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Political Process

• Pre-feasibility study : Dorsch Consult – 1997/98

• Premier announces Gautrain : Opening of Legislature 
– February 2000 as part of an initiative by 
government to invest in strategic economic 
infrastructure

• Appointment of Political Cabinet Committee to 
oversee the project

• Has remained in place through three elections and 
five Premiers/Cabinets 



Three Reasons to Do Gautrain

• The Gauteng Growth and Development Strategy 
(GDS) aims to grow the Provincial economy to at 
least 8% by 2014  - job creation and economic 
development

• Create  a public transport system of choice and 
alleviate severe traffic congestion (traffic volumes in 
corridor  growing at 7% p.a. for more than a decade)

• Counteract urban sprawl and make for more efficient 
province



Three Hundred Reasons NOT to 
Do Gautrain
• Better to invest in other forms of Public Transport

• Better to invest in social services and housing

• Better not to invest at all (doomsday scenario)

• Too expensive

• Too risky

• …………….

The Gautrain has always evoked strongly supportive or 
hugely negative reactions – sometimes from the same 
people on different days!



Separating Emotion from 
Analysis

• Four pillars
– Political will & commitment

– Stakeholder buy-in 

– Demonstrating a viable project (base case design)
• Technical

• Financial

• Legal/Institutional

– Obtaining funding (for infrastructure & operations)
• Government’s portion

• Private Sector’s portion



Initial studies

• Inception Report completed in June 2000

• Route Determination Study approved by Gauteng 
Cabinet

• PPP Feasibility Study

• After Feasibility Study was approved by National 
Treasury, the following studies commenced:
– Environmental Impact Assessment

– Procurement commencing with RFQ



Concessioning Drivers
• Risk Transfer, Value for Money, Affordability

– Innovation, integration, fixed price, date certain

• Performance & Penalty regime
– Availability, reliability, safety & security

– Performance deduction for low performance, reduction in guarantee in 
extreme circumstances

• Patronage Guarantee Concepts
– Between Minimum Required Total Revenue (MRTR) and Actual 

Patronage

– MRTR locked in relation to Province forecast of Traffic

• Fare Structuring Guidelines
– Promote modal shift (perceived cost of car travel)

– Non competitive to existing PT on price but allows migration from PT



PPP - Project partners: Equity
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Gautrain Management Agency

• The Gautrain Management Agency (GMA) is a 
provincial public entity managing and overseeing the 
implementation of the Concession Agreement, 
including managing the relationship with the 
Concessionaire

• The GMA legislation was passed in Dec 2006

• Operations commenced in Jan 2009

• The CEO (with � 50 staff) and Board is accountable to 
the MEC for Transport and Roads





Technical specifications

• Safety and security paramount 

• International standard gauge

• Maximum speed: 160 km/h

• 24 modern state of the art trains
– Bombardier’s Electrostar

– Thus totally different from existing SA system

• Different coaches for commuters and air passengers

• Frequency every 10 to 30 minutes

• Initial operating hours 05:30 to 20:30



Inside the train depot





Feeder & distribution service

• Bus service integrated with Gautrain

• 125 buses 

• 36 feeder and distribution routes spanning 420 km 

• Every 12 to 30 minutes in relation to train time-table

• 2 200 bus trips per day

• 26 000 km of bus services per day

• Gautrain buslink to complement                                    
bus services in metropolitan areas

• Ample park and ride facilities



Funding and CostsFunding and Costs



Funding

• Gautrain has 5 sources of funding
– DoRA (Division of Revenue Act) money from 

central government via the Department of 
Transport

– MTEF (Medium Term Expenditure Framework) 
from Gauteng Provincial Government

– Private Sector Equity

– Private Sector Borrowing

– Provincial Borrowing



Project Financing
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Project Costs to Date

• The 2006 concession contract value in nominal (2011) terms 
was  R 25,7 billion

• Development Period costs to date amounts to a total  R 26,4 
billion 

• Cost increases made up over all five years include:

• CPI  variance costs R 960 million

• Foreign Exchange savings of R360 million

• Variations to scope only less than 1%



Patronage Guarantee

• Gautrain is a Greenfields project

• As is typical on all rail projects a Patronage Guarantee was 
envisaged and included in FS

• Patronage Guarantee  is approx R360 million p.a.

• It is performance dependent i.e. reduces if standards not 
maintained

• Patronage Guarantee depends on many factors, including

• GFIP Tolls

• Ramp-up

• Land use changes

• Travel patterns

• Fare levels



Patronage Guarantee: 
Projected Revenue
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Patronage Guarantee: 
Projected Demand
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Development Period 
Comes to an End..

• The airport to Sandton Link was completed on 8 June 2010

• The  CA sets out very strict conditions for achieving OCD2

• These must be certified as complete by the Independent 
Certifier

• There must also be testing and commissioning and trial running 
of 3- 4 months

• Railway Safety Regulator must  issue an Operations Permit

• Bombela set a target date of 27 June 2011 for completion (i.e. 3 
months late)



...but not quite -
Partial Opening

• Bombela was not able to complete the whole system to 
specification because of the water ingress in the tunnels

• Province allowed partial opening (excl Park Station) but no 
OCD2 i.e. still in Development period

• Bombela now doing grouting in tunnel sections

• Better to do this while tunnel section closed to public

• Will drastically reduce water ingress and thus ambient hydro-
geological conditions on surface

• Estimate complete in January 2012



Operational Issues

• Excellent initial take up of service (Very early days)

• DFDS growth very good

• Whole system not yet open

• Tolled freeways commence in 2012

• Have already hit capacity constraints on peak trains AM

• ORTIA Service also running at capacity

• High levels of passenger satisfaction

• Service disruptions a problem



Prov CC

Traffic: risk increased

Revenue (Guarantee)

Revenue (Collection)

Land Procurement

Competitive projects

New technologies

Service 

Force majeure

Risk Allocation
Project risks



Aug and Sept

0

100.000

200.000

300.000

400.000

500.000

600.000

700.000

800.000

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 30 31

CUMULATIVE TRAIN PATRONAGE

AUG SEP



Aug and Sept

0

20.000

40.000

60.000

80.000

100.000

120.000

140.000

160.000

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 30 31

CUMULATIVE AIRPORT PATRONAGE

AUG SEP



Aug and Sept

0

20.000

40.000

60.000

80.000

100.000

120.000

140.000

160.000

180.000

200.000

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 30 31

CUMULATIVE BUS PATRONAGE

AUG SEP



Next StepsNext Steps



Development around Stations
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Network IntegrationNetwork Integration

















Ticketing and fare 
integration

• Achievements:

– AFC went live as stand-alone system (OCD1 & EP1)

• Way forward

– Roadmap for inter-operability for Gautrain

• Five Year window for upgrading to EMV standard

• Reach agreement on technical details, financial implications 
and timeframes

• Certification of equipment and implementation

• Fare integration and broadening the market segment of Gautrain



Planning Network 
Extensions

• Early Planning allows proactive input into Transport master-
planning

• Proactive land identification and acquisition 

• Identification of key corridors

• Engagement with investors to leverage off development value

• Develop “long-list” and refine to key development options

• Plan

• Acquire land

• Implement



Lessons LearnedLessons Learned



Gautrain – Present lessons

• High Profile Project
– Many questions asked from Legislature and Parliament

– Hundreds of news articles

• Teething problems in operating commencement period
– Cable theft

– Water Ingress

• PPP incentives and risks
– Contractual interpretation and disputes



Challenges
• Common vision between Concessionaire and 

Province?
• Concessionaire a consortium  of companies with 

different  objectives
• Third Parties: approvals and financial contribution
• Avoiding corruption

• Yet, we always find a solution
• High level support 



Challenges

• Ensure eyes are kept on ball
– to ensure quality operatable project
– to achieve OCD1 in time for FIFA 2010
– Operational readiness

• Resolve problems/disputes before going into formal legal 
battles (incl. arbitration)
– Partnering 
– Dispute Resolution process
– Dispute Resolution Board (DRB)

• Good communication (incl. single project office)
• Independent adjudicators (IC, ISEM, IECP)



Challenges
• Developing and growing market share

• Avoiding teething problems

• Communication with customers 

• Social networks work better than any Operations 
communications centre!
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