAMEWORK AND INSTITUTIONS: 

 

The regulatory framework governing concessions 

in Nigeria is outlined in the Infrastructure 

Concession Regulatory Commission Act of 2005 

(ICRCA 2005). This act provides the legal 

 
https://neweconomics.org/2017/01/railways-failed-next 
accessed on 06/11/2023 
7 Warnock, E., 
https://www.tokyoreview.net/author/eleanordavis/. (2021, May 
28). Lessons from railway privatization in Japan. Tokyo Review. 
https://tokyoreview.net/2018/10/japan-railway-privatization/  
accessed on 06/11/2023 
8https://www.ppiaf.org/sites/ppiaf.org/files/documents/toolkits
/railways_toolkit/PDFs/RR%20Toolkit%20EN%20New%202017%2
012%2027%20CASE14%20SNCF.pdf accessed on 06/11/2023 

framework for private sector participation in 

federal infrastructure projects, including railways. 

It empowers various government entities to enter 

into contracts or grant concessions to qualified 

project proponents in the private sector for the 

financing, construction, operation, or 

maintenance of financially viable infrastructure 

projects.10 

 

The key points of the ICRA 2005 include: 

 

1.  Scope of Application:  The ICRCA 2005 

applies to any Federal Government 

Ministry, Agency, Corporation, or body 

involved in the financing, construction, 

operation, or maintenance of 

infrastructure projects. This 

encompasses a wide range of sectors, 

including transportation, energy, and 

healthcare.11 

2.  Concession Process: It outlines the 

process by which concessions are 

awarded, including pre-qualification of 

project proponents, evaluation of 

proposals, and the negotiation and 

execution of concession agreements12. 

3.  Financial Viability and Development 

Facility: The Act emphasizes the 

importance of ensuring that 

infrastructure projects are financially 

viable. It also allows for the development 

of facilities for the Federal Government. 

4.  Role of the Infrastructure Concession 

Regulatory Commission (ICRC): The ICRC 

is a key institution established to oversee 

and regulate public-private partnerships, 

including concessions. It is responsible 

9 
https://www.theguardian.com/commentisfree/2023/oct/11/spai
ns-high-speed-trains-arent-just-efficient-they-have-transformed-
peoples-lives accessed on 05/11/2023 
10 See Section 1(1) of the ICRCA 2005 
11 Ibid  
12 See Sections 3 -13 of the ICRCA 2005 

https://neweconomics.org/2017/01/railways-failed-next
https://tokyoreview.net/2018/10/japan-railway-privatization/
https://www.ppiaf.org/sites/ppiaf.org/files/documents/toolkits/railways_toolkit/PDFs/RR%20Toolkit%20EN%20New%202017%2012%2027%20CASE14%20SNCF.pdf
https://www.ppiaf.org/sites/ppiaf.org/files/documents/toolkits/railways_toolkit/PDFs/RR%20Toolkit%20EN%20New%202017%2012%2027%20CASE14%20SNCF.pdf
https://www.ppiaf.org/sites/ppiaf.org/files/documents/toolkits/railways_toolkit/PDFs/RR%20Toolkit%20EN%20New%202017%2012%2027%20CASE14%20SNCF.pdf
https://www.theguardian.com/commentisfree/2023/oct/11/spains-high-speed-trains-arent-just-efficient-they-have-transformed-peoples-lives%20accessed%20on%2005/11/2023
https://www.theguardian.com/commentisfree/2023/oct/11/spains-high-speed-trains-arent-just-efficient-they-have-transformed-peoples-lives%20accessed%20on%2005/11/2023
https://www.theguardian.com/commentisfree/2023/oct/11/spains-high-speed-trains-arent-just-efficient-they-have-transformed-peoples-lives%20accessed%20on%2005/11/2023


Page | 5  
 

for developing guidelines, specific 

procedures, and policies for PPP projects, 

as well as monitoring compliance with 

PPP contracts.  

 

It functions include: 

I. Policy Guidelines: The ICRC provides 

general policy guidelines related to its 

functions, ensuring a structured and 

transparent approach to concessions. 

II. Management and Supervision: It 

manages and supervises the policies of 

the Commission, ensuring that PPP 

projects align with government 

objectives. 

III. Rule-Making Authority: The ICRC has the 

authority to make, alter, and revoke rules 

and regulations necessary for carrying 

out its functions under the Act. 

IV. Terms and Conditions of Service:  it 

determines the terms and conditions of 

service for its employees, ensuring that it 

has the necessary capacity and expertise 

to oversee PPP projects effectively. 

 

Subject to the ICRCA 2005,13 the granting of 

concessions is done in collaboration with relevant 

ministries and agencies, to mention just a few 

namely: 

I. Federal Ministry of Transportation: The 

mandate of the Federal Ministry of 

Transportation is to ensure a fast, safe, 

efficient, affordable, convenient, 

integrated, and inter-modal transport 

system that facilitates Nigeria’s socio-

economic developmental needs and 

enhances the quality of life of the public. 

Concerning railway infrastructure, some 

of the coordinating government agencies 

under the Ministry are the Nigerian 

Railway Corporation, the Nigerian 

 
13 Section 3 of the ICRCA 2005 
14 Ministers' Statutory Powers and Duties (Miscellaneous 
Provisions) Act 1958 

Institute of Transport Technology, Council 

for Regulation for Freight Forwarding in 

Nigeria.  

 

II. The Nigerian Railway Corporation 

(NRC): Particularly, The NRC oversees 

railway operations in Nigeria. Prospective 

investors need to engage with NRC to 

gain insights into existing railway assets 

and operational nuances. Under the 

current regime, the agenda of the 

government is to restructure of the 

Nigerian Railway Corporation, divest the 

NRC non-core assets, and introduce 

private participation by granting 

concessions for both freight and 

passenger operations. 

 

III. The Federal Executive Council (FEC): 

Pursuant to the Ministers' Statutory 

Powers and Duties Act,14 the FEC serves 

as an advisory body to the President. The 

FEC is the highest decision-making body 

in Nigeria's federal government and plays 

a crucial role in approving concessions for 

infrastructure projects in the country15. 

To date, some of the concessions 

approved by the Federal Executive 

Council for Railway infrastructure 

include: 

 

a. Development of Abuja-Warri 

Railway Line with Branch Line and 

Extensions from Jakura-Lokoja 

and Agbarho-Warri concessioned 

to Messrs. China Railway 

Construction Company 

International (CRCC(I)) 

b. Port Harcourt Railway Industrial 

Park concessioned to Messrs. 

China Railway Construction 

Company International (CRCC(I)) 

15 Section 2(1) ICRCA 2005 
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c. Lagos-Ibadan Rail E-Ticketing 

Concession concessioned to 

Global software digital solutions 

ltd/Datamatics Global Services ltd 

consortium; and 
 

d. Warri-Itakpe Rail E-Ticketing 

Concession concessioned to Fane 

International Consult ltd/ 

Artificial Intelligence Technologies 

ltd Consortium. 

THE RECENT CONSTITUTIONAL AMENDMENTS: 

EMPOWERING STATES IN RAILWAY 

DEVELOPMENT 

 

An important development in Nigeria's railway 

sector emerged with the 5th alteration to the 

Constitution of the Federal Republic of Nigeria in 

202316. This amendment, also known as 

Alteration No. 16, has removed "Railways" as an 

item from the Exclusive Legislative List and 

moved same to the Concurrent Legislative List.17 

 

Specifically, the alteration provides that: 

 
16 Constitution of the Federal Republic of Nigeria, 1999 (Fifth 
Alteration) (No. 16) Act, 2023. 
17 Para 20A, Part 2 of the Second Schedule to the Constitution of 
the Federal Republic of Nigeria, 1999 

1. The National Assembly may enact laws 

pertaining to: 

 

a. The construction and 

maintenance of inter-state 

railway tracks and 

infrastructures. 

b. The establishment of a national 

railway agency for the regulation 

of railway operations 

throughout the Federation. 

c. The establishment and 

maintenance of a national 

railway carrier for inter-state 

transportation across the 

Federation.18 

 

2. A House of Assembly of a State is 

empowered to formulate laws 

concerning the establishment, 

operation, and maintenance of a State 

railway carrier within the State. This 

encompasses the construction and 

18  Section 2 of Constitution of the Federal Republic of Nigeria, 
1999 (Fifth Alteration) (No. 16) Act, 2023. 
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maintenance of railway tracks and 

infrastructures within the State.19 

 

This constitutional amendment reflects a 

profound recognition of the need for coordinated 

efforts at both the federal and state levels to drive 

the development of the railway sector. It 

empowers states to actively participate in the 

establishment and operation of railway carriers 

within their jurisdictions, promoting regional 

connectivity and economic growth. It is also 

imperative to note that for states to fully leverage 

the benefits of PPPs in the provision of 

metropolitan railway services, they may need to 

enact their own laws to specifically allow for PPPs 

in the construction and maintenance of railway 

tracks and infrastructures within the state, 

creating a sufficiently regulated environment for 

private sector participation and investment.  

 

 

PROPOSED LEGISLATIVE ACTION: REPEALING 

AND RE-ENACTING THE NRC ACT: 

The recent motion passed by the House of 

Representatives urging the Federal Government 

to consider the concessioning of operations and 

management within Nigeria's railway system is a 

positive step towards revitalizing the sector.20 

However, it is imperative to take this momentum 

further by proposing a bill to repeal and re-enact 

the Nigerian Railway Corporation Act (NRCA). 

This legislative amendment is critical for the 

 
19 Ibid  

alignment of the railway sector with current 

realities and to ensure consistency with the 

recent constitutional amendment. The proposed 

amendment to the NRC Act must focus on the 

following: 

 

I. Private Ownership and Operation of 

Railway Infrastructure: 

 

The NRCA falls short of providing the 

necessary framework for private sector 

involvement and lacks the essential legal 

and regulatory structure needed for the 

efficient concessioning of the railway 

sector. Therefore, the enactment of a 

new legislation that addresses this issue 

is imperative. This new legislation should 

encompass provisions for active private 

sector engagement in the railways, 

including opportunities for investments 

in greenfield projects. Additionally, an 

independent regulatory body should be 

established to oversee economic, 

environmental, and safety aspects within 

the sector. These critical steps are 

pertinent in creating a conducive 

environment for private sector 

participation and ensuring the successful 

revitalization of Nigeria's railway 

infrastructure. 

 

II. Delineating Regulatory and Operational 

Framework: 

 

The NRCA currently assigns both 

regulatory and operational roles to the 

NRC, leading to potential conflicts of 

interest. There is therefore need for a 

new legislation establishing an 

autonomous regulatory body for the 

railway industry. This reform will not only 

go a long way in liberalizing the rail sector 

but also delineate the responsibilities of 

20 https://dailytrust.com/reps-urge-fg-to-concession-railway-
services/ accessed on 06/11/2023  

https://dailytrust.com/reps-urge-fg-to-concession-railway-services/
https://dailytrust.com/reps-urge-fg-to-concession-railway-services/
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the government, regulator, and private 

sector entities. The independent 

regulator should be entrusted with 

overseeing the economic and safety 

aspects of the rail sector, ushering in a 

modern, adaptable, and efficient 

regulatory framework. This framework 

will not only enhance railway operations 

but also align Nigeria's railway safety 

standards with those of neighboring 

countries, fostering a harmonized 

regional approach. 

 

III. Integrating Mining and Rail: 

 

Connecting the mining industry with 

railway development presents a strategic 

opportunity for comprehensive 

infrastructural rejuvenation. Proposed 

amendments to the NRCA should pave 

the way for global mining industry 

leaders to actively participate not only in 

Nigeria's mining sector but also in its 

railway development as railways offer a 

more efficient and sustainable means of 

transportation for mining operators. 

Stipulating incentives and environmental 

and safety standards will aid in the 

integration of our mining and rail 

systems. The potential for a synergistic 

approach will strengthen both sectors 

and, ultimately, drive economic 

prosperity. 

 

IV. Addressing State Initiatives in Railway 

Development: 
 

As many states embark on initiatives to 

expand their railway networks, it is 

crucial to preempt any potential 

statutory bottleneck that may arise. State 

Houses of Assembly can, in accordance 

with the 5th Alteration No 16, proactively 

introduce legislation to establish a 

 
21 Sections 4, 15 and 17 of the NRCA 

framework facilitating public-private 

partnerships in the creation, operation, 

and maintenance of a state railway 

carrier. This includes overseeing the 

construction and upkeep of railway tracks 

and infrastructure within the state. 

 

V. Independent Railway Regulation and 

Capacity Building: 

 

To ensure the effective functioning of the 

railway sector, states can enact 

legislation to establish independent 

regulatory institutions. Currently, only 

the NRC, as per the NRCA21, governs 

railway operations in Nigeria. With recent 

constitutional amendments moving 

railways to the Concurrent List, both state 

and federal governments now have 

legislative authority over the sector. This 

empowers state governments to 

formulate policies, laws, and regulations 

pertaining to railway transportation, 

provided they do not directly conflict 

with federal legislation. This approach 

will not only establish the necessary 

institutions but also enhance their 

capacity for effective sector oversight and 

regulation. 

 

VI. Separation of Freight and Passenger 

Operations: 

 

In addition to concessioning railway 

operations, it is imperative for the NRC 

and other state railway regulatory bodies 

as may be established, separate 

operations into distinct freight and 

passenger components. This strategic 

move will allow for a more focused 

approach in addressing the specific 

challenges and requirements of each 

operation.  
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CONCLUSION: 
 

Revitalizing Nigeria's railway infrastructure is 

paramount for economic growth, improved 

transportation, and enhanced quality of life. The 

House of Representatives' call for PPPs in 

revitalizing the country’s railways demonstrates a 

commitment to address longstanding challenges. 

Legislative reform, through the proposed repeal 

and re-enactment of the NRCA, is therefore 

essential to bringing this about.  

 

By addressing private ownership, encouraging 

global participation and integration of mines and 

rail, supporting state initiatives, establishing 

independent regulatory bodies, and separating 

freight and passenger operations, we can create 

a comprehensive framework that will unlock the 

full potential of the railway system, leading to 

economic growth and sustainable development.  
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