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PRIVATE SECTOR IMPLEMENTATION SESSION 

 

Dialogue with private sector on  

digitalization and financing of the ECO transport sector1   

 
15 October 2026 – Astana, 15:40–17:30  

 

Purpose and Structure 
 

  

 
1   The session outcomes will be consolidated into a package of practical proposals as an annex to the ECO Astana 
Ministerial Declaration. 
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1. Status and Purpose of the Session 

This dialogue is intended to provide the representatives of the private sector active in regional and international transport and 
transit with an opportunity to be head by high level officials and policy makers from the ECO Member States as well as ECO 
Secretary General and high-level authorities from partner organizations.  The session is held as an independent private-sector 
platform in parallel with the ECO intergovernmental transport agenda. The ministerial meeting establishes and formalizes policy 
guidelines and agreements; the role of the private sector is to propose specific projects, technologies, financial models and 
mechanisms for implementing those guidelines and agreements. 

The session is an attempt to engage the private sector in translating the Ministerial political will into a practical portfolio of 
initiatives suitable for further development by ECO Member States, the ECO Secretariat, national operators, financial 
institutions and private companies. 

Implementation Logic 

ASTANA DECLARATION → PRIVATE SECTOR PROPOSALS → PROJECTS / FINANCING → KPI → IMPLEMENTATION 

Participation Principle 

Each session participant presents not a corporate presentation, but one specific implementation proposal. Each company 
completes a standardized proposal form before the event. Inclusion of a proposal in the final package is not automatic and is 
subject to substantive and protocol consolidation by the Chair and the ECO Secretariat. 

2. Scope of the Transport Agenda 

Mode / Area Focus of Practical Discussion 

Rail Transport Capacity, commercial speed, border interfaces, container services, 
terminals, and digital management of assets and operations. 

Road Transport International corridors, border crossing points, e-Permit/eTIR, weight 
and dimension control, ITS, transit time and cost. 

Caspian / Maritime Transport 
Ports, ferry and Ro-Ro services, water depths, transshipment, 
containerization, resilience of port infrastructure, and port–rail–road 
integration. 

Civil / Cargo Aviation Air Cargo, cargo hubs, cargo villages, transit regimes, e-commerce 
logistics, and multimodal integration. 

Intelligent and Autonomous Transport Autonomous freight solutions, AI-based dispatching, automated 
terminals, digital twins, regulatory sandboxes and safety. 
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3. Three Key Questions of the Session 

I. Infrastructure and Transport Corridors 

Key question: where does the ECO transport system actually lose time, capacity and money — and which private-sector 
solutions can remove these constraints? 

• Which bottlenecks are infrastructural, and which are operational or administrative? 
• Which projects can generate corridor-wide, rather than merely local, impact? 
• How can rail, road transport, Caspian ports and Air Cargo be integrated into a multimodal chain? 
• Which indicators should demonstrate results: transit time, commercial speed, tonnage, cost, terminal throughput, schedule 

reliability? 
• Which pilot can be launched in 2027–2028 and scaled across the ECO region? 

II. Digitalization and Next-Generation Transport 

Key question: which digital solutions genuinely reduce transport time and cost without creating yet another closed 
information system? 

• Interoperability of national systems and exchange of the minimum necessary data. 
• Electronic permits, transport and customs documents; a unified digital trace of the shipment. 
• ITS, AI analytics, terminal automation, autonomous solutions and digital infrastructure models. 
• Cybersecurity, data rights, national data sovereignty and audit. 
• Transition from a technology pilot to measurable economic impact. 

III. Financing and Scaling 

Key question: which private-sector proposals can become financeable projects, and what is required to make them 
investment-ready? 

• Bankability: revenue model, risks, guarantees, CAPEX/OPEX and verifiable KPIs. 
• PPP, concessions, project and blended finance, IFIs, development banks and private capital. 
• Project preparation: feasibility, data room, risk allocation, procurement and contractual model. 
• Linking financing to the achievement of specific results rather than to budget disbursement itself. 
• A mechanism for scaling a successful pilot to other ECO Member States and corridors. 
• International Financing Conference for ECO Transport Corridors and Projects, July 2027. 
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4. Participant Format 

The optimal format is eight principal participants plus a moderator. Government bodies and the ECO Secretariat participate as 
institutional partners, while the substance of the session is shaped by the market. 

No. Participant Category Role in the Session 

1 Rail / Container Operator Corridor capacity, terminals, transit and 
interoperability. 

2 International Road Carrier / Logistics Operator Border-crossing practice, permits, delivery 
cost and reliability. 

3 Port / Maritime Operator Caspian logistics, ferries, ports and 
multimodal interfaces. 

4 Airport / Airline / Air Cargo Operator Cargo aviation, hubs, transit and multimodal 
logistics. 

5 Technology Company — ITS / Autonomous / 
Logistics Tech 

Digital, intelligent and autonomous solutions; 
data integration and measurable impact. 

6 Multimodal / International Logistics Operator End-to-end chain and customer requirements 
for the corridor as a single product. 

7 IFI / Development Bank / Infrastructure 
Investor 

Bankability, PPP, project finance, investment 
readiness and requirements for performance 
monitoring. 

8 SAQTAN AI End-to-end digital architecture and 
implementation monitoring. 

Participant Selection Criterion 

A participant should have a practical project, infrastructure asset, financial instrument or technology solution that can be 
proposed for deployment on ECO transport corridors. Priority is given to proposals with a clearly defined geography, 
responsible parties, economic impact, timeline and potential for scaling. 
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5. Agenda and Timing · 15:40–17:00 

Time Min. Item Content 

15:40–15:44 4 Moderator’s Opening 
Framework: the Declaration sets 
the political direction; the market 
must propose an implementation 
mechanism. 

15:44–16:02 18 Block I. Infrastructure and Corridors 
Brief interventions by transport 
operators. Focus: bottlenecks, 
projects, KPIs and a pilot. 

16:02–16:20 18 Block II. Digitalization 
Technologies, interoperability, 
electronic documents, ITS, AI and 
autonomous solutions. Only 
solutions with measurable impact. 

16:20–16:35 15 Block III. Financing 
Response by banks/IFIs/investors 
to market proposals: bankability, 
capital structure and financing 
conditions. 

16:35–16:47 12 Transition / Technical Break 
Consolidation of final wording 
across the three blocks; 
preparation for the general 
discussion. 

16:47–16:56 9 General Discussion 
All eight participants refine their 
proposals and formulate practical 
projects for the final annex. 

16:56–17:00 4 Confirmation of Outcomes 
The moderator announces the 
procedure for consolidating the 
Private Sector Implementation 
Proposals. 

Speaking Rule 

No lengthy corporate presentations. Each intervention: 3–4 minutes and one substantive slide: problem → solution → 
geography → required partnership/financing → KPI. 
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6. Moderator’s Questions 

Block I — Infrastructure and Corridors 

• Identify one constraint that currently has the greatest impact on the efficiency of your segment of the transport chain. 
• What specific solution do you propose, and why does it generate an effect at corridor level? 
• What is required from other operators or governments for the solution to work? 
• Which KPI, after 12–24 months, will demonstrate that the project has succeeded? 

Block II — Digitalization 

• What actual loss of time or money does the proposed technology eliminate? 
• What data are genuinely required for the solution, and what data can remain within national systems? 
• How is interoperability ensured without replacing existing information systems? 
• Where would it be most appropriate to conduct the first cross-border or corridor pilot? 

Block III — Financing 

• Which of the proposed projects is already close to investment readiness? 
• Which risks currently make it unbankable? 
• Which financial structure is most realistic: PPP, project finance, blended finance, debt or equity? 
• Which KPIs and data does the financing party need to monitor performance? 

Final Question to All Participants 

What one practical project is your organization prepared to propose for implementation of the ECO transport agenda in 
2027–2028? 
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7. Company Proposal Form 

To be completed by each participant in advance. Each organization submits one proposal form. One additional proposal may 
be submitted if necessary. 

Company / Organization _______________________________________________ 

Country _______________________________________________ 

Contact Person _______________________________________________ 

Transport Mode / Area Rail / Road / Caspian–Maritime / Air Cargo / Autonomous–ITS / Finance 

Proposal / Project Title _______________________________________________ 

Problem Addressed by the Project 
_______________________________________________ 
_______________________________________________ 
 

Proposed Solution 
_______________________________________________ 
_______________________________________________ 
 

Geography / Corridor / Pilot Section _______________________________________________ 

Partners Required for Implementation _______________________________________________ 

Requirements from Government / ECO _______________________________________________ 

Indicative Financing Amount and Model _______________________________________________ 

Key KPIs _______________________________________________ 

Expected Pilot / Implementation Timeline _______________________________________________ 

Potential for Scaling Across ECO _______________________________________________ 
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8. Draft Final Annex 

ANNEX TO THE ASTANA DECLARATION 

PRIVATE SECTOR IMPLEMENTATION PROPOSALS ON TRANSPORT CONNECTIVITY, DIGITALIZATION 
AND FINANCING 

Working status: a consolidated list of private-sector proposals for consideration by the Chair and the ECO Secretariat. The 
final status and procedure for attachment to the Declaration will be determined through the intergovernmental process. 
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No. Mode / Area Company / 
Consortium Project Geography Financing KPI Timeline Status / Next Step 

1 Railway        

2 Road        

3 Caspian / Maritime        

4 Air Cargo        

5 Autonomous / ITS        

6 Finance        

7 
Multimodal / 
International 
Logistics 

       

8 End-to-End Digital 
Architecture SAQTAN AI       

Criteria for Inclusion in the Annex 

• alignment with the transport agenda of the Astana Declaration; 
• a specific project and clearly defined implementation geography; 
• measurable economic/operational impact; 
• a realistic partnership and financing model; 
• defined KPIs and timelines; 
• potential for piloting and subsequent scaling. 
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9. Expected Outcome on 15 October 

By 17:00, the outcome should be not a collection of speeches, but a structured portfolio of private-sector proposals that 
can be taken forward as a practical continuation of the Astana Declaration. 

• proposals covering all key modes of transport; 
• initiatives on digitalization and autonomous transport; 
• positions of banks, IFIs and investors on project bankability; 
• a list of potential pilots for 2027–2028; 
• a unified framework for KPIs and implementation monitoring; 
• a draft Private Sector Implementation Annex. 

Key principle: the political decision sets the direction; the private sector proposes the implementation mechanism; 
the financial sector defines the conditions for investment readiness; and the end-to-end analytical layer ensures 
measurable implementation. 

Basis for Preparation 

This document was prepared on the basis of: the Tentative Programme of the ECO events, New Silk Way Forum, Astana, 
14–16 October 2026; drafts of the Astana Declaration 2026 (including versions containing digital initiatives and the Astana 
Programme of Action); and materials from the previously developed session on digital transport infrastructure. 


