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Abstract

The City of Bulawayo urgently needs to rebuild its dilapidated infrastructure
and stimulate its economic activities. A Public-Private Partnership funding
mechanism could enable the implementation of Trackless Trams on its cor-
ridors bringing mobility, a new solar power system and other multiple eco-
nomic and social benefits, especially demonstrating the intention of Bulawayo
to leapfrog into a 21st century future. This study designs a PPP model re-
ferred to as a Three Multifaceted PPP Model (TMPM) that will enable the
implementation of the Trackless Tram project in Bulawayo. The TMPM
model is composed of three layers of players each required to structure a sep-
arate PPP arrangement. The city council would lead the first layer responsible
for road construction. The real estate developers would lead the second layer
and be responsible for constructing station precincts especially the construc-
tion of a solar-based Transit Mall. The Trackless Tram consortium and public
transport agency will manage the third layer that provides and operates the
trams. The split of the project into three layers should enable its quicker deli-
very by lowering capital risk through spreading it over a number of players.
Climate finance could be tapped. This model should be replicable to other
developing cities.

Keywords

Trackless Tram System, Light Rail-Light Metro Transit, Public-Private
Partnership, Three Multifaceted PPP Model, Bankability Assessment,
Capability Evaluation

1. Introduction

The City of Bulawayo was not spared from the effects of Zimbabwe’s two dec-
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ades of economic meltdown. That episode has left the city’s infrastructure at the
verge of almost total collapse (City of Bulawayo, 2020b; Ndlovu et al., 2020). The
once envy of many cities in Africa in terms of its robust and well-managed in-
frastructure, it is now one of the poorest cities in Africa. Not only have the road
and water infrastructure almost totally collapsed, the city has experienced a ma-
jor episode of deindustrialisation (Zaaijer, 1998). According to the information
from its latest strategy document (City of Bulawayo, 2020a: p. 11), the city’s in-
dustry is operating at less than 30% of its capacity. Though the structure of its
industry and urban system is still in existence, Bulawayo urgently needs to re-
build most of its public infrastructure especially its road network. However, the
city is facing financial challenges and has few resources to rehabilitate its criti-
cally needed public infrastructure and reactivate its economic activities. The city
will need to show it wants to become a major urban centre in 21st century to
provide a good African life and economic activity. To do this it will need to ex-
plore the possibility of adopting technologies that could ideally leapfrog it tech-
nologically into a city of the future (Ndlovu & Newman, 2020). Trackless Tram
Systems (TTS) have the potential to do just that for the City of Bulawayo given
the city’s current physical situation and socioeconomic settings. The adoption of
this technology will have a profound effect on the psyche of the local and busi-
ness communities, and promote the perception of Bulawayo as a city that is
geared to be a leader in innovation (Ndlovu & Newman, 2020a; Ndlovu & New-
man, 2020; Ndlovu et al., 2020).

Besides the leapfrogging capabilities, the TTS will simultaneously give the city
the impetus and opportunity to start the reconstruction of its infrastructure, es-
pecially its roads that currently are in a dire state. It will also give the city a
chance to move into solar energy as part of the recharge system for the electric
(battery-based) TTS and provide new urban regeneration opportunities from
investment around the new stations. As discussed by Ndlovu et al. (2020) the
TTS should enhance and stimulate the City of Bulawayo’s economic regenera-
tion agenda.

However, there is a need to create a way of enabling the TTS to be funded as
the City of Bulawayo is not able to access such project funding with its current
financial challenges (Ndlovu & Newman, 2020b). Thus a Public-Private Part-
nership funding mechanism has been suggested to be the best strategy for Bula-
wayo to build this critically needed public infrastructure project. The city needs
to reach out to the private sector who is able to fund such major public infra-
structure as expounded by the Secretary General of the International Telecom-
munication Union (ITU) (2014) who proposed that the private sector has the
capacity to fund such public projects through Private-Public Partnerships (PPP)
arrangements.

PPP’s can also enable other skills to be brought into the project through ex-
pertise in such 21st century technology as TTS, solar energy and smart systems

that support these leapfrog projects. The Trackless Tram System could be im-
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plemented through a mechanism such as the entrepreneur rail model, the con-
cept discussed in detail by Newman, Davies-Slate, et al. (2018). To reconstruct
and regenerate its public infrastructure by adopting game changing technologies
like TTS the City of Bulawayo will have to engage the private sector through a
win-win PPP arrangement that carefully works out the best way to achieve the
broader public goals as well as enabling the innovation and funding to create a
successful project financially.

The PPP model can also enable urban regeneration to be linked to the project
and with the TTS enabling value increases to the land around stations, then the
project has a sound basis in land development to enable it to attract good inves-
tors to the city. There is no doubt that the private sector will be crucial to the
city’s strategy to regenerate its corridors and resuscitate its economic activities
(City of Bulawayo, 2020a, 2020b; Newman et al., 2018). The City of Bulawayo is
already geared towards allowing the private sector to lead in regards to the re-
construction of its public infrastructure and revitalisation of its economic activi-
ties (City of Bulawayo, 2020a: p. 24). Therefore, a well-constructed PPP arrange-
ment could see the city implement its TTS project, its energy and even its water
infrastructure projects that will help it to reindustrialise again. This study will
design a PPP model that should enable the implementation of a TTS on the City
of Bulawayo, creating transit activated corridors (TACs) identified in the study
by Ndlovu & Newman (2020a).

In order to design an ideal PPP arrangement, this paper will endeavour to ad-
dress the research question “How would the Leapfrog innovation of a Trackless
Tram System and PPP’s apply to Bulawayo?”, through examining literature on
PPP’s and applying this to the financial and management capability of the City
of Bulawayo. The paper seeks to show how the City of Bulawayo could build a
new culture of creativity and innovativeness going forward that can help it to be

a future leader in the utilisation of leapfrog technologies such as TTS.

2. Methodology

The study will initially conduct a literature review to ascertain the fundamentals
necessary for formulating a successful PPP with this kind of infrastructure,
known as mid-tier transit, or as The World Bank calls it “light rail-light metro
transit” (LRMT) PPP (Mandri-Perrott & Menzies, 2010). This World Bank Re-
port will be explored extensively as it has set the scene for all the rest of the lite-
rature. Informed by this the study will formulate the bankability evaluation and
capability assessment frameworks for Bulawayo’s TTS project. With the under-
standing of the relevant fundamentals that are ideal for a functional LRMT PPP,
the study will then structure an ideal PPP arrangement/model for the City of
Bulawayo’s TTS project. The study will then further discuss the results of the as-
sessment and evaluation frameworks and the proposed Bulawayo TTS PPP

model. Figure 1 gives an overview of this study’s structure and methodology.
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Figure 1. Study’s structure and methodology.

3. City of Bulawayo'’s Future with PPPs

Bulawayo has a good record of successfully implementing various funding me-
chanisms for its construction and urban development projects. It was the first
city in Zimbabwe to adopt the Public-Private Partnership (PPP) arrangement to
build low-cost houses for its residents. The Cowdrey Park suburb was built
through a PPP arrangement between a Zimbabwe-Malaysia Holdings company
to construct up to 15,000 housing units (Mbiba Beacon & Ndubiwa Michael,
2008). Given its robust governance and forward-looking reputation, Bulawayo
could implement a similar strategy adopted by Colombia’s City of Bogota during
the short stint of its mayor Antanas Mockus Sivickas (Willoughby, 2013). Bogota
achieved its implementation through PPPs especially its transit-oriented devel-
opment projects. During his short tenure, Antanas Mockus Sivickas undertook
various PPP projects structured in a way that emphasised the public sector (City
of Bogota) to lead in the construction of stations and infrastructure, while the
private sector was enabled to lead in the provision of buses and their operations.
This PPP arrangement led to the City of Bogota establishing its first BRT project.
A similar type of PPP arrangement could suit the City of Bulawayo and enable it
to implement its Trackless Trams project. As elaborated by Meiduté & Paliulis
(2011), PPP arrangements are very attractive especially during economic crises,
for they are likely to sustain or stimulate the economy, hence allowing the public
sector to allocate scarce funds to other crucial areas. This is ideally suited to the
City of Bulawayo as it has been in a financial crisis for some time and is looking
for mechanisms that will stimulate and resuscitate its economy.

To avoid falling into the Lithuanians’ PPP pitfalls identified by Meiduté & Pa-
liulis (2011), there is a need for the City of Bulawayo to evaluate its readiness to
adopt the PPP funding mechanism and to manage the process. The council au-
thorities will need to deal with the issues that might surround the adoption of
the PPP approach as elaborated by Bhoroma (2020). The methodology and re-
sults of determining what will be needed for the council to do will therefore be

elaborated next.
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4. Public-Private Partnership in Light Rail Metro Transit
and Trackless Trams

According to Mandri-Perrott & Menzies (2010: p. 9) interest is growing in the
use of light rail-light metro transit (LRMT) this interest has also seen the in-
crease in the usage of public-private partnerships (PPPs) to support these initia-
tives. This study will assume TTS is classified as a type of LRMT as it has similar
LRMT attributes or metrics portrayed by Mandri-Perrott & Menzies (2010: p.
17) and Newman, Mouritz, et al. (2018: p. 85). Mandri-Perrott & Menzies (2010)
postulate that ever-expanding urbanisation (urban sprawl) has driven cities around
the globe to look for better ways to improve their transportation services. LRMT
if implemented correctly can help resolve this challenge for any city but espe-
cially fast growing ones like in the developing world. Such cities, not only can
resolve their transportation issues, but they are also environmental friendly and
socially responsible technologies that will reduce urban sprawl as well as vehicu-
lar carbon emissions (p. 11). However, to achieve efficient transportation sys-
tems through the introduction of the LRMT or TTS requires a well thought-out
and strategic approach of implementation. Hence the postulation by Man-
dri-Perrott & Menzies (2010) that “designing properly integrated, intelligently
planned, and well operated public transportation networks typically requires a
centralized transportation or transit authority” (p. 14). As discussed by Man-
dri-Perrott & Menzies (2010), LRMT projects have very high capital expenditure
investment, and they usually do not collect enough fares revenues to cover their
operating costs. However, as already elaborated Trackless Trams (TTS) do pro-
vide all the benefits associated with LRMT, and are considerably cheaper to im-
plement than the traditional LRMT and have the potential to raise funds
through urban development to help pay for the infrastructure (Newman et al.,
2018: p. 84).

According to Mandri-Perrott & Menzies (2010) one of the four fundamental
factors that govern a good PPP framework is a well prepared PPP model. The
purpose of this study is to structure an optimal PPP model that will enable the
delivery of Bulawayo’s TTS project publicised by Kazunga (2019) and dis-
cussed by Ndlovu & Newman (2020a). Such high profile projects as the adop-
tion of TTS and LMRT will require the support of not just the local govern-
ment but also the central government to enhance the success of such initia-
tives. At the same time the PPP will need to go beyond transport issues and
involve urban development processes and outcomes that can be fully inte-
grated into the project. According to Mandri-Perrott & Menzies (2010), “an
integral part of the government’s transport policy will require specific support
for the procurement of a developer to undertake all or some parts of the LRMT
scheme” (p. 46). The integration of transport and land use is guaranteed by
enabling such a process.

When it comes to designing a PPP model or agreement, each one depends on

the specific context though similar principles can be applied in all cases. For
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example an underlying principle is that a good PPP arrangement is one that al-
locates and matches risks and rewards accurately between the project sponsors
and the developers; however, this will vary considerably in different contexts in
how the allocations are worked out.

The standard PP model was developed in the 1970’s but in transport they were
much slower to adopt the model. As transport has been dominated by govern-
ments the early transport PPP’s were much more rigid approach with a high
government element. For example, below are the common PPP base models
discussed by Colin Buchanan and Partners (2002) with regards to the common
transport projects across Europe:

* Management contract

* Gross-cost contract

* Net-cost contract, more commonly known as a lease

* Net-cost contract with investment (NCCI), more commonly known as the
concession, build-operate transfer (BOT) form or finance-design-build-operate
maintain (FDBOM)

According to Colin Buchanan and Partners (2002) the most common and
appropriate PPP model for a transport project is to provide depots and other
relevant infrastructure through a Build, Own and Transfer (BOT) partnership.
This arrangement is usually for a long contract spanning a period of 20 to 30
years to allow the investors to recover their investment costs. The BOT model
falls under an arrangement commonly known as the “unified approach” to the
PPP agreement. It is now seen as being too rigid by the World Bank as set out
by Mandri-Perrott & Menzies (2010). This study needs much more flexibility
in how it approaches the partnerships needed to deliver the project in Bula-
wayo. What is needed in Bulawayo and probably any developing city, will be to
utilise the alternative approach known as the “layering approach”. In this ap-
proach, “the project may be split among two or more separate PPP agreements
addressing the construction of infrastructure, the procurement of rolling stock,
and the operation of the system” as elaborated by Mandri-Perrott & Menzies
(2010: p. 64). The very successful Docklands Light Railway (DLR) PPP uses
this approach with separate PPP agreements for different components of its
light rail services.

Countries with significant perceived risks do find it hard to attract private
sector investments, because their weighted cost of capital to undertake business
initiatives will have to factor in a very high-risk return, making the cost of capital
extremely high. Capital grants and project subsidies might have to be availed to
the developers to undertake such projects as the TTS for Bulawayo a city located
in a country perceived as very risky. According to Dauskardt & Ganguly (2020):

“Globally, governments have had to contribute to the financing of infra-
structure projects implemented through PPPs, across emerging and devel-
oped PPP markets. The public contribution comes in various forms, in-

cluding construction grants, viability gap grants, availability payments, eq-
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uity investments, concessional loans, and operational subsidy etc.” (p. 6).

As already hinted by Mandri-Perrott & Menzies (2010), most LRMT’s fare
income are often insufficient to cover the operating and maintenance costs and
the major investment costs of new construction, renewal, and renovation, hence
the need for the subsidy and capital grants from the government. However, they
still maintain that private participation is still possible even if fares do not cover
costs (p. 96). This highlights the need to structure PPP models that should avoid
asset sweating. As outlined below there will be less risk in the Bulawayo TTS as
first the post Covid era has much lower global interest rates than when the above
literature was being written, and second the project seeks to build in land devel-
opment as a way to make the project less risky and more able to create profits
than just fare box models. This approach is explained by The World Bank as the
“value capture” approach and is very common in Asia and some emerging cities
but less so in Europe and America (Suzuki et al., 2015). One other component of
the PPP for a TTS would be needed and would appear to fit the situation in Bu-
lawayo is that of providing solar electricity to any buildings associated with the
station precincts; this would be to bring a 21st century and affordable power
system to the TTS corridor and to enable the trackless trams to be recharged at
particular stations.

As posited by Dauskardt & Ganguly (2020), “PPPs deliver value for money for
governments by leveraging private innovation to provide public services more
efficiently” (p. 5). African countries, doubly so Zimbabwe and unavoidably Bu-
lawayo, are struggling and need a new approach to development that can bring
funding, expertise to match the local knowledge and expertise. PPP’s around a
TTS appear to be a possibility as “PPPs can be an alternative source of finance
for infrastructure investments in African countries, while potentially also deli-
vering higher quality and efficiency in public assets and services” (Dauskardt &
Ganguly, 2020: p. 5). However, the next section will drill down to try and see if
the “layering approach” could work in Bulawayo.

5. Evaluation of Bulawayo TTS Project’s Bankability and
Partnership Assessment

The main factors that determine whether major projects such as the TTS or
LRMT succeed is their bankability, and their developers’ capabilities. According
to Mandri-Perrott & Menzies (2010), the term bankability goes beyond just the
usual assumed financial analysis. Below are the four broad criteria identified by
Mandri-Perrott & Menzies (2010: p. 11) that should constitute a true bankability
assessment:
* Creditworthiness
* Legal viability
* Economic viability
* Technical feasibility.

The introduction of TTS into the corridors of the City of Bulawayo will largely
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entail three major components of the project’s milestones/undertakings:

1) Road reconstruction

2) Station precincts’ and the surrounding neighbourhood construction

3) Provision and operation of the rolling stock.

The above undertakings do confirm this to be a major and complex project
that will require different players with different capabilities. Since bankability
and capability are the main determinants for the deliverability and implemen-
tation for most PPP projects, this study will utilise the four broad criteria iden-
tified by Mandri-Perrott & Menzies (2010: p. 11) to formulate a framework to
evaluate the bankability of each of the three TTS project’s undertakings identi-
fied above. After the overview Bankability Assessment of the above project’s
undertakings, the study will further conduct an evaluation of the part-
ners/players’ (developers) capability with a focus on their intrinsic compara-
tive advantages. The assessment of the players will entail testing and identify-
ing each player’s capabilities to deliver the projects’ undertaking of compo-
nents/milestones identified above. These results will inform the study on how
to structure an ideal PPP model using the case study of the TTS project for the
City of Bulawayo.

5.1. TTS’ Bankability Assessment

Bankability Assessment of TTS project for the City of Bulawayo is set out in Ta-
ble 1 using the framework developed by The World Bank (Mandri-Perrott &
Menzies (2010). The simple assessments given are based on the previous aca-
demic research on this topic (Ndlovu & Newman, 2020a; Ndlovu & Newman,
2020; Ndlovu et al., 2020) as well as local knowledge (Newman et al., 2018).

5.2. Evaluation of PPP Partner Capabilities and Comparative
Advantage

TTS players’ capability and comparative advantage evaluation are set out in Ta-
ble 2 also using the framework developed by The World Bank (Mandri-Perrott
& Menzies (2010).

5.3. The Three Multifaceted PPP Model

Based upon the results of the Bankability Assessment of the Bulawayo TTS
project and the evaluation of the capability of the potential partners in this PPP
arrangement through a Partner Capability, this study now recommends an ideal
PPP model supported by the metrics of the evaluation and assessment frame-
works. This study recommends the City of Bulawayo adopt a TTS PPP model
depicted in Figure 2. This has a high likelihood to enable the implementation of
the Trackless Trams project on Bulawayo’s major corridors. This model is
structured around three layers of players/developers that will constitute three
different PPP arrangements that would be integrated finally into one package for

delivery. The study refers to this proposed PPP structure/model as the Three
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Figure 2. The Three Multifaceted PPP Model (TMPM).

Table 1. City of Bulawayo TTS project bankability assessment.

Bankability assessment of TTS project for the City of Bulawayo

Variables

TTS project’s major

i i Assessment
components/milestones  Demand/Urgency Legal - Economic  Technical

viability ~ viability  feasibility
Road construction* 4 4 4.5
Trams station precincts
construction** 4 4.8
e fo e
ASSESSMENT 4 4 5 4.4
Legends
Metrics Values
Low high 4
Moderate 3
Low moderate 2
Low 1

Metrics highlights: *According to the report of study for the City of Bulawayo (p. 258) approximately 40%
of the city’s roads are in poor and unaccountable state. This makes it a top priority for the city to resurface
and reconstruct its roads. The urgency for this task is high and the technical ability to undertake this task by
the council is high. **Currently the waiting list for affordable houses for the city is standing at 115,000 ac-
cording to the City of Bulawayo (2020b: p. 128). The proposal to introduce TTS on the corridors with the
potential of having station precincts that can also cater for residential property development through pri-
vate developers is a great opportunity for the city and that can resolve its huge housing waiting list. Thus,
there is huge demand for affordable housing and the private sector have the capital and expertise to under-
take this task efficiently and quicker. Developers are available with plans to pursue such projects and in
conversation have expressed interest in how a PPP could enable a land development-based approach with
an emphasis on solar electric systems for the housing as well as to recharge the TTS. **Bulawayo is having
some significant issues with its public transport systems evidenced by the sudden reintroduction of the
State bus company, Zimbabwe United People Company Omnibus (ZUPCO). This alternative public trans-
port system has run down the already poor city’s public transport system. An alternative sustainable trans-
port system is urgently required to catalyse the city’s corridors’ renewal and regeneration capacity. Track-
less trams have the potential and capability to enable corridor renewals and regeneration (Ndlovu & New-
man, 2020; Newman et al., 2019).
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Table 2. City of Bulawayo PPP partners’ capabilities evaluation.

Project milestones

TTS Partners/players Road Trams .station Roll.ir}g. stock
. precincts acquisition and
construction . .
construction operations
The City of Bulawayo* 3 2 2
Real estate developers** 2 3 1

Transport operators
(TTS Consortium)***

Legends (Comparative Advantage)
Metrics
High
Medium

Low

Metrics highlights: *Given its over 100 hundred years of experience and background in road construction,
the City of Bulawayo have the comparative advantage in undertaking these tasks compared to other part-
ners. Therefore, a partnership arrangement will do well in parcelling the risk of road construction to the
City of Bulawayo as it stands well in managing this kind of risk in the project. **Real estate developers’ core
business is to develop commercial and residential properties (including station precincts and their sur-
roundings), thus they should have some comparative advantage in managing such tasks efficiently com-
pared to the other developers/partners in this potential PPP arrangement. This is a good opportunity for
the City of Bulawayo to untangle itself from the old traditional culture of providing housing for its
low-income residents and regulate to enable the developments around stations to include a certain propor-
tion of affordable housing. The PPP would also enable other commercial and residential markets to be met
along the TTS corridor as a way of helping to fund the TTS as part of the PPP. This must also involve the
State Ministry of Housing. The private sector especially real estate developers should take a lead in the pro-
vision of residential properties and malls/station precincts as part of the PPP. The real estate developers will
have a comparative advantage in leading this task, and they will be able to source capital from the private
sector much more efficiently and easily compared to the other partners/developers in this potential ar-
rangement. ***Transport operators have acquired the knowledge, experiences and comparative advantage
to manage transport related entities. This acquired expertise does lead to some intrinsic comparative ad-
vantage for these players to undertake this task of providing and managing the operation of the rolling
stock. Government’s role will be to integrate the TTS into the road network, regulate fares and routes to
enable fair outcomes as well as facilitating a viable business.

Multifaceted PPP Model (TMPM) due to its emphasis on having three layers of
business entities/corporations. This approach of structuring a PPP arrangement
is referred to as the “layering approach”.

According to Dube & Chigumira (2010) the rehabilitate-operate and transfer
(ROT) type of PPP involves an arrangement that is structured around an already
existing infrastructure which is in a dilapidated state. Accordingly, the infra-
structure is handed over to the developer who would refurbish, maintain and
recondition it. The developer will then operate the infrastructure for a given pe-
riod to recover its investment costs and get some return on the investment. After
the agreed period, the infrastructure is to be transferred to the public authority.
This seems as the best PPP arrangement that will suit the City of Bulawayo in
order to upgrade almost half of its entire road network that are in a dire state as
revealed by City of Bulawayo (2020b: p. 258). The ROT arrangement is suitable

DOI: 10.4236/cus.2021.91002

26 Current Urban Studies


https://doi.org/10.4236/cus.2021.91002

V. Ndlovu, P. Newman

for the proposed layer one of the TMPM model.

The second layer/level of the TMPM suits the real estate developers and their
associated multilateral institutions. These developers will be involved in the con-
struction of the tram station precincts and the residential properties in the sur-
roundings. These constructions are to be designed and built with a purpose to
enhance and enable a transition towards achieving transit-oriented develop-
ments (TOD) of the corridors as discussed in the study by Ndlovu & Newman
(2020a). The station-based precincts should enable the suburbs to leapfrog de-
velopmental and technological barriers (Ndlovu & Newman, 2020a; Ndlovu &
Newman, 2020). The type and level of development on these precincts should
incorporate the construction of the latest technologies such as large scale com-
munity based solar charged battery stations, rechargeable battery station for
electric vehicles, distributed energy resources (DER) and fully functional malls
to give the feel of new “town centres” as expounded by Ndlovu & Newman
(2020a). These town centres or TOD’s should be designed with a focus to be the
net negative electric cities portrayed by Kennedy et al. (2018). Within this layer,
there are various standard PPP arrangements that could be considered for adop-
tion depending on the developers’ risk tolerance levels. The ideal PPP arrange-
ment for this layer is the build-own-operate (BOO) arrangement. This arrange-
ment will cover the construction of the malls, commercial and residential prop-
erties around the station precincts. Should the city council be interested in pro-
viding funding for the construction of some infrastructure then a lease, develop
and operate (LDO) arrangement could be considered as well. The estate devel-
opers will have to negotiate for partnership with various multilateral institutions
such as the superannuation funds and local governments. Under the LDO the
private sector/developers could also lease an existing facility and modernise it
before assuming operations for a fixed time (Dube & Chigumira, 2010). The
preferred type of PPP in this layer should ideally be structured as a BOO ar-
rangement and thus allow the full potential of the private sector especially prop-
erty developers’ creativity and innovativeness to flourish through building new
multi-benefit infrastructure and properties that will lead the City of Bulawayo to
be a city of the future, especially in an African context.

The TTS consortium, local transport operators and other public transport re-
lated operators will take a lead in this third layer of the proposed TMPM. The
TTS consortium will reach out to the currently existing public transport opera-
tors and propose a new business corporation venture. Reaching out to the al-
ready existing players is crucial in order to reduce resistance which could delay
the implementation of the project as was experienced by Sau Paulo, Santiago and
Johannesburg in their BRT projects (Willoughby, 2013). The ideal PPP arrange-
ment for this layer of the TMPM model is the build-own-operate-and-transfer
scheme (BOOT). The BOOT arrangement has been widely adopted in most
countries when it comes to public transportation projects. This arrangement is

very flexible; it will allow players on this layer of the TMPM to provide and op-
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erate the trams with little interference from authorities apart from setting regu-
lations for integration into the city’s road and transit networks, and the setting
of fares. Thus, this layer will need to necessitate public good outcomes as well as
enabling the players to recoup their investments costs and returns as quickly as

possible.

6. Discussion and Conclusion

The two main determinants that enhance success of PPP projects are the banka-
bility of the project, and the capability of the developers. What determines the
bankability component is its financial viability, and the determinant of the capa-
bility component is having the right partners that are capable to undertake the
tasks allocated to them efficiently. Both components are necessary and they de-
pend to a large extent on each other. For example, structuring a partnership that
will deliver PPP arrangements requires the allocation of various risks in the
project to the right partner who is capable of managing that risk adequately. Al-
locating the wrong risk to a partner who is not capable of managing it could put
the whole PPP arrangement into jeopardy and undermine its bankability. Thus,
undertaking a partnership Bankability Assessment and a Capability Evaluation
together in a way that recognises the local context depend a lot on determining
what each partner should undertake in the project. This study has demonstrated
how this combination of the two assessment components depends on a “layering
approach” with three different PPP layers which together enable a PP to recog-
nise the strengths of each partner, both government and private developer. This
is the TMPM model for the potential TTS project for the City of Bulawayo.

The World Bank Group (WBG) does have various funding programs whereby
they can provide loans to PPP project companies via Special Purpose Vehicles
(SPVs), and also provide financing to the public sector side of PPPs through so-
vereign loans. This means with a multilayered PPP model, different partners
could utilise different funding arrangements from the WBG. Also, according to
Dauskardt & Ganguly (2020) the IFC Subnational Finance Program of the WBG
provides municipal financing directly to municipal and regional governments,
and their service entities including for PPPs that provide key subnational infra-
structure services. The City of Bulawayo’s credit ratings are higher than the
country’s ratings making it ideal for it to access the IFC municipal loans for its
potential PPP projects.

It is also possible to access funding from the UN Climate Fund as the electric
transit with solar-based urban regeneration is a model for leap frogging in any
emerging city seeking to contribute to reductions in global warming as set out in
the Paris Agreement (Masson-Delmotte et al., 2019).

The TMPM model developed in this study is pragmatic and more realistic to
enable the adoption of the TTS by the City of Bulawayo. The model also factored
in some lessons learnt from some observed PPPs that were successfully imple-

mented in public transportation sectors around the globe especially in South
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American countries. The study also utilised the Polish experience of limiting the
capital risk exposure to the players by delineating the project into three small
manageable segments or layers. Poland utilised the strategy of segmenting the
construction of its A2 Toll Motorway project into smaller construction phases or
sizes. In a little deviation to the Polish approach, the TMPM model does split the
“vertical” size of the project into smaller sizes thus lowering the capital risk ex-
posure by distributing it to many players while still implementing the whole
project. The TMPM structure is ideal for the City of Bulawayo on many fronts,
and it can also be easily adopted by other cities that are facing some financial
difficulties funding their public infrastructure projects and who would also like

to seek other multiple benefits as in this project.
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