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STATEGIC BUSINESS PLAN
FOR IMMEDIATE IMPLEMENTATION

November 2024



INTRODUCTION

» Over the past 12 months, the Lagos Water Corporation (LWC) has made significant strides towards the
restructuring and transformation of its operations. Both the contract and a significant number of
permanent staff have been disengaged to create space for new entrants, bringing fresh perspectives and
innovative ideas into the organization. As a result, LWC now stands at a pivotal moment in its history, with
the technical and administrative foundation in place to reset and reimagine its future.

» LWC's transformation efforts have also been bolstered by substantial support from the Water, Sanitation,
and Hygiene (WASH) sector in Lagos State, as well as from international partners such as the United States
Agency for International Development (USAID), through the Lagos Urban Water, Sanitation, and Hygiene
(LUWASH) activity and UK WaterAid amongst others. The Memorandum of Understanding (MOU) signed
between USAID and the Lagos State Government (LASG) on December 8, 2021, established several key
obligations and milestones critical to LWC’s progress.

» This Strategic Business Plan lays out the critical tasks and objectives that must be executed sequentially
over the coming years to restore LWC to a path of commercial viability. With focused efforts on
operational efficiency, technical capability, and sustainable financial support, LWC is poised to deliver
reliable and sustainable services to the residents of Lagos State.




GOAL I: Rehabilitation of Akute Intakes, Adiyan | and lju major
waterworks to attain at least 60% of combined installed capacity
(70MGD)

GOAL 7: Rehabilitation of 16 mini/micro-waterworks by end 2026

GOAL 2: Rehabilitation of Ishasi waterworks to deliver 4 MGD
by End 2024

GOAL 8: Securing Government subvention to cover O&M,
Personnel, Chemical, Electricity and Distribution Costs up until
completion of above rehabilitation works by end 2026

GOAL 3: Delivery of Adiyan Il, 70MGD, by Q3 2026

GOAL 9: Concession contracts for downstream water supply
services with feeds (bulk water) from major waterworks

GOAL 4: Rehabilitation of distribution network fed by Adiyan |
and lju waterworks

GOAL 10: Concession Rehabilitated Mini and Micro Waterworks
within 6 months post-rehabilitation operations

GOAL 5: Diversion of water from Adiyan Il to distribution
network served by Adiyan | and lju waterworks pending delivery of
Adiyan |l distribution network

GOAL I 1: Recruitment and training of required personnel

GOAL 6: LASG through the Ministry of Energy and Mineral
Resources (MEMR) to revive Akute IPP and restore power supply
to Adiyan |, Adiyan Il and lju waterworks

GOAL 12: Community Engagement and Stakeholder Management




Goals Details

Goal I:

Rehabilitation of Akute Intakes,
Adiyan | and lju major
Woaterworks to attain at least
60% of combined installed
capacity

lju and Adiyan WTP both take their source water from the Ogun river at Akute. With a combined capacity of
| I5SMGD, they constitute over half of LWCs installed capacity. The quickest way to shore up supply to most
residents of the state will be to bring up the capacity of these WTPs to 60% via replacement of some critical
electromechanical equipment such as pumps, power control systems and other treatment facilities.

Goal 2:
Rehabilitation of Ishasi

waterworks to deliver 4 MGD by
2024

Isashi is one of LWCs four major WTP with a capacity of 4MGD. It serves areas around LASU/IBA, including Iba
housing estate up to Amuwo Odofin. There has been significant population growth in that area of the State in recent
years leading the the rising demand for potable water to several communities along that axis. The rehabilitation has
been completed in Q4 2024 and LWC is making critical distribution repairs to ensure delivery of water.

Goal 3:
Delivery of Adiyan Il, 70MGD, by
Q3 2026

The 70MGD Adiyan Il WTP has significantly overrun its contractual term. This has led to severe cost escalations for
the State Government. Nonetheless, LASG is committed to completing the WTP within the next 18 months. When
completed, it has the capacity to serve 3.5million residents of the densely populated area in the Lagos West.

Goal 4:

Rehabilitation of distribution
network (Including Ishaga
Reservoir) fed by Adiyan | and
lju waterworks

LWC currently has about 200km of transmission mains (700 — 2000mm) and 2000km of tertiary pipelines across the
Lagos metropolis. Due to poor maintenance, aging infrastructure and vandalism, most of the pipelines have been
severely damaged leading to high volumes of Non-Revenue Water. LWC needs to rehabilitate the existing network
and include SMART bulk meters at specific nodes to improve network intelligence and maintenance (predictive and

corrective) of the assets. This will help delineate separate regions for ease of concessioning.




Goals

Goal 5:

Divert water from Adiyan Il to
distribution network served by
Adiyan | and lju pending
delivery of Adiyan Il distribution
network

Details

Adiyan Il WTP is over 80% completed and it is goal 3 for completion of the WTP by end of Q2 2026. The F.E.E.D for
the reticulation of Adiyan Il has been completed by the consultant and is estimated to cost USDI70mm for
construction of the pipeline. Pending the construction, it is expedient to route the treated water into Adiyan |
existing network to meet the customer demand.

Goal 6:

LASG through the Ministry of
Energy and Mineral Resources
(MEMR) to revive Akute IPP
and restore power supply to
Adiyan I, Adiyan Il and lju
waterworks

The 12.15MW Akute IPP was operated on a BOOT model for 10 years which expired in 2020. LWC was unable to
utilize a sizeable portion of Akute IPPs available capacity and hence switched to receiving supply for the utility

(IKEDC). In order to serve Akute intakes, Adiyan | (rehabilitated) & Il (completed) and lju (rehabilitated) WTP, it is
critical to resuscitate the Akute IPP.

Goal 7:
Rehabilitate 16 Micro and Mini
waterworks by Q2 2026

LWC has 48 micro & mini waterworks that serve their surrounding environment around the State. Over the past
year, LWC has conducted a comprehensive technical and commercial assessment of all the micro and mini
waterworks. Of the 48 waterworks, 24 are deemed commercially viable, 8 are currently undergoing rehabilitation,
whereas 4 are to be decommissioned or used as booster stations. It is critical to continue the rehabilitation of these
waterworks batch by batch.

Goal 8:

Secure Government subvention
to cover O&M, Personnel,
Chemical, Electricity and
Distribution Costs up until
completion of above
rehabilitation works

Due to the operational and financial challenges facing LWC, LASG started paying a subvention to the corporation in
2020. This subvention covers the payment of LWC personnel salaries, O&M of WTPs, Chemical consumption and
energy costs at the plants. To address the operational and commercial challenges, LWC is currently repositioning
itself for improved efficiency through the rehabilitation of its plants. It is imperative that LASG continues with the
subvention payment, until LWC can fund its operations from the sales of potable water. Once production stabilizes,
the subvention is expected to reduce over time.




Goals Details

Goal 9:

Concession contracts for
downstream water supply
services with feed (bulk water)
from Major Waterworks

LWC’s centralized reticulation system has suffered significant infrastructural challenges due to aging
infrastructure, vandalism and obsolete, ever-changing pipelines location. LWC has started the process for
segmenting the secondary and tertiary mains into location based regional metering areas (RMA). For the sake of
operational and commercial viability, it is critical to concession the RMA. The concession will cover the
operations and maintenance of the pipelines, the installation and maintenance of customer meters and the
framework for bill collection.

Goal 10:
Concession Rehabilitated Mini

and Micro Waterworks within
6 months post-rehabilitation

To conform with global best practices, it is critical for LWC to concession the operations and maintenance of the
newly rehabilitated Mini and Micro water plants. The management companies will run the plants in collaboration
with the staff of LWC in order to build the technical and operational capacity of LWC staff.

Goal I I:
Recruitment and training of
Staff

Due to the recommendations of a comprehensive staff audit conducted by LASG, LWC disengaged all 425
contract staff and 391 redundant permanent staff. As a result of the personnel restructuring exercise, it is
mandatory that LWC continuously retrains its existing personnel. Furthermore, as the technical needs arises,
LWC will recruit and train young competent and technical personnel to run the newly rehabilitated WTP.

Goal 12:
Community engagement and
Stakeholder Management

This is a critical aspect of the repositioning and restructuring of the corporation. There is a need to re-introduce
the corporation and the services provided to our customers to ensure all efforts are geared towards customer
satisfaction.




Goals

Goal |: Rehabilitation of Akute Intakes Adiyan | and lju major waterworks to attain at least 60% of
combined installed capacity

Cost Estimate
(1600N/$)

$3,596,757.37

Timelines

|2 — 18 months

N107,640,002.49

Goal 2: Rehabilitation of Ishasi waterworks to deliver 4 MGD by end 2024 . 2 month
(Retainer)
Onshore Component
N30,000,000.00 (fully [2 months
negotiated)
Goal 3: Delivery of Adiyan Il, 70MGD, by Q4 2026
Offshore Component-
$61,250,000 (to be 12 months
negotiated)
Goal 4: Rehabilitation of distribution network (Inc. Ishaga Reservoir) fed by Adiyan | and lju
waterworks $3,000,000.00 I8 - 24 months
Goal 5: Divert water from Adiyan Il to distribution network served by Adiyan | and lju pending
: . o $250,000.00
delivery of Adiyan Il distribution network; 3 months
Goal 6: LASG through the Ministry of Energy and Mineral Resources (MEMR) to revive Akute IPP to
. . : MEMR
restore power supply to Adiyan |, Adiyan Il and lju waterworks [2 months




Goals

Cost Estimate

Timelines

(1600N/$)
Goal 7: Rehabilitate |6 Micro and Mini waterworks by Q2 2028 $24,000,000.00 4 annually
Goal 8: Secure Government subvention to cover O&M (N50m), Personnel (N80m),
Chemical (N100m), Electricity ((N100m) and Distribution Costs (N25m) up until completion of $221,875 monthly Monthly starting Q|1
above rehabilitation works 2025

Goal 9: Concession contracts for downstream water supply services with feeds (bulk water) from

Required for technical

major waterworks $1,000,000.00 assistance to LWC
Goal 10: Concession Rehabilitated Mini and Micro Waterworks within 6 months post-rehabilitation $500,000.00 ReqL!n'ed for technical
assistance to LWC
Goal |'I: Recruitment and training of Staff $50,000.00 Starting QI 2025
Goal 12: Community engagement and Stakeholder Management $150,000.00 Monthly starting Q|1

2025




QI 2025 | | — Rehabilitation of Major WW
2 — Isashi WTP Rehab

3 — Delivery of Adiyan Il WTP

4 — Rehab of Main Trunklines

6 — Resuscitation of Akute IPP

7 — Rehab of Micro/Mini WW

8 — LASG subvention to LWC

| 1- Staff Recruitment & Training

[2- Community Engagement

Conclude procurement and make 70% down payment to OEMs
Completion and Handover of WTP by Naston Engineering to LWC
Conclude negotiations and sign addendum with Salini for completion
Conclude procurement and mobilization (50%) of contractor

MEMR to have concluded contractor/concessionaire selection
Ongoing Rehabilitation of 8 selected waterworks (2 by LWC)
Continuous support to LWC for routine operations

Technical staff will be required for the Major waterworks in operation
Continuous community engagement & Stakeholder management

TOTAL

2,517,729.90

6,250,000.00
1,500,000.00

212,500.00
665,625.00
20,000.00
75,000.00

$11,240,854.00

Impact: Improved water production to areas within the metropolis directly supplied by the major waterworks

Q2 2025 | | — Rehabilitation of Major WW

3 — Delivery of Adiyan Il WTP

4 - Rehab of Main Trunklines

6 - Resuscitation of Akute IPP

7 — Rehab of Micro/Mini WW

8 — LASG subvention to LWC

10 - Concession of Rehabilitated Waterworks
| 1- Staff Recruitment & Training

[2- Community Engagement

Ongoing rehabilitation by OEMs

Ongoing construction of the WTP

Ongoing rehabilitation of main trunklines

Contractor/concessionaire rehabilitating the |PP

Ongoing Rehabilitation of the 4 selected waterworks — 50% mobilization
Continuous support to LWC for routine operations

Engage technical advisory services for Concession process

Continuous training of staff

Continuous community engagement & Stakeholder management

TOTAL

3,125,000.00

3,000,000.00
665,625.00
50,000.00

$6,840,625.00

Impact: Improved water production to areas within the metropolis directly supplied by the major waterworks

Goal Completed




Q3 2025 [ I — Rehabilitation of Major WW

Ongoing rehabilitation by OEMs

6,250,000.00

3 — Delivery of Adiyan Il WTP Ongoing construction of the WTP
4 — Rehab of Main Trunklines Ongoing rehabilitation of main trunklines -
6 — Resuscitation of Akute IPP Contractor/concessionaire rehabilitating the IPP -
7 — Rehab of Micro/Mini WW Ongoing Rehabilitation of the selected waterworks -
8 — LASG subvention to LWC Continuous support to LWC for routine operations 665,625.00
9 — Downstream Concession Commence the procurement process for concession contracts (For Main Trunks) 50,000.00
| 1- Staff Recruitment & Training Continuous training of staff -
[2- Community Engagement Continuous community engagement & Stakeholder management -
TOTAL | $6,965,625.00
Impact: Improved water production to areas within the metropolis directly supplied by the major waterworks.
Engagement of Technical Advisory for the concession areas for delineated areas supplied by Major WW
Q4 2025 | | — Rehabilitation of Major WW Testing and Commissioning of new equipment by OEMs, Balance 30% payment 1,079,027.21
3 — Delivery of Adiyan Il WTP Ongoing construction of the WTP 3,125,000.00
4 - Rehab of Main Trunklines Ongoing rehabilitation of main trunklines 1,500,000.00
6 - Resuscitation of Akute IPP Completion of rehabilitating the IPP -
7 — Rehab of Micro/Mini WW Testing and Commissioning of some of the completed waterworks (50% Balance) 3,000,000.00
8 — LASG subvention to LWC Continuous support to LWC for routine operations 665,625.00
9 — Downstream Concession Conclude selection of preferred concessionaires -
| 1- Staff Recruitment & Training Recruitment of technical staff for the rehabilitated waterworks -
2 — Community Engagement Continuous community engagement & Stakeholder management -
TOTAL | $9,369,652.21

Outsourced RMAs to concessionaires

Impact: Improved water production to areas within the metropolis directly supplied by the major waterworks

Goal Completed




QI 2026

| — Rehabilitation of Major WW

Commissioning and handover of the major WW

3 — Delivery of Adiyan Il WTP Ongoing construction and testing of the WTP 15,314,000.00
4 - Rehab of Main Trunklines Ongoing rehabilitation of main trunklines -
5 — Divert Adiyan Il water to Adiyan | Include work scope into addendum for Salini for implementation 250,000.00
7 — Rehab of Micro/Mini WW Ongoing Rehabilitation of the next batch of selected waterworks 3,000,000.00
8 — LASG subvention to LWC Continuous support to LWC for routine operations 665,625.00
9 — Downstream Concession Conclusion and handover of RMA to selected concessionaires -
| 1- Staff Recruitment & Training Continuous training of staff 20,000.00
2 — Community Engagement Continuous community engagement & Stakeholder management 75,000.00
TOTAL | $19,324,625.00
Impact: Increase in water production to up to 75MGD by Major WW due to completion of rehabilitation
Significant improvement in network intelligence of RMAs
Increase in customer base up to 40,000
Q22026 |3 — Delivery of Adiyan Il WTP Ongoing construction and testing of the WTP 15,314,000.00
4 - Rehab of Main Trunklines Ongoing rehabilitation of main trunklines -
5 — Divert Adiyan Il water to Adiyan | Testing and commissioning of diversion equipment and hydraulics -
7 — Rehab of Micro/Mini WW Ongoing Rehabilitation of the next batch of selected waterworks -
8 — LASG subvention to LWC Continuous support to LWC for routine operations 665,625.00
I'l - Staff Recruitment & Training Recruitment & continuous training of technical staff -
[2- Community Engagement Continuous community engagement & Stakeholder management -
TOTAL | $15,979,625.00

Improved commercial viability of LWC

Impact: Another 70MGD of installed capacity will be made available from the completion of Adiyan Il to bring available capacity to 145MGD
Completion and handing over of all Network intelligence instruments and significant reduction in NRW

Goal Completed




Q3 2026 |3 — Delivery of Adiyan Il WTP

6 — Resuscitation of Akute IPP

7 — Rehab of Micro/Mini WW

8 — LASG subvention to LWC

I0- Concession of rehabilitated VWaterworks
| 1- Staff Recruitment & Training

2 — Community Engagement

Ongoing construction and testing of the WTP

IPP operation by concessionaire

Ongoing Rehabilitation of the next batch of selected waterworks
Continuous support to LWC for routine operations

Issuing of concession contracts to preferred concessionaires
Recruitment and continuous training of staff

Continuous community engagement & Stakeholder management

TOTAL

15,314,000.00

665,625.00

$15,979,625.00

Impact: Akute IPP to be providing power to LWC major treatment plants thereby reducing overhead
Improved commercial performance also reducing overhead and dependence on LASG subvention

Q4 2026 | 3 — Delivery of Adiyan Il WTP

7 — Rehab of Micro/Mini WW

8 — LASG subvention to LWC

I10- Concession of rehabilitated VWaterworks
I 1- Staff Recruitment & Training

[2- Community Engagement

Commissioning and Handing over of Adiyan Il WTP

Ongoing Rehabilitation of the next batch of selected waterworks
Continuous support to LWC for routine operations

Issuing of concession contracts to preferred concessionaires
Recruitment and continuous training of staff

Continuous community engagement & Stakeholder management

TOTAL

15,314,000.00

3,000,000.00
665,625.00

$18,979,625.00

Impact: Continuous concession of Micro and Mini WW and RMA’s from Major WW to contribute to LWC commercial viability

Goal Completed




The revitalization of Lagos Water Corporation (LWC) hinges on the successful and timely execution of all the goals and milestones
outlined in this Strategic Business Plan. We recommend that each objective be carried out in the sequence presented to ensure that
LWC achieves operational and commercial viability as efficiently as possible.

It is important to emphasize that all the projects listed are brownfield initiatives, without the inclusion of greenfield proposals at
this stage. Furthermore, the ongoing negotiation with Salini regarding the completion of the Adiyan Il project remains a critical
component of LWC’s strategy.

However, while awaiting the conclusion of negotiations between Salini and the Lagos State Government (LASG), LWC would require
the outlined budgetary allocation to independently meet its targets:

» 2025: $15,666,756.21 + $18,750,000.00 for Adiyan Il Onshore Component as NEGOTIATED

e 2026: $9,007,500.00 + $61,250,000.00 for Adiyan Il Offshore Component NOT YET NEGOTIATED
* 2027: $2,700,000.00

* 2028: $2,700,000.00

In parallel, a more detailed Short-term Business Plan is currently being developed under the Lagos Urban Water, Sanitation, and
Hygiene (LUWASH) activity, which will be completed in Q4 of 2024. This plan will provide a comprehensive roadmap up to the year
2030. Beyond that, the Lagos Water Masterplan will be formulated, in alignment with the Lagos State Development Plan (LSDP), and
will serve as a blueprint for the corporation’s growth and sustainability until 2052.

With focused efforts and continued support from all stakeholders, LWC is well-positioned to transform its operations and continue
to contribute meaningfully to potable water supply in Lagos State.




Thank You

Lagos Water Corporation
Managing Director
Mukhtaar Tijani

07089090000



mailto:Mukhtaar.tijani@lagosstate.gov.ng
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