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Abstract 

The Gulf of Guinea has, for over a decade, been characterised as one of the world's highest-risk 

maritime zones, afflicted simultaneously by piracy and kidnap-for-ransom activity, large-scale 

crude oil theft, and pervasive maritime fraud. This paper examines Nigeria's experience over the 

past five years as evidence that coordinated institutional management and inter-agency 

collaboration, rather than any single security or regulatory measure in isolation, is the decisive 

variable in reducing these threats. The paper reviews the Deep Blue Project, a bi-ministerial 

maritime security architecture jointly developed by Nigeria's Federal Ministries of Defence and 

Transportation and the Office of the National Security Adviser, integrating the Nigerian Navy, the 

Nigerian Maritime Administration and Safety Agency, the Department of State Services, and the 

Nigerian Police Force, and finds that Nigerian territorial waters have recorded four consecutive 

years without a successful piracy incident, accounting for only three of fifty-nine Gulf of Guinea 

piracy incidents recorded regionally between 2022 and 2024. The paper similarly reviews the 

reduction of crude oil theft from over 200,000 barrels per day prior to 2019 to approximately 9,600 

barrels per day in 2025, a decline attributed by Nigerian officials to an integrated energy security 

model combining legislative and executive policy alignment, actionable intelligence, kinetic 

deployment capability, and community-embedded surveillance mechanisms including Host 

Community Development Trusts. The paper finds that these gains correlate directly with the degree 

of institutional coordination achieved, and that residual vulnerabilities, including the 2025 rise in 

Gulf of Guinea crew kidnappings and continuing multi-agency fragmentation in port-level fraud 

enforcement, persist specifically where inter-agency collaboration remains incomplete. The paper 

concludes that regional replication of Nigeria's collaborative security architecture, extended 

through the Yaoundé Code of Conduct framework, represents the most credible pathway to 

sustained reduction of piracy, oil theft, and maritime fraud across the wider Gulf of Guinea. 
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1. Introduction 

For much of the 2010s and early 2020s, the Gulf of Guinea was widely regarded as the world's 

most dangerous maritime zone for seafarers, accounting for the substantial majority of global crew 

kidnappings even as overall piracy incident counts in the region remained comparatively modest 

by historical standards. Nigeria, as the region's largest economy and the state with the longest 

coastline and the greatest concentration of oil and gas infrastructure, sat at the centre of this threat 

picture, simultaneously confronting maritime piracy in its territorial waters and exclusive 

economic zone, large-scale theft of crude oil from onshore and offshore pipeline infrastructure, 

and a persistent pattern of maritime fraud, extortion, and documentary falsification within its port 

system. What distinguishes Nigeria's experience over the past five years is not the introduction of 

any single new law, technology, or enforcement unit, but rather a deliberate and sustained shift 

toward institutional coordination across previously siloed security, regulatory, and community-

facing agencies. This paper examines that shift and the outcomes associated with it, organised 

around the three threat categories named in its title: piracy, oil theft, and maritime fraud. It argues, 

on the basis of the evidence reviewed, that the degree of inter-agency collaboration achieved in 

each domain corresponds closely with the degree of measurable improvement recorded, and that 

continuing vulnerabilities are concentrated precisely where institutional coordination remains 

weakest. 

 

2. Conceptual Framework: Institutional Inputs, Collaboration Mechanisms, and Outcomes 

This paper adopts a three-layer framework linking the individual institutions responsible for 

Nigerian maritime security and economic governance to the specific mechanisms through which 

those institutions coordinate, and in turn to the security and economic outcomes observed. The 

institutional inputs layer comprises the individual agencies involved: the Nigerian Navy, 

NIMASA, the upstream petroleum regulator (NUPRC), the Department of State Services, the 

Nigerian Police Force, the Office of the National Security Adviser, and community-facing bodies 

such as Host Community Development Trusts. The collaboration mechanisms layer comprises the 

structures through which these agencies act jointly rather than independently: the Deep Blue 

Project's C4i command architecture, joint security task forces, shared intelligence protocols, and 

the regional Yaoundé Code of Conduct. The outcomes layer comprises the measurable results: 

reduced piracy incidents, reduced oil theft, restored crude oil production, improved investor 

confidence, and recovered government revenue. 

 

Figure A: Conceptual Framework — Institutional Inputs, Collaboration Mechanisms, and 

Security/Economic Outcomes 

INSTITUTIONAL INPUTS 
COLLABORATION 

MECHANISMS 

SECURITY & ECONOMIC 

OUTCOMES 

Nigerian Navy · NIMASA · 

NUPRC · DSS · Police · ONSA 

· Host Community Trusts 

Deep Blue Project (C4i 

Architecture) · Joint Task Forces 

· Intelligence Sharing · Yaoundé 

Code of Conduct 

Reduced Piracy Incidents · 

Reduced Oil Theft · Restored 

Production · Investor Confidence 

· Revenue Recovery 

Moderating Context: Legislative-Executive Policy Alignment · Community Engagement · Regional Naval 

Cooperation · Private Security Partnerships 
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 The framework's central proposition, tested against the evidence in the sections that follow, is that 

outcomes are a function of the collaboration mechanism layer specifically — that is, institutional 

inputs which exist but do not act jointly produce materially weaker outcomes than the same 

institutions operating through a shared command and intelligence architecture. 

 

Table 4: Key Institutions and Their Roles in Nigeria's Maritime Security Architecture 

Institution Primary Role 

Nigerian Navy 
Kinetic maritime patrol, interdiction, and 

territorial waters defence 

NIMASA 
Maritime administration, safety regulation, 

Deep Blue Project coordination 

NUPRC 
Upstream petroleum regulation, metering 

audits, crude evacuation route approval 

Department of State Services (DSS) Intelligence gathering and threat assessment 

Nigerian Police Force 
Law enforcement, arrests, and prosecution 

support 

Office of the National Security Adviser 

(ONSA) 

Cross-agency policy coordination and Special 

Prosecution Team 

Host Community Development Trusts 

(HCDT) 

Community-level economic engagement and 

alternative livelihoods 

Source: Compiled from NIMASA, NNPC Ltd., and Federal Ministry of Transportation public 

statements, 2025–2026. 

 

3. Piracy: The Deep Blue Project as Inter-Agency Model 

The Deep Blue Project, formally titled the Integrated National Security and Waterways Protection 

Infrastructure, originated from a bi-ministerial collaboration between Nigeria's Federal Ministries 

of Defence and Transportation and the Office of the National Security Adviser, with the Federal 

Executive Council approving 195 million dollars for its execution in 2017. Its defining institutional 

feature is the deliberate integration of military, security, and civilian maritime regulatory functions 

into a single command architecture rather than the parallel, uncoordinated deployment of 

individual agency assets that had characterised earlier Nigerian counter-piracy efforts. Deep Blue's 

assets and personnel are drawn from and operate in continuous coordination with the Nigerian 

Navy, NIMASA, the Department of State Services, the Nigerian Police Force, and private security 

and training partners including Homeland Security International. 

The Chief of Naval Staff has publicly described the Deep Blue Project as a model for effective 

inter-agency cooperation in tackling maritime crimes, a characterisation borne out by NIMASA's 

own reporting that the architecture has sustained zero successful piracy incidents in Nigerian 

waters for four consecutive years as of mid-2026. This claim is corroborated by independent 

regional analysis: of fifty-nine Gulf of Guinea piracy incidents recorded between 2022 and 2024, 

http://www.iiardjournals.org/


International Journal of Social Sciences and Management Research (IJSSMR) E-ISSN 2545-5303 

P-ISSN 2695-2203 Vol 12. No.10 2026 www.iiardjournals.org    

 

  

IIARD – International Institute of Academic Research and Development 
 

Page 129 

only three occurred in Nigerian waters or ports, a striking divergence from the pattern of the mid-

2010s when piracy in the Gulf of Guinea was heavily concentrated specifically off the Nigerian 

coast. 

  
 

Table 1: Gulf of Guinea Piracy Incidents by Zone, 2022–2024 (Cumulative) 

Zone Incidents (n) Share of Regional Total 

Nigerian Waters / Ports 3 5% 

Rest of Gulf of Guinea 56 95% 

Regional Total 59 100% 

Source: Center for Maritime Strategy analysis of IMB Piracy Reporting Centre data, 2022–2024. 

 

Analysis and Discussion 

Figure 3 shows that Nigeria accounted for only five percent of total Gulf of Guinea piracy incidents 

between 2022 and 2024, despite possessing the region's longest coastline, its largest concentration 

of oil and gas infrastructure, and historically the highest incident rate of any Gulf of Guinea state. 

This disproportion is the clearest available evidence that institutional coordination, rather than 

geography or asset value, is the operative variable explaining regional piracy distribution: the same 

features that once made Nigerian waters the region's highest-risk zone — extensive coastline, 

valuable cargo, proximity to the Niger Delta — remain present today, yet incident concentration 
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has shifted overwhelmingly to neighbouring states with less developed integrated security 

architecture. This pattern is consistent with the framework proposed in Section 2: where the 

collaboration mechanism (Deep Blue's C4i architecture) is present and sustained, outcomes 

improve sharply even without a change in the underlying institutional inputs or threat environment. 

The implication for regional policy is significant — it suggests that the marginal returns to 

replicating Nigeria's inter-agency model in neighbouring Gulf of Guinea states may exceed the 

returns to simply increasing naval asset numbers in isolation, since Nigeria's own experience 

indicates that coordination architecture, not asset volume alone, has been the decisive factor. 

 

4. Oil Theft: The Integrated Energy Security Model 

Crude oil theft and pipeline vandalism represented, for much of the 2010s, the single largest threat 

to Nigeria's fiscal stability and production capacity, with daily losses exceeding 200,000 barrels 

prior to 2019 according to NNPC records and Nigerian Senate reports. The institutional response 

that has since reduced this figure by over ninety percent was explicitly framed by NNPC's Group 

Chief Executive Officer as an integrated energy security model combining legislative and 

executive policy alignment, actionable intelligence, kinetic deployment capability, regulatory 

oversight, industry cooperation, and community-embedded surveillance mechanisms — language 

that mirrors precisely the collaboration-mechanism layer of this paper's conceptual framework. 
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Table 2: Nigeria's Daily Crude Oil Losses to Theft and Pipeline Vandalism 

Period Daily Loss (bpd) 
Cumulative Change from 

Pre-2019 Peak 

Pre-2019 (peak era) 200,000+ — (baseline) 

2021 102,900 −49% 

2025 9,600 −95% 

Source: NNPC records; Nigerian Senate reports; NUPRC (2025). 

 

Analysis and Discussion 

Figure 1 shows a reduction in daily crude oil losses from approximately 200,000 barrels prior to 

2019 to 102,900 barrels in 2021 and 9,600 barrels in 2025, representing an approximately ninety-

five percent cumulative decline and a ninety percent reduction in the 2021-to-2025 period alone. 

The trajectory is notable for occurring in two distinguishable phases: a relatively gradual decline 

through 2021, followed by a substantially steeper reduction thereafter, a pattern consistent with 

the 2023 enforceability of the Nigerian Upstream Petroleum Measurement Regulations, which 

enabled a comprehensive metering audit of upstream facilities, combined with the National 

Upstream Petroleum Regulatory Commission's approval of thirty-seven new crude evacuation 

routes designed specifically to bypass theft-prone channels. The involvement of Host Community 

Development Trust projects, which provided alternative livelihoods for Niger Delta youth 

previously engaged in pipeline vandalism, further indicates that the institutional response 

combined regulatory, technical, and socio-economic interventions simultaneously rather than 

relying on security enforcement alone — a multi-dimensional coordination pattern that 

corroborates this paper's central argument regarding the primacy of collaboration mechanisms over 

any single intervention type. This security improvement translated directly into production 

recovery. Nigeria's crude oil output, which had fallen to a low of approximately 960,000 barrels 

per day in 2022, recovered to an average of 1.71 million barrels per day in 2025 with a peak of 

1.84 million barrels per day, against an official 2026 target of 2.1 million barrels per day and a 

longer-term ambition of exceeding 2.5 million barrels per day. 
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Table 3: Nigeria's Crude Oil Production Recovery Timeline 

Milestone Output (bpd) Context 

2016 Low 1,000,000 Prior historic low point 

2022 Low 960,000 
Trough preceding security 

reform 

2025 Average 1,710,000 
Sustained output, Apr 2025–

Apr 2026 window 

2025 Peak 1,840,000 
Highest single-period output 

recorded 

2026 Target 2,100,000 
Official government target, 

at/above OPEC quota 

Source: NNPC Ltd. One-Year Mandate Report (2026); NUPRC production data; OPEC quota 

targets. 

 

Analysis and Discussion 

Figure 2 places the 2025 production recovery in historical context, showing that Nigeria's 2025 

average output of 1.71 million barrels per day already exceeds both the 2016 low of approximately 

1.0 million barrels per day and the more recent 2022 low of 0.96 million barrels per day by a 

substantial margin, while the 2025 peak of 1.84 million barrels per day approaches roughly eighty 

percent of the 2.1 to 2.5 million barrel per day range the country last sustained in the mid-2000s. 

The near-inverse relationship between the trajectory in Figure 1 (oil theft declining) and Figure 2 
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(production rising) is the paper's strongest quantitative evidence for a causal, rather than merely 

correlated, relationship between institutional security coordination and economic outcome: 

production did not recover through new discoveries, capacity expansion, or price effects, but 

specifically through the recovery of barrels that were previously being diverted before reaching 

legitimate export channels. This distinction matters for policy design, since it indicates that the 

fiscal and output gains achieved are attributable to governance and security coordination reform 

specifically, and are therefore reproducible in other Gulf of Guinea oil-producing states facing 

comparable theft dynamics, rather than being contingent on Nigeria-specific geological or market 

conditions. 

 

5. Maritime Fraud: The Unfinished Dimension of Institutional Coordination 

Maritime fraud — encompassing extortion at clearance points, fraudulent misrepresentation on 

bills of lading, falsified port charges, and cargo-related corruption of the kind quantified in prior 

analysis of Nigerian port corruption costs — presents a more equivocal picture than either piracy 

or oil theft. Unlike the Deep Blue Project's single unified command architecture or the integrated 

energy security model's explicit combination of regulatory, security, and community mechanisms, 

port-level fraud enforcement in Nigeria continues to involve Customs, port health, quarantine, 

standards, and security agencies operating through largely sequential rather than coordinated 

processes, a fragmentation independently identified as a driver of both extended cargo dwell time 

and persistent extortion risk in prior analysis of Nigerian port operations. 

This comparative lag is consistent with the framework advanced in this paper: where a genuinely 

unified collaboration mechanism exists, as with Deep Blue and the integrated energy security 

model, measurable outcome improvement has followed; where agencies continue to operate in 

parallel rather than through joint command or shared process architecture, as remains largely the 

case for port clearance and fraud enforcement, the underlying vulnerability persists despite the 

individual competence and resourcing of each constituent agency. The National Single Window 

initiative and the proposed Executive Order on Joint Physical Inspection, both reviewed in prior 

analysis of Nigerian port efficiency, represent early steps toward extending the Deep Blue and 

integrated energy security coordination model to the port clearance and fraud domain specifically, 

but as of mid-2026 remain in earlier stages of implementation than either the maritime security or 

oil theft interventions. 

 

6. Regional Extension: The Yaoundé Code of Conduct and Neighbouring States 

Nigeria's experience carries direct implications for the wider Gulf of Guinea, where the Yaoundé 

Code of Conduct, established in 2013, already provides the regional legal and coordination 

framework dividing the Gulf of Guinea into zones with dedicated multinational coordination 

centres. The persistence of piracy and kidnap-for-ransom activity concentrated outside Nigerian 

waters, despite this regional framework's decade-plus existence, suggests that the framework's 

regional architecture has not yet been matched by the depth of national-level inter-agency 

integration that Nigeria has achieved domestically through Deep Blue. Neighbouring states' more 

limited naval and coast guard capacity, documented in comparative regional naval acquisition data, 

compounds this gap: while Ghana, Senegal, Côte d'Ivoire, and Angola have each received new 

patrol vessels since 2022, none has yet paired these acquisitions with an integrated command 

architecture comparable in scope to Deep Blue's fusion of naval, regulatory, and security service 

functions under unified operational coordination. Continued and expanded international naval 

cooperation, including France's annual Grand African Nemo exercises and the United States-led 
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Obangame Express, provide valuable capacity-building and deterrence value, but the Nigerian 

experience indicates that such external cooperation functions best as a complement to, rather than 

a substitute for, sustained domestic inter-agency integration of the kind Deep Blue represents. 

 

7. Strategic Recommendations 

Four recommendations follow from the evidence reviewed. First, the Deep Blue Project's C4i 

coordination architecture should be documented and formally offered as a technical model for 

replication by other Yaoundé Code of Conduct member states, given the scale of the divergence in 

outcomes between Nigerian waters and the wider Gulf of Guinea. Second, the integrated energy 

security model's combination of regulatory reform, kinetic security deployment, and community-

level economic engagement through Host Community Development Trusts should be treated as a 

template for other Gulf of Guinea states confronting resource theft, rather than a Nigeria-specific 

arrangement, given the framework's demonstrated applicability across the security-economic 

governance boundary. Third, the National Single Window and Joint Physical Inspection initiatives 

should be prioritised and accelerated specifically because they represent the extension of Nigeria's 

successful collaboration model into the one major threat domain — maritime fraud — where 

institutional fragmentation persists. Fourth, given the 2025 rise in Gulf of Guinea crew 

kidnappings despite a stable overall incident count, continued investment in the collaborative 

security architecture is required even in Nigeria's own case, since the evidence indicates that gains 

achieved through institutional coordination are not self-sustaining and require ongoing resourcing 

and inter-agency commitment to be preserved. 

 

8. Conclusion 

The evidence reviewed in this paper supports the proposition that institutional management and 

inter-agency collaboration, rather than any single security, regulatory, or technological 

intervention, has been the decisive factor behind Nigeria's measurable reduction in piracy and oil 

theft over the past five years. Nigerian waters have recorded four consecutive years without a 

successful piracy incident and now account for only five percent of total Gulf of Guinea piracy 

activity, while daily crude oil losses to theft have fallen by approximately ninety-five percent from 

their pre-2019 peak, driving a production recovery from below one million to above 1.7 million 

barrels per day. Both achievements are attributable specifically to the integration of previously 

siloed agencies into unified command and intelligence architectures — the Deep Blue Project and 

the integrated energy security model respectively. Maritime fraud, by contrast, remains the threat 

domain where this collaboration model has been least fully extended, and outcomes in that domain 

lag accordingly. The clearest policy implication is that the Gulf of Guinea's remaining security and 

economic governance challenges are more likely to be resolved through the deliberate construction 

of shared institutional architecture than through the continued independent strengthening of 

individual agencies operating in parallel. 
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