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ACTis provides risk analysis and early intervention recommendations against state
capture and corruption in South African government institutions
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About the Institution

The Gautrain Rapid Rail Link (Gautrain) has a mandate to provide efficient transport services between
Pretoria, Johannesburg and OR Tambo International Airport. It was established by and operates through a
Public-Private Partnership: the Gauteng Provincial Government (project owner and public partner); the
Bombela Concession Company (Bombela) (private-sector concessionaire that designed, built and operates
the Gautrain); the Gautrain Management Agency (GMA) (provincial public entity that manages and
oversees the Gautrain through the implementation of a Concession Agreement).!

The GMA reports to the Gauteng Member of the Executive Council (MEC) for Roads and Transport, and the
GMA Board is its accounting authority.? The GMA’s expenditure for 2024/25 was R537m.® The GMA also
had oversight for the R3bn paid to Bombela by the Gauteng Provincial Government in 2024/25 in the form
of a Patronage Guarantee to cover revenue shortfalls.*

The GMA Concession Agreement with Bombela expired on 27 March 2026.° The tender process to appoint
a new operating concessionaire has not yet been finalised. In the meantime, Bombela will continue to
operate the Gautrain under contractual holdover for up to six months, until the concessionaire is officially

appointed.®
Flag Status
1 2 3 4 5 6 7 8 9
Improper Co-opting Climate of Corrupt Financial Obstructing Manipulating Private Shadow
appointments key functions fear or favour awards malpractice accountability perceptions gain network
ISS Analysis
e ACTis has not raised any flags for the GMA e The GMA has achieved 13 consecutive clean
but placed three under monitoring. audits despite ridership shortfalls and early,

e The high value of the Gautrain concession Cstiesieitiniceeeiisidei el Uik

poses a potential risk for corruption in the vehiighiis tre el suelh srefecis can leee,
award of the new concession. e Continued low ridership could jeopardise the

project's viability and impose a sizeable
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financial burden on the Gauteng Provincial

Government, requiring close monitoring.

Findings

Flag #1
Improper Appointments

The flag is being monitored for a trend towards high vacancies.

INSTITUTE FOR
SECURITY STUDIES

In 2024/25, the GMA had a vacancy rate of 14.9% (36 vacancies out of 241 approved
posts), up from 12.8% the previous year.’

Flag #4
Corrupt Awards

While there are insufficient findings to raise the flag or place it under monitoring, there is one
point worth noting.

The process of appointing a new concessionaire to operate, maintain and upgrade the
Gautrain over the next 15 years has been underway since 2023. There have been delays
in finalising the replacement for the original contract, which expired on 27 March 2026.
The Gauteng Provincial Government has confirmed that a preferred bidder has been
identified and negotiations are underway to finalise a contract.® The original concession
award attracted claims of corruption that were not substantiated.” The Gautrain was
financed partly by Bombela and partly through subsidies tied to ridership and other
government guarantees.® The terms of the new concession may again include subsidies
and risk-sharing mechanisms, which are common for public transport projects.

Flag #5
Financial Malpractice

The flag is being monitored to assess the financial weaknesses affecting profitability.
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The GMA has achieved 13 consecutive unqualified clean audits from the Auditor-General
of South Africa and has been praised for its sound financial management and
governance.”

Despite being a well-governed organisation, ridership has remained well below original
projections through 2025, mainly due to a slow recovery following the COVID-19

° Flag raised Flag lowered Under monitoring
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pandemic. The ridership-linked subsidy payable to Bombela rose to R3bn in 2024/25,
R500m over budget.”?

The Automobile Association raised concerns in October 2024 about the government’s
intention to expand the Gautrain rail network (which is not part of the current concession
tender), given the low revenue and ridership that the Gautrain is experiencing.” The
requirement to subsidise consumers or a concessionaire will require close monitoring if
the expansion project goes ahead.”

Flag #8 @
Private Gain

The flag is being monitoredfor signs that certain duty-bearers are benefiting
disproportionately.

INSTITUTE FOR
SECURITY STUDIES
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Remuneration for the GMA's eight Board members increased by 260% from 2023/24 to
2024/25, from R2.4m to R6.64m.

Board remuneration for 2024/25 was comparatively higher than other institutions of a
similar size and complexity, at an average of R839 000 per member.® The GMA had 205
employees and revenue of R532m in 2024/25. It does not operate the Gautrain itself,
which is done by a concessionaire. It has a large asset base of R23.7bn, reflecting the
Gautrain infrastructure, but this is maintained by the concessionaire.

In comparison, the South African Civil Aviation Authority (SACAA) paid a much lower
average of R299 000 per Board member. SACAA operated with 645 employees and
RO75m in revenue in 2024/25 and oversees civil aviation safety and regulation in South
Africa. It has a small asset base of R90m, as infrastructure is not a key part of its
operations.”

The Airports Company South Africa (ACSA) paid an average of R590 273 per Board
member. ACSA has 3 731 employees, R7.9bn in revenue, R32bn in assets, and runs eight
of the country’s main airports.” ACSA is arguably running a far larger and more complex
operation, given that GMA is not running the Gautrain itself.”

Chief Executive Officer (CEO) Tshepo Kgobe's remuneration was comparatively high at
R1Im in 2024/25, including a 35% increase over the previous CEQ's salary in 2023/24.2°
This is much more than the CEO of SACAA, who earned R7.4m in 2024/25; and is
equivalent to ACSA’s CEO, who was paid RI1.Im, but arguably runs a larger and more
complex operation. The Transnet Group CEO was paid R9.9m in 2024/25 to manage a
large, complex institution with 51 000 employees, R82.7bn in annual revenue, and an
asset base of R366.9m.?

° Flag raised Flag lowered Under monitoring
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Recommended Actions

e No recommended actions.

° Flag raised Flag lowered Under monitoring
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The 9 Flags

(@ Flag #1 (@ Flag #2 (@ Flag #3
Improper Appointments Co-opting Key Functions Climate of Fear or Favour
Improper appointments, dismissals or Informal control may be established The working culture favours loyalty
failure to remove individuals in senior over critical functions within the over duty; alignment with a corrupt
positions may be used to drive a institution to abuse them. agenda is rewarded, and resistance
corrupt agenda. is punished.
QFlag #4 (@ Flag #5 (@ Flag #6
Corrupt Awards Financial Malpractice Obstructing Accountability
Contracts, licences, partnerships, loans The institution’s financial The institution's internal operations
and/or investments may be awarded management practices may be might be deliberately obscured to hide
irregularly and repeatedly benefit the abused to advance a corrupt potential misconduct.
same actors. agenda.
(QFlag #7 (@ Flag #8 (@ Flag #9
Manipulating Perceptions Private Gain Shadow Network
A public narrative that frames lllicit gains may be distributed The same public and private actors
misconduct as innocence may be to benefit the same actors. may collude to gain control over an
promoted. institution's assets and functions,

benefiting repeatedly.

About ACTis

What is ACTis? Links to ACTis Information:
The Anti-Corruption Tracker Information System is an initiative of Further project information
the Anti-Corruption and Accountability Project at the Institute for may be found at the
Security Studies. It provides analysis on corruption and state following links:

capture in South Africa, to inform early intervention and Terms and Definitions

enforcement. It utilises a system of indicators and an Al-driven

data-collection and analysis tool, validated by human experts. It
identifies risks within individual government institutions and

Project Methodology and
Analytical Framework

produces actionable recommendations to address them, with a About the Anti-Corruption
view to disrupting patterns of state capture and corruption. and Accountability project
Findings are shared directly with government and other About the Institute for
duty-bearers, civil society organisations, the media and the public, Security Studies

empowering authorities to intervene, strengthening accountability,
and enabling citizens activism.

Contact us:
actis@issafrica.org

Disclaimer: This report is produced in the public interest and is based on official public records and other
reputable publicly available sources considered reliable at the time of publication. The ISS has taken
reasonable care to verify the information presented. Any analysis or opinions expressed are based on the

available information and do not constitute findings of criminal, civil or administrative liability.
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