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1Creating value through partnership

Creating value through partnership

ORT tollroads in Chile:

Key issues beyond the technology

Salahdin Yacoubi
Director of operations
Autopista Central / Skanska ID
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Costanera Norte
(42 km, Autostrade)

Vespucio Sur
(24 km, Sacyr / Acciona)

Autopista del Pacifico

Autopista del Sol

Autopista del Maipo

Autopista Aconcagua

Vespucio Norte Express
(29 km, ACS / Hochtief)

Autopista Central
(61 km, ACS / Skanska)

Airport

Autopista Aconcagua

San Cristóbal
(4 km, ACS / Hochtief)
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Contractual background

� Interoperability is mandatory under all urban 
concession contracts

� The state provided for interoperability technical 
basis: standard & certification body

� Other interoperability aspects left up to the  
concessionaires

� Concession contracts suggested cross invoicing 
& cross payments between concessionaires

� No specified roaming fees or other fees between 
operators
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Clearing

Common contractual & commercial
relationships

Contract & transponder issuance
Billing - payment & debt collection
Enforcement
Customer service

Operating
Agent

Why not recommend a common back-office?
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Commercial PolicyCommercial Policy

Service PolicyService Policy

Contractual T&CContractual T&C

StandardsStandards

One Bill & PaymentOne Bill & Payment

One Customer ServiceOne Customer Service

One ContractOne Contract

One TransponderOne Transponder

Lower
Business

Integration

Higher
Business

Integration

Customer’s expectationsCustomer’s expectations Operator’s constraintsOperator’s constraints
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Clearing

Common contractual & commercial
relationships

Contract & transponder issuance
Billing - payment & debt collection
Enforcement
Customer service

Operating
Agent

Why not recommend a common back-office?
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Reality constraints

� Unsuccessful 2 years-talks aiming at highly 
integrated model

� Main impediments were toll roads early 
development stage and deferring 
development schedules

� Alternative model aims at reducing 
dependencies with other toll operators

� Financing related concerns were the main 
driving forces for designing alternative 
model
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Loose model for accountholders

Common contractual relationship

A contract with any operator
is valid with all operators

Separate commercial relationships

Billing - payment & debt collection
Enforcement
Customer service
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Current alternative model

� No cross invoicing / payment
� No clearing
� Customer’s related risks borne by 

each concessionaire separately
- Overdue payments and debts 
- Invoice contents
- Claims
- Interaction  
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Clearing

Common DayPass product

DayPass valid with all concessionaires
Unified selling price
Value for money
Integration risks mitigated

Vending
Agent

Integrated model for DayPass users

12Creating value through partnership

Conclusion

� Full interoperability has implications on the 
entire business chain

� Integration conflicts with creation
� Learning from operating experience is 

prerequisite
� The state regulating role might be a 

catalyst not the driving force
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Thank you for your attention
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Existing 
Proven 
Solutions!

Strategic Alternative Costs $ 286 k

Annualized Savings $ 3.5 m

“If you’re not keeping score, then you might as well just be practicing”
-- The Honorable Sonny Perdue

Governor, State of Georgia
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� Eliminated unnecessary services
Savings $200k

� Communications
Savings  $50k

� Consolidated contracts
Savings $1.5m

� Established additional revenue 
source….

Bond management  $135K
Transponders ……..$216k
Violation…………… $660k

� FHWA Grant Awards 
Savings $1.2m

Strategic Alternative…
Significant Impacts

� Expenditures FY 06
Budget  $15.3m 
Actual    $12.1m

Savings 3.2m

� FY 07 Budget Exp.     
$12.4m
Savings prior yr $2.9m

� Staffing
Before 118 …
currently 91
Reduction of 23%

� Transitional staff received
increased compensation

Savings 

“Priceless”
��
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� Instituted State 
funding 
opportunities
GARVEE               $  450m
Commercial Paper  $   50m

� Identified 
technology 
deficiencies
System maturity lifecycle 

extended

� Established staff 
development 

� Established Service Model
Internal and External

� Instituted accountability
Fiscal Management
Service Delivery
Leadership
Operational Measures

� Established Quality Program 
Framework  

� Identified gaps in policies 
and procedures

� Consistency …“Priceless”

Strategic Alternatives…
Significant Impacts
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Existing 
Proven 
Solutions!

SRTA …
Georgia’s Provider of 

Choice
www.georgiatolls.com
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