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INTRODUCTION 

This paper chronicles the background to the decision to concession Asaba 
International Airport. It further provides a detailed insight to the process that led to 
one of the most successful public-private partnerships in government transactions 
in Nigeria. The concession of Asaba International Airport remains the first and 
indeed the only Brownfield Airport Concession in Africa Brownfield being loosely 
referred to as the concession of a going-conern . It is to be recalled that Bi-Courtney 
Aviation Services Limited was involved in the first Greenfield Airport Concession 
in Nigeria for the development of the Murtala Mohammed 2 Airport (MM2A) 
Terminal, a transaction that has been a subject of legal contestation between the 
Federal Government and the company Greenfield used in this context to denote 
a fresh investment and development. Against this background of the Bi-Courtney 
experience and a heightened public awareness and interest, the concession of a high 
profile Brownfield Asset was bound to undergo a more rigorous and transparent 
process. The objective of this paper therefore, is to showcase the methodology, 
outcome, and benefits in the concession of Asaba International Airport. 

BACKGROUND

Asaba International Airport was conceived and initiated by the Administration of 
Dr. Emmanuel Uduaghan, CON, as a strategic economic platform to open up the 
state to the global market place. With an estimated population of about 5.4 million 
people, Delta State constitutes about 3% of Nigeria’s population and the industrial 
workforce. The State is home to about 40% of Nigeria’s gas reserve, over 15% of 
national crude oil output and currently the largest in the country. The proximity 
of Asaba to the eastern commercial cities of Onitsha and Nnewi, Anambra State 
reinforced the justification for the Airport in order to tap from the economic and 
commercial successes of these cities. Accordingly, the Airport was designed and 
approved by the Federal Ministry of Aviation to deliver international scheduled 
passenger services and to act as a hub for export of agricultural and manufactured 
goods. To achieve these laudable objectives, a prime plot of land measuring circa 
400 hectares was acquired along Asaba – Benin Expressway.

The Proximity of Asaba to the eastern commercial cities of Onitsha, Nnewi and Aba 
makes it commercially viable. It was envisaged that the Airport will substantially 
tap from the economic and commercial successes of those cities. Although there 
are airports in Benin and Owerri, the deplorable state of the federal roads linking 
Asaba to those airports further justifies the need for the development of the 
Airport. Against this background, contract for the construction of the Airport was 
awarded to Messrs ULO Consultants Ltd on 3rd February, 2008, for a total sum of 
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N6.4 billion. The original scope for the work included:
• A 3 kilometer Runway, with a width of 60 meters
• 49,500sqm of Apron
• Parking Spaces for about 200 cars
• Terminal Building of about 3600sqm space
• Taxi-way of 1.73km long, and

The foundation stone for the Airport was laid in May 2008, by Governor Emmanuel 
Uduaghan CON, and construction work commenced in earnest. The terrain at the 
site of the Airport was very challenging. The general topography sloped significantly 
from the Runway/Apron location to the Expressway because of the stream/water 
body that sits on the eastern portion of the site. The resultant effect was significant 
cost variations as work progressed.

History was made on 24th March, 2011, when the first commercial flight landed 
in Asaba, notwithstanding the fact that only sections of the Airport were fully 
completed and ready for operation. Of critical importance in this regard was the 
runway which was considered sufficiently safe to merit an approval from the 
Nigerian Civil Aviation Authority (NCAA) to receive small aircraft. Remarkably, 
between July 2011 and October 2013, the Airport had handled over 6,300 flights 
and over 190,000 passengers (an average of 260 flights and 6,800 passengers per 
month). While Asaba was gradually establishing itself as a key regional node in flight 
and transport operations, the construction cost was also escalating massively. By 
January 2015, Delta State Government had invested in excess of N40 billion as 
sunk in cost for the development of the Airport. Despite this huge investment, the 
Airport was nowhere near the desired level of development required to achieve 
the objective of the project. Unless and until a further substantial investment is put 
into the project, the realization of its objective will remain a pipe dream 

The excitement associated with the Airport by passengers and residents was 
punctured in March 2015, when the Airport was downgraded to a Category 3 Airfield 
by the NCAA based on safety concerns. Specifically, the Regulator frowned at:

• Violation of safety standards in respect of the Runway
• Inadequate trained aviation personnel to support operation
• Lack of perimeter fence at the Airport
• Poor drainage system at the Airport, and
• Inadequate fire cover at the Airport to support larger jets, in the  
 event of an accident     

The downgrade could not have happened at a worse time, as it came just two months 
before the inauguration of the Okowa Administration. Senator Dr. Ifeanyi Okowa 
was sworn-in as the Governor of Delta State, on the 29th May, 2015, at the time of 
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unprecedented global economic downturn. Receipts from the Federation Allocation 
Committee (FAAC) had dwindled considerably due to the collapse of crude oil price 
in the international market. As the revenue of the State was largely dependent on 
FAAC Allocation, the take-off of the new Administration was therefore, very bumpy, 
to say the least. The new government could not pay salary as when due, or service 
contractor debts and other commitments. The new administration was even unable 
to power the street lights that depended on diesel generators. Furthermore, the 
running costs of the airport were becoming excruciating on the state’s already lean 
purse. It is thus, needless to say that the mood in the state was sour. As if these 
problems were not enough, the Governor was under tremendous pressure from the 
travelling public to do something about the Airport.
 
Being an experienced administrator, Governor Ifeanyi Okowa decided to tighten 
every financial belt in the state, in order to reduce the overhead costs. In this 
regard, he started by appointing just a few Commissioners and Advisers to help 
him steady the ship of state. Thereafter, he approached the State House of 
Assembly to bring down the size of the approved 2015 Budget, which he inherited 
from the outgone administration, to reflect the prevailing receipts from FAAC, 
because the economic parameters and assumptions, upon which that budget 
was formulated, were no longer feasible. The request was promptly approved, 
and Budget adjusted accordingly. Against this background, it became expedient 
for the state government to consider alternative and credible ways of sustaining 
work at the airport.  Consequently, the Government sought to identify private 
investors that could come in to rehabilitate and invest in the further expansion and 
modernization of the airport facilities to meet international standard in terms of 
efficiency in operations and security of passenger and cargo traffic under a Private-
Public Partnership (PPP) arrangement. In articulating the approach to the PPP, the 
overarching consideration was basically to procure a consortium of Operators/
Investors with the technical and financial capabilities to Redevelop, Finance, 
Design, Operate, Maintain and Manage the International Airport for Delta State 
Government. Governor Ifeanyi Okowa then set up a Project Steering Committee 
with the following membership, to provide general guidance in this endeavour:
• Professor Sylvester Monye, MFR.
 Senior Policy Adviser to the Governor - Chairman
• George Orogun, Esq.
 Chief Economic Adviser to the Governor - Vice-Chairman
• Dr. Kingsley Emu
 Honourable Commissioner for Economic Planning - Member
• Chief Clement Ofuani
 Director General, Delta State Capital Dev. Agency - Member
• A Representative of the Attorney General - Member
• Representative of Commissioner of Finance - Member
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• Professor Eric Eboh 
 Chief Job Creation Officer - Member 
• Olorogun Lucky Oghene-Umoru 
 DG, Delta Investment Development Agency - Member

ENGAGEMENT OF A 
TRANSACTION ADVISER

In view of the limited world class in-house experience in public-private partnership 
(PPP), Governor Ifeanyi Okowa who insisted on a transparent process, directed 
that an independent and experienced Transaction Adviser be engaged to guide 
the state through the various steps required for successful consummation of the 
transaction. His charge to the committee was rather simple: nothing less than the 
best will be good for our people. With the Governor’s disposition, the committee  
knew that the integrity of the processes was not to be doubted. The first test of 
the commitment to transparency by the committee was with the appointment 
of the Transaction Adviser. Consequently, an advertisement was published in the 
Vanguard and ThisDay Newspapers on Wednesday, 9th December, 2015, requesting 
interested firms to apply for the role of Transaction Adviser for the Concession of 
Asaba International Airport. A deadline of January 15, 2016, at 12 noon was set for 
all bids to be submitted. 

By the deadline, bids were received from 14 consortia. 4 additional bids that missed 
the deadline were rejected. The quality of the bidding consortia was very impressive 
and signaled an obvious appetite for the transaction. The bidding consortia were 
as follows:

i. PriceWaterhouseCoopers/Aelex/Arup
ii. Deloitte Nigeria
iii. Roughton International
iv. The Infrastructure Bank Plc
v. BGL Consortium
vi. Vetiva Capital Management Limited
vii. FBN Capital Consortium
viii. Halcrow Infrastructure Consortium
ix. ONEDOT Aviation
x. EDGE Partners Consortium
xi. IDECK Consortium (from India)
xii. Planet Capital Consortium
xiii. Pontclef Associates Limited
xiv. Enterprises Integrators Limited.

His charge to the 
committee was 
rather simple: 
nothing less 
than the best 
will be good for 
our people. With 
the Governor’s 
disposition, the 
committee knew 
that the integrity 
of the processes 
was not to be 
doubted.



THE CONCESSION OF ASABA INTERNATIONAL AIRPORT

8

The Technical and Financial bids were analysed, using a very simple Bids Evaluation 
Proforma with weighted criteria as shown below:

APPOINTMENT OF A TRANSACTION ADVISOR:
Criteria for the Evaluation of Bids

 Section Criteria Points

 [i] Specific and relevant experience in Airport Advisory Work  30%
 [ii] Experience in Infrastructure Advisory Services 25%
 [iii] Experience in Financial Advisory Services 20%
 [iv] Technical Approach/Workplan for the proposed Assignment 15%
 [v] Evidence of payments of Tax [FIRS Receipts] 5%
 [vi] Evidence of Pensions Contributions to PENCOM 5%
  TOTAL POINTS 100%
  The minimum Technical Score required to pass was:  [75%] 

As can be seen from the proforma, the number 1 requirement was Specific and 
Relevant Experience in Airport Advisory Work and was weighted 30% of the marks. 
The second consideration was General Experience in Infrastructure Advisory 
Services. This carried 25%. The third element in the criteria was a Demonstrable 
Experience in Financial Advisory Services, for which 20% weighting was allocated. 
The fourth component of the criteria considered the Technical Approach/Work 
Plan for the Proposed Assignment. This was given a weight of 15%. Companies that 
showed Evidence of Payment of Taxes and Contributions to PENCOM were awarded 
5%. On the basis of the foregoing, the result of the evaluation was as follows:  

Financial/Technical Performance

 S/N Company Technical Financial (N)

 [1] Deloitte 93% 200m
 [2] PWC 93% 196m
 [3] Roughton International 88% 213m
 [4] Halcrow 80% 90m
 [5] Infrastructure Bank 79% 361m
 [6] FBN Capital 78% 850m

Qualifying Percentage = 75%
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 S/N Company Technical Financial (N)

 [7] BGL Consortium 63% 25m
 [8] IDECK 53% 72m
 [9] Vetiva Capital 40% 155m
 [10] Enterprise Integrators Ltd  37% 840m
 [11] Planet Capital 35% 130m
 [12] Pontclef 28% 127m
 [13] Edgefield Partners 21% 60m
 [14] OneDot Aviation 8% 264m

Other Bidders

Six firms successfully scaled through the established threshold of 75%. The pass 
threshold was deliberately set at such a high level because the team was interested 
only in first class advisory firms. Accordingly, it simply means that any of the six 
firms that scaled through the technical evaluation was adjudged technically 
sound to deliver on the assignment. In line with international best practices, the 
committee had to accept the firm with the lowest financial bid as the winning bid. 
Consequently, Halcrow Infrastructure Consortium emerged as the winning bid, 
and was approved by the State Executive Council for appointment as Transaction 
Advisers for the Concession of Asaba International Airport. It is to be noted that 
Halcrow Infrastructure Group is a multinational infrastructure consultancy firm that 
was established in 1868 in the United Kingdom. The company operates out of 90 
offices worldwide, with staff strength of 3,377. Some of their notable transactions 
include but not limited to:

• Pearson International Airport, Toronto, Canada
• Clyde Arc Bridge, Glasgow
• Sheikh Zayed Mosque, Abu Dhabi, UAE
• Channel Tunnel Rail Link between the UK & Belgium
•  Abu Dhabi International Airport, Abu Dhabi, UAE
• Al-Garhoud Bridge, Dubai, UAE
• Yas Island Development, Abu Dhabi, UAE
• Severn Crossing Bridge, United Kingdom
• Bond Street Underground Station Redevelopment, London, United Kingdom.

From the foregoing, it is noteworthy that Governor Ifeanyi Okowa’s commitment 
to transparency and insistence on the integrity of the procurement process had 
enabled the State to appoint one of the best Transaction Advisers in the business.
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THE INCEPTION REPORT

Once appointed, the Transaction Advisers, in line with international best practices, 
moved very quickly to produce an Inception Report, which formed the basis for 
an extensive engagement with relevant stakeholders. The Report provided a 
detailed description of the Airport and associated facilities therein, as well as 
a strategic review of activities being undertaken at the Airport as at the time of 
the commencement of the Transaction Adviser’s assignment. A major part of the 
Report was the preliminary diagnostic which involved the engagement of Onitsha 
Market Traders Association, Airport management and workers, key and relevant 
government officials, an assessment of the Airport assets, existing infrastructure, 
development plan and implementation frameworks. Eventually, the Inception 
Report became the foundation upon which the Outline Business Case was 
developed. The report was also the critical impetus that exposed the need for a 
Development Master Plan, which was hitherto, not factored into the scope of work 
of the Transaction Advisers.  

CONCEPT MASTER PLAN FOR THE 
DEVELOPMENT OF THE AIRPORT

In the course of the committee’s deliberations with the Transaction Advisers, it 
became apparent that there was need to produce a concept Master Plan which will 
reveal the vision for the Airport with some graphic details. What was available for 
planning purposes was the Survey Plan which just delineated the acquired land for 
the development of the Airport. The Master Plan which the Transaction Advisers 
were interested in never existed. Whereas the Survey Plan shows clearly, what is 
available for the development of the Airport, a Master Plan on the other hand, is a 
document and policy guide designed to help create a vision of what it expects the 
development to look like in the future. In other words, this is a graphic expression 
of the aspiration of a project. As no Master Plan existed for Asaba International 
Airport, the Transaction Advisers held the view that one must be developed to 
enable prospective investors to understand the intentions of the State government 
in pushing for the kind of arrangement that had been chosen.  Excerpts from the 
Master Plan produced by our Transaction Advisers are presented as Figures 1, 2, 
& 3 below. Figure 1 shows the current Airport building (circled in red) within the 
larger complex of aspirational facilities such as the Cargo Terminal, MRO, and the 
Logistics and Distribution Centre. Figure 2 provides an enhanced aerial view of the 
envisaged Logistics and Distribution Centre, while Figure 3 showcases the Business 
Pack with an image of the Hotel and Convention Centre.  
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Figure 1
Current Airport Building

Figure 2
Aerial View of the Logistics and Distribution Centre
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Figure 3
The Business Park, Hotel & Convention Centre

THE OUTLINE BUSINESS CASE 
(FEASIBILITY REPORT)

In pursuit of the concession intention, the Transaction Advisers produced an Outline 
Business Case (Feasibility Report) which was considered critical to the transaction. 
The Outline Business Case articulated the proposal of Government for the 
redevelopment and upgrading of Asaba International Airport by private investors 
under the best possible private-public partnership arrangement. It provided an 
insight into the expected benefits that investment will deliver, as well as a clear 
guidance on objectives, timescales, measurability and governance. The focus of 
the Outline Business Case was on what needed to be done to develop the Airport 
according to the master plan towards attaining the overall strategic objectives of 
the project on one hand, and to chart the course for a successful procurement of 
the concessionaire on the other hand. Furthermore, the Outline Business Case was 
intended to act as the bedrock for the development of Full Business Case (FBC) 
which will demonstrate that the overall impact of investment will be beneficial 
and will maximize the commercial, social, economic and financial objectives of the 
project. In summary, the Outline Business Case served the following purposes:
• A benchmark that provides a guide for the processes of procurement of a 

concessionaire for the project
• A document that facilitates the achievement of value for money in the 

process of delivering this project
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• A document that ensures that project is planned, prioritized and managed 
in a manner that maximizes economic returns in a timely, efficient and cost 
effective

• A document that ensures the identification and management of fiscal risks 
under the PPP contract within the Government’s financial and budgetary 
framework

• A document which ensures that the development of physical structure of 
the project conforms with the tenets of all known environmental laws, 
whilst identifying the physical and environmental regulatory risks that may 
be created, and therefore prescribing ways to mitigate such risks, and finally,

• A document that sets out the basis for negotiating commercial and 
contractual arrangements for the transaction.  

These steps were considered critical to the transaction because this would be the 
first brownfield airport concession in Africa. Moreover, the committee needed to 
demonstrate that it was a bankable transaction, given the focus on private sector 
capital and investment in the project. 

APPROACH TO THE 
CONCESSION ARRANGEMENT 

The approach to the concession arrangement was deliberate and strategic. The 
committee adopted a Master Concessionaire/Sub-Concessionaire Model which 
was considered appropriate for the nature of our transaction. The intention of this 
model was to create Strategic Business Units around the core services that make up 
an airport operation. The following business units were identified as being critical 
for the commercial viability of the Airport:
• Cargo Business and the development of the Cargo Terminal
• Development of the Logistics Hub and Cargo Warehouses
• The operation and management of the Tank Farm
• The development and management of the Business Park 
• The development and management of the Hotel and Convention Centre
• An Airline operating out of Asaba International Airport as an Operational Hub
• Aircraft Maintenance, Repair and Overhaul (MRO) facility

The concession model envisaged an overarching consortium arrangement in 
which the main operator of the airport will be regarded and treated as the master 
concessionaire who will coordinate the operation and investment activities of the 
various Strategic Business Units, to be regarded as the Sub-Concessionaires. The 
State Government will only deal with the Master Concessionaire, who will in turn, 
be responsible for the Sub-Concessionaire. In effect, the state government will 
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only concession the Airport to the Master Concessionaire on the condition that 
there were credible and serious Sub-Concessionaires attached to the transaction. 
The objective of the arrangement was to ensure that all aspects of the airport 
development were undertaken simultaneously within three years of the effective 
take-over of the Airport. Experience has shown that it will be difficult for a single 
investor to deploy the necessary investment on all the strategic business units at 
the same time. Consequently, the model as illustrated below, was conceived to 
overcome the challenge of investment rationalization.  

 

ASABA INTERNATIONAL AIRPORT CONCESSIONAIRE MODEL 

 

 
*AIRPORT MANAGEMENT  
COMPANY as the MASTER  

Concessionaire for  
Asaba International Airport 

 
Sub-Concessionaire  

for the 
MRO Facility 

 

Sub-Concessionaire  
for the 

TANK FARM 
 

Sub-Concessionaire  
for the 

BUSINESS PARK 
 

Sub-Concessionaire  
for the 

AIRLINE OPERATION 
 

Sub-Concessionaire  
for the 

LOGISTICS CENTRE 

Sub-Concessionaire  
for the 

CARGO TERMINAL 
 

The Master Concessionaire will ordinate the Investment Activities of the Sub-Concessionaires 
and be accountable to the Delta State Government 

Sub-Concessionaire  
for the 

HOTEL/CONVENTION 
CENTRE 

 

SOLICITATION OF INVESTORS

Once the structure of the transaction had been agreed and the relevant 
documentations such as the Outline business case and the Master Plan produced, 
members of the Project Steering Committee alongside the Transaction Advisers 
undertook an extensive Roadshows, engaging stakeholders on the scope and 
dynamics of the proposed concession of Asaba International Airport. There were 
interactions with Financial Advisory Firms, Aviation Sector Stakeholders, Regulators 
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and the Media in Nigeria. The Committee also made presentations to Chinese 
investors over a period of five days in the Guangzhou Province of china. During 
their stay in stay in China, the committee had very useful engagements with the 
operators of the Guangzhou Baiyun International Airport Aerotropolis, arguably 
one of the largest airport cities in the world. The Roadshows were well received 
as it provided stakeholders with the much needed awareness of the planned 
concession of Asaba International Airport.   

  
INVESTORS MEETING IN ASABA

Following extensive outreach to Financial Advisers, potential investors, Airline 
Operators and relevant stakeholders in the aviation sector, the Government 
hosted an Investors Meeting at the International Departure Concourse of Asaba 
International Airport on Thursday, 9th August, 2018. The objective of the meeting 
was to offer stakeholders the opportunity of a guided tour of the existing facilities 
at the Airport and to present the proposed development Masterplan of Asaba 
International Airport to them for critical interrogation. The Team also presented 
the planned structure of the transaction. It was very important that everyone 
understood government’s preference for the Master Concessionaire/Sub-
Concessionaire Model. It was made absolutely clear to everyone at the meeting 
that only bids from consortia will be considered at the bidding stage. It was a very 
successful meeting because Financial Advisers and potential investors became 
convinced that the exercise was for real. There was palpable excitement at the 
meeting, as Advisers and investors began to talk to potential consortium members. 
It was agreed at the meeting that the process of procurement of Concessionaires 
should commence without any delay. 

EXPRESSION OF INTEREST (EoI)

On the 9th of October, 2018, advertisement for Invitation for Bidders/companies 
with proven experience in the airport and aviation sector, was placed in three 
national newspapers - The Independent, Vanguard Newspapers and Daily Trust. 
Payment of a commitment fee of N500,000 (Five Hundred Thousand Naira) 
was required as a sign of seriousness and to cover the cost of advertisement 
and documentation, which included  the Request For Proposal (RfP) and all the 
supporting documents such as Information Memorandum, Airport Masterplan, 
Draft Concession Agreement, and the Technical Evaluation Report. 

At the close of EoI period at 3pm on the submission date of 7th December 2018, 
two consortia met the deadline for submission of proposals. They also paid the 
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mandatory commitment fee. Upon evaluation, the two consortia were considered 
technically suitable to proceed to the Request for Proposal (RfP) phase. The 
consortia were namely: 

1. First Investment Development Company (FIDC)-MENZIES Aviation (MA) 
Consortium. This consortium comprises Promoters, Consortium Members and 
Technical Partners operating across the whole spectrum of the aviation value chain 
in Nigeria and abroad. Members were as follows:
* First Investment Development Company Limited
* Menzies Aviation Plc
* Air Peace Limited
* Cybernetics International Services Limited
* Rainoil Limited
* MultiFreight Cargo and Logistics Ltd.
* Radisson Blu Hotels
* Quorum Aviation Limited
* Arbico Plc
* Sibraxis EEIG of Greece
 
2. Asaba International Airport Development Consortium: The Asaba 
International Airport Development Consortium was a unique combination of 
International Aviation know-how providers and experienced Local Partners, 
created solely for the development and operation of Asaba International Airport. 
Consortium Members were: 
* AI-MS Aviation Infrastructure Management Systems GmbH of Austria
* AMD SIGMA GMBH of Austria 
* AIRIC Aviation Infrastructure Research Innovation Centre
* ANET Technologies Ltd.

MEETING WITH THE INTERESTED CONSORTIA

As a follow-up, a Bidders’ Meeting was held in Asaba in February 2019, to explain 
the transaction structure/dynamics and to entertain comments/questions and 
observation of bidders. Agreement of bidding parameters/conditions agreed e.g. 
Amount Agreed as Bid Bond and Deadline for Submission of bids. Consequently, 
based on requests by bidders, the bid submission deadline was agreed to allow for 
proper and effective submissions. The submission date was set for 6th of May 2019 
by 3pm. The two consortia were encouraged to visit and carry out due diligence 
on the Airport. At the close of the bidding period, the two consortia made their 
submissions. 
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OPENING OF BIDS

The opening of bids was a very transparent exercise which was conducted in the 
presence of the bidding consortia and in the full glare of national and local media. 
The financial offers contained bids were announced publicly. Representatives of 
the bidding consortia were given an opportunity to comment on the processes 
leading to the submission and opening of bids. Everyone who spoke at the event 
expressed happiness and confidence in the integrity of the processes and declared 
that they will accept the outcome of the Evaluation of the Bids.  

ANALYSIS OF BIDS AND 
SELECTION OF PREFERRED BIDDERS

Following the public opening of the bids, His Excellency, Governor Ifeanyi Okowa 
set up a Committee, with the following persons as members, to review the bids 
submitted by the prospective concessionaires for Asaba International Airport:
 i. Mr Chiedu Ebie     Chairman
  Secretary to the State Government
 ii. Olorogun David Edevbie    Member
  Chief of Staff, Government House
 iii. Professor Sylvester Monye, MFR.   Member
  Senior Policy Adviser
 iv. Sir Fidelis Okenmor Tilije    Member
  Honourable Commissioner of Finance 
 v. Dr. Kingsley Emu     Member
  Chief Economic Adviser
 vi. Chief Clement Ofuani     Member
  DG, Delta State Capital Territory Agency
 vii. Olorogun Lucky Oghene-Umoru   Member
  DG, Delta Investment Development Agency
 viii. Mr. Tomiwa Aregbesola    Member
  Transaction Adviser
 ix. Mr. Francis Eboka     Secretary
  Assistant Director, Government House

OFFER OF CONCESSION PAYMENT

The focus of this paper is on the commercial proposals by the two consortia. The 
detailed financial models for the bids and other financial considerations used in 
the formal evaluation exercise have not been produced here because they are not 



THE CONCESSION OF ASABA INTERNATIONAL AIRPORT

18

 Year *of EBITDA(Based on Financial Model) Annual Royalty 
   (N)(000)  
 1 2.50% 177,030,000
 2 2.50% 245,659,000
 3 2.50% 274,678,000
 4 2.50% 293,435,000
 5 2.50% 314,301,000
  6 2.50%  339,484,000
 7   2.50% 366,977,000    
 8 2.50% 393,845,000
 9   2.50% 430,958,000 
    10 2.50% 473,531,000
  11 2.50% 514,953,000
 12   2.50% 546,060,000 
    13 2.50% 632,885,000
 14   2.50% 692,963,000 
 15 2.50% 766,717,000
 16   2.50% 869,354,000 
    17 2.50% 967,131,000
 18 2.50% 1,081,118,000
  19 2.50% 1,240,111,000
 20 2.50% 1,377,813,000
  21 2.50%   1,577,337,000
 22 2.50% 1,803,889,000
 23 2.50% 2,049,378,000
 24 2.50% 2,332,863,000
 25 2.50% 2,775,630,000
 26 2.50% 3,140,876,000
 27 2.50% 3,595,345,000
 28 2.50% 4,284,671,000
 29 2.50% 4,922,871,000
 30 2.50% 4,917,685,000
  TOTAL N43,399,548,000

necessary for this case study. Nonetheless, this paper presents the highlights of the 
submission by the bidders, as follows: 
i. On the one hand, the FIDC-Menzies Consortium offered the following 
Monetary Value of Annual Royalty:

In summary, the FIDC/Menzies Consortium is offering a cumulative Annual Royalty 
of N43.4billion over the life of the Concession.

Furthermore, the Consortium offered to pay additional annual concession fee of 
One Hundred Million Naira (N100, 000,000) to escalate by 10% every 5 years for 
the concession period. The consortium also provided a financial proposal which 
demonstrated a clear commitment to a total investment/injection of N28 billion of 
new capital over the proposed concession period.
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ii. On the other hand, the Asaba International Airport Development Consortium 
offered the following Monetary Value of Annual Royalty.

 Year  *of EBITDA(Based on Annual Royalty  Conversion Dollar
  Financial Model) in USD  to Naira (rate at 363)
 1 4.0% 39,999 14,519,637
 2 4.0% 129,557 47,029,191
 3 4.0% 338,133 122,742,279
 4 4.0% 411,700 149,447,100
 5  4.0%  477,158 173,208,354
 6  4.0% 514,846 186,889,098
 7 4.0% 546,735 198,464,805
 8 4.0%  580,708     210,797,004
 9 4.0% 624,495 226,691,685
 10 4.0% 665,717 241,655,271
 11 4.0% 706,829 256,578,927
 12 4.0% 750,491 272,428,233
 13 4.0% 796,823 289,246,749
 14 4.0% 845,951 307,080,213
 15 4.0% 897,999 325,973,637
 16 4.0% 954,040 346,316,520
 17 4.0% 1,012,651 367,592,313
 18 4.0% 1,074,250 389,952,750
 19 4.0% 1,139,282 413,559,366
 20 4.0% 1,207,876  438,458,988
 21 4.0% 1,280,159 464,697,717
 22 4.0% 1,356,258 492,321,654
 23 4.0% 1,436,298 521,376,174
 24 4.0% 1,520,402 551,905,926
 25 4.0% 1,608,688 583,953,744
 26 4.0% 1,701,272 617,561,736
 27 4.0% 1,798,267 652,770,921
 28 4.0% 1,899,779 689,619,777
 29 4.0% 2,005,908 728,144,604
 30 4.0% 2,116,750 768,380,250  
  TOTAL USD30,439,021 N11,049,364,623 

In summary, the Asaba International Airport Development Consortium offered a 
cumulative Annual Royalty of about N11 billion over the life of the Concession.
It is noteworthy that the consortium did not state an Annual Concession fee pay-
able by the concessionaire for the concession period.
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SUMMARY OF THE RESULT 
FOR THE FINANCIAL EVALUATION

i. Based on the evaluation of Financial Proposals, the AI-IMS consortium 
did not follow the prescribed format of the RfP, and did not submit hard and/or 
soft copies of their financial model as prescribed in the RfP, thus making a proper 
evaluation and adequate review of revenue figures impossible. Consequently, the 
transaction advisers were unable to confirm Annual.

Royalty figures given that they are a factor of revenue. Most importantly they did 
not provide and/or propose an annual concession fee. 

ii. On the other hand, the FIDC-Menzies Consortium provided all the required 
information and submitted financial models to support their submission; they 
proposed numbers for all required sub heads namely, Annual Concession Fees; 
Annual Royalty and Signature Bonus. Their financial proposal shows the investment 
commitment and revenue projections for all facilities (existing and proposed). 
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Therefore, final Weighted Average Scores 

 Weighted Score AI-IMS   FIDC 
 Mandatory Requirements (30%) 26.64% 30%
 Technical Segment (30%) 21.46%   27.33%
 Financial Segment (40%)  10%   32% 
  Total Weighted Score (100%) 58.10 89.33 

OBSERVATIONS

i. On the basis of submissions by both consortia, it was clear that the AIIMS 
consortium did not provide as part of its consortium, parties that have 
demonstrable capacity to develop and manage the Cargo Terminal, Tank 
Farm, Hotel and Conference as well as an Anchor Airline. Of more significance 
is the absence of a financial model with which to evaluate their proposed 
investment or even revenue. 

ii. On their part, the FIDC-Menzies Consortium provided all members of the 
value chain as required from the RfP. The group also submitted a financial 
model, which showed their proposed investment and revenue plans and 
assumptions. It also provided all details as required in the RfP. 

iii. It was the opinion of the committee that the FIDC-Menzies Consortium 
demonstrated a better understanding of the transaction and provided all 
the requirements requested whilst also showing in concrete terms, their 
financial commitment and timing of new investment. This consortium also 
included parties that will be responsible for the development, operation and 
management of all facilities. Included in their financial bid as requested, was 
a financial model (soft and hard copies) necessary to confirm numbers based 
on proposed Annual Royalty (A factor of revenue) and Annual Concession 
fee as well as Signature bonus.

RECOMMENDATION

On the basis of the foregoing, the Committee recommended that the FIDC-Menzies 
Consortium be approved and named the preferred bidder for the concession of 
Asaba International Airport. The A-IMS Consortium however, was named Reserved 
Bidder, subject to them providing additional information as required, especially a 
financial model. This recommendation was approved by the State Executive Council, 
which further directed the Chiedu Ebie Committee to proceed to negotiate the fine 
details of the transaction contract with the preferred bidders. The negotiation was 
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tortuous and the process took over one year to finalize. Some of the key points 
agreed in the contract terms included:
i. Concession Period: The concession right shall be for a period of thirty (30) 

years.

ii. Naming of the Airport: The name of the Airport shall remain Asaba 
International Airport, however, the Concessionaire, upon discussion with 
the State, can include tagline to the existing Airport name for the purpose 
of branding.

iii. Competing Airport:  There shall not be any publicly or privately-owned new 
airport, whether greenfield developments or expansions in Delta North 
Senatorial District of Delta State, during the concession period. 

iv. Employment of Deltans: The Concessionaire shall at all times be under an 
obligation to maintain an employment ratio of twenty percent (20%) of its 
staff for the operation of the Airport composed of indigenes of Delta State;

v. Mandatory Capital Projects; The Concessionaire shall undertake the 
development of Mandatory Capital Projects, and they shall be completed 
within a period of three (3) years from the effective date of the transaction. 
The Mandatory Capital Projects include; Airport/Terminal Facility; Cargo 
Facility; Maintenance, Repair and Operations (MRO) Facility; Tank Farm 
Facility, Industrial Park and Office Facility; and Hotel and Conference Facility.

vi. Concessionaire Obligation: The Concessionaire shall be responsible for 
the management, operation and maintenance of the Airport, keeping the 
Airport in good operating repair and condition throughout the Concession 
Period at its own cost and risk and in accordance with Prudent Industry 
Practice and the provisions of the Agreement. 

vii. Exemption of Payment of Tax: The Concessionaire shall be exempted from 
the payment of some specific tax to the State for a period of five (5) years, 
to enable it concentrate on the development of the mandatory capital 
projects as listed above; 

viii. Rights of Inspection of the Airport Facilities: The State and its representatives, 
with a written notice to the Concessionaire, no less than seven (7) days prior 
to visit, can undertake the inspection of the airport facilities to ascertain 
compliance with the terms of agreement.

ix. Project Delivery Oversight Committee (PDOC): A PDOC comprising 
representatives of the State and the Concessionaire shall be constituted to 
ensure the implementation of the terms of the agreement.

x. Terms of the Concession: The Assets and all infrastructure constructed by 
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the Concessionaire, together with all related investments in, and upgrades 
to the Assets, shall be handed back to the State at the end of the concession 
period.

xi. Insurance Policy: The Concessionaire shall purchase and maintain in full 
force and effect any and all of the insurances required for the operation of 
the Airport.

xii. Royalty Fee: The Concessionaire shall pay to the State a royalty fee of 2.5% 
of the annual EBITDA (Earnings Before Interest, Taxes, Depreciation, and 
Amortization).

xiii. Annual Fee: The Concessionaire shall pay to the State an annual fee of One 
hundred million naira (N100,000,000.00) each year during the concession 
period, with a 10% escalation every five (5) years of the concession period.

xiv. Upfront Fee: The Concessionaire shall pay to the State an upfront fee of 
the Naira equivalent of two million, five hundred thousand US Dollars 
(USD$2,500,000.00) only, on or before close of business on the 15th day 
following the signing of the agreement.

  
The agreed terms of the concession agreement were subsequently approved by 
the State Executive Council and Delta State house of Assembly.  

As the transaction moves into the execution stage, the role of the Project Delivery 
Oversight Committee will be crucial in the success of this Concession. The 
composition of this all important committee as embedded in the agreement will be 
made up of 2 persons representing the State Government, 2 persons representing 
the Airport Management Company and 2 persons working at the Airport. The 
committee’s role is to ensure the faithful implementation of the agreement.

CONCLUSION

In concluding this paper, it is worth restating the old adage which says that necessity 
is the mother of invention. It was the desperate need of the state government to 
find an appropriate funding mechanism for the operation of Asaba International 
Airport that led to this groundbreaking PPP transaction. There are a number of state 
governments that have built airports which they are not able to operate because of 
lack of sustainable funding sources. These states have inundated Federal Ministry 
of Aviation with requests for Federal Government to take over the operation of 
these airports. The concession arrangement for Asaba International Airport may 
well serve as a Case-Study for PPP arrangements to states desperately seeking 
ways to offload their airports. This approach to the management of a state’s asset 
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of value will ensure that the motivation for building the airport ab-initio is realized 
without putting too much pressure on the finances of the state.

Although the concession of Asaba International Airport is the first Greenfield 
transaction in Africa, it is hoped that if it is faithfully executed, it may well become a 
model for the operation of airports in Nigeria. But there is a caveat to this assertion. 
Any state governor wishing to concession his state airport or indeed any asset of 
substantial importance, must be willing to follow due process and be committed 
to the level of patience, transparency and integrity, which Governor Ifeanyi Okowa 
demonstrated with the concession of Asaba International Airport. Therein lies the 
secret of the success of this transaction.
   


