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Development of a High Speed Project:

I) Technical & Planning Questions:

1. Which should be the network shape and 

which cities should be served?

2. Which should be the travel time and 

therefore the design speed ?

3. How should the articulation with the 

conventional rail and other transport 

modes (airports, ports and road) be 

made? 

4. How should the articulation with other 

transport modes be made? (airports, 

ports and road)

5. .......

1. How should the State develop and coordinate 

the project? ( Stateôs Role)

2. What type of involvement of the private 

sector & level of Risk Transfer )

3. What type of Procurement ?

4. How should the project be financed ?

5. How to breakdown the value chain of the 

project?

ii) Financial & Management Questions:

BUSINESS MODEL



Å Development of some studies and analysis, between 2003 and 2007, with the 

support of national and international advisors:

ï A.T. Kearney (2003/2004)

ï Banco Finantia, Goldman Sachs and Depfa Bank (2005/2006)

ï KPMG (2005/2007)

Å Meetings with public and private, national and international entities:

ï Rail sector

ï Construction sector

ï Suppliers of railway technology

ï Financial sector

ï Advisory firms

Å Workshops with public and private entities involved in other HSR projects

Definition of the Business Model:



What is the Business 
Model that better allows 

to reach these goals?

Business Model Strategic Goals

Affordability for the
Portuguese State

Minimization 
of Risks

High Level of Service 
/ Quality

Delivery of the 
Project on 

Time



What should be the role of both Public and Private Entities?

How should the breakdown of the value chain be made?

Defining Business Model

Private Sector involvement- +Traditional Procurement
vs

Public Private Partnership

Horizontal Segmentation
and

Vertical Segmentation

how should the project be divided into parcels?

what specialities should be included in each parcel?
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Traditional 
Procurement

State

State

State

Production risks
construction,

maintenance, etc.

Financing

Market risks
demand, charging, etc.

Term Short or Medium

PPP
(Wide range, major flexibility)

Private

State, private or mixed

State, private or mixed

Medium or Long

Privatization

Private

Private

Private

Lifetime

What should be the role of both Public and Private Entities?

Defining Business Model



Role of Public & Private Entities ïBenchmarking Analysis

France
(Decades:
80 and 90)

State

State

State

Spain
(Decades: 80 
and actual)

State

State

State

Holland
(2005)

State

State and 
Private

State and 
Private

United 
Kingdom

(Decade: 90)

State

Private (PPP)

Private 
(PPP)

Bordeaux -
Tours

(France, 2007)

State

Private (PPP)

Private 
(PPP)

Perpignan -
Figueras

(France -Spain, 
2005)

State

Private (PPP)

Private (PPP)

Trend

Reduction of State risk exposure

Strategic Role
Regulation
Planning
Establishment of Requirements
Articulation of the System

Financial Role

Operational Role
Design
Build
Maintain
Operate



Breakdown of a High Speed Project

Defining Business Model

Size determinant to model efficiency and project attractiveness

Specificity beware suppliers dependence of some components

Risk major risk in one component may affect all project

Lifecycle contract  term should be linked to assets lifecycle

Interfaces difficult to deal by public partner

Market condition projects should be made attractive for the market



Capacity Allocation and Traffic 
Management

Superstructure

Signalling and 
Communication

Passengers Operator

ServiceRolling Stock

Substructure

Stations

Freight Operator

Infrastructure

Station

Operator
(Passengers, 

Option: Freight)Rolling Stock

Infrastructure

Signalling / Communication
(in connexion with the Control Centre)

Breakdown of a High Speed Project (1/2)

Defining Business Model
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Scope of private sector- +

1 Start of operations

2 Start of studies / contracts signed

Eurotunnel 
1987 2

CTRL 
1996 2

HSL Zuid
2000 2

Perp. -
Figueras 

2004 2Italy 
1991 2Germany 

1991 1

Spain 
1992 1

France 
1983 1

France 
2007 2

Breakdown of a High Speed Project (2/2)

Defining Business Model

Capacity Allocation and Traffic 
Management

Superstructure

Signalling and 
Communication

Passengers Operator

ServiceRolling Stock

Substructure

Stations

Freight Operator

Infrastructure



Capacity Allocation and Railway Traffic Management ( State/REFER )

Signalling / Telecommunications (PPP )

Substructure /
Superstructure

(PPP)

Substructure /
Superstructure

(PPP)

Substructure /
Superstructure

(PPP)

Substructure /
Superstructure

(PPP)

Substructure /
Superstructure

(PPP)

Business Model Selected: Infrastructure

Å Dimension of the investment

Å Type and number of suppliers

Å Technological risk

Å Lifecycle / Useful life

Å Horizontal and vertical interface risks

Å EU funds segmentation

Å Level of national incorporation 

Å International experience 

Å Maintenance of the strategic role within 
the State
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Public Private

Political

Planning

Financing

Design / Project

Expropriation

Construction

Environmental

Archaeological

Maintenance

Availability

Safety

Traffic

Force Major

Principles for risk allocation :

1st Minimization

2nd Efficient Allocation

Risk Allocation



PPP4 Pombal -Porto
2010

PPP3 Lisbon -Pombal
2010

PPP1 Poceirão -Caia / ú1.34 Billion

PPP Tender Launched on June 2 2008

Decision on the award of the 
concession on December 12 2009

PPP6
Signaling / Telecommunication

2010

PPP Signaling / Telecommunication

Scope: Design, Supply, Installation and Maintain

Concession Period: 20 years

Payment Mechanism: Availability

PPP Substructure / Superstructure

Scope: Design, Built, Finance and Maintain

Concession Period: 40 years

Payment Mechanism: Availability (75%)

Maintenance (25%)

Demand (+ -2%)

PPP2 Lisbon -Poceirão / ú1.93 Billion

PPP Tender Launched on March 30 2009

Bids Delivered on August 31 2009

PPP5 Braga -Valença
2010
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Business Model Selected: Infrastructure



A single PPP for the Signaling and communication
system, which will cover the three priority HS axis
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PPP Signaling / Telecommunication

Scope: Design, Supply, Installation and Maintain

Concession Period: 20 years

Payment Mechanism: Availability

High speed lines

New conventional lines

Business Model Selected: S&T



Å The S&T Concession is based on the

breakdown of the 5 PPPs for

infrastructure and includes :

Å 640 km of HSL ; and

Å 172 km of conventional railway ;

Å Divided in 14 Stretches .
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Business Model Selected: S&T



Technical Object

Å Signalling Systems

Å Rail telecommunications systems

Å Complementary safety systems (detection subsystems)

Å Integration into the Operational Command Centres

Å Interface between infrastructure S&T systems and the on board rolling stock

subsystems (ETCS and GSM-R radio equipment)
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Business Model Selected: S&T



Lisboa

To be developed directly by the State (REFER/RAVE)

Évora, Oeste, Leiria, Coimbra, Aveiro, Porto, 
Braga and Valença

Integrated in the 5 PPPôs for infrastructure

New Lisbon Airport Station

To be developed by the NLA Concessionaire

Elvas/Badajoz

To be developed directly by Portuguese and Spanish 
Governments 
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Business Model Selected: HS Stations



LISBOA
To be developed directly by the State 
(REFER/RAVE)
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Business Model Selected: HS Stations



Estimated Cost:ú1,93 billion
Tender launch: 30th March 2009
Operation start: 2013

(1) Includes conventional rail component and road
component of the TTCand HS and conventional
rail connection to the New Lisbon Airport

(2) Includes conventional rail component between
Évora and Caia

Estimated Cost: ú1,34 billion
Tender launch: 2nd June 2008
Operation start: 2013

Estimated Cost exclusively for High Speed: ú1,97 billion
Estimated Cost of the Project (4): ú3,64 billion

LISBON - ELVAS

(4) Includes all the integrated projects part of PPP1 and PPP2

Traditional Procurment Portugal-Spain shared launch

HIGH SPEED STATION OF LISBON INTERNATIONAL HS STATION OF 
Elvas/Badajoz

Estimated Cost:ú500 million (3)

Tender launch: 2009

(3) ú228 million for the Lisbon -Caia line
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Business Model Selected: Lisbon - Madrid Axis


