@

rmsmnmns NEXUS WC NPC

ﬂcmowcv Unit 2, Kasselshiei Park
Bellville, Western Cape, 7530
Reg Mo: 2026/677623/08

B o

l'-l -
e 0 1 L\
s L m W Www.nexus-wc.org.za

mfo@l nexus-wc.org.za

"

STM!‘HOLDERS _ PMTNERSHIPS
ccmuma

“Connect the network, unlock the corridor, strengthen the supply chain.” NEXUS-WC NPC
Strategic Freight Connectivity

NEXUS-WC NPC

STRATEGIC FEASIBILITY STUDY & NETWORK MASTER PLAN CAPE REGIONAL INLAND
CONTAINER DEPOT (ICD) NETWORK

Document Reference: NEXUS-WC-NPC/ICD/FSMP/2026-01
Status: Executive Strategic Planning Document
Prepared for: NEXUS-WC NPC

Date: 22 July 2026



CONTENTS

Section

Subject

1

Executive Summary & Strategic Intent

Node Architecture & Regional Site Analysis

Port Decongestion Mechanisms & Operational Impact

Multi-Stakeholder Shared Value Ecosystem

Strategic SWOT & TOWS Analysis

Technical & Intermodal Infrastructure Specifications

Phased Implementation & Deployment Roadmap

Strategic Conclusion

© |0 N o o | |w N

Disclaimer & Document Status




1. EXECUTIVE SUMMARY & STRATEGIC INTENT

The Port of Cape Town, particularly the Cape Town Container Terminal at Ben Schoeman Dock,
experiences recurring landside and operational pressure associated with seasonal agricultural
export peaks, wind-related disruption and heavy truck congestion across the N1, N2 and Marine
Drive corridors. The proposed response is an eight-node hub-and-spoke Inland Container
Depot (ICD) / Dry Port Network across the Western Cape and Northern Cape hinterlands.

The network is designed to decentralise selected port functions, including customs clearance,
empty-container staging, pre-trip inspection, reefer monitoring and consolidation. In doing so,
the model establishes a “Virtual Port Gate”, allowing cargo to be processed and buffered closer
to origin before scheduled rail block shuttles and short-haul drayage move containers into the
port system.

Strategically, the model seeks to shift freight from fragmented long-haul road movements toward
coordinated intermodal flows, improve cargo resilience during port disruption, protect cold-chain
integrity and create a more predictable operating environment for transporters, exporters, rail
and port stakeholders.

2. NODE ARCHITECTURE & REGIONAL SITE ANALYSIS

The proposed network comprises eight nodes aligned to major agricultural catchments,
industrial zones and freight corridors. The original study identifies the following node
configuration and indicative distances from the Port of Cape Town.

Node Location Distance Primary Cargo / Function

BELLCON Bellville 24 km FMCG, retail imports, intermodal
dry/reefer shuttles

ATLANTIS Atlantis SEZ 40 km Industrial manufacturing, West Coast

CITY regional freight

DALCON Dal Josafat, 70 km Wine, stone fruit, table grapes, cold

Paarl storage

HERCON Hermon 100 km Citrus, grains, regional agricultural inputs

WOCON Worcester 112 km Table grapes, citrus, wine, processed
foods

CALCON Caledon 120 km Canola, grain, stone fruit, Overberg
produce

KLAWCON Klawer 280 km Olifants River table grapes, citrus,
minerals




KIMCON Kimberley 950 km Northern Cape citrus, pecan nuts,
mineral ores

The node architecture directly links agricultural production zones, metropolitan freight demand,
industrial areas and interprovincial corridors with the port through road and rail interfaces.

3. PORT DECONGESTION MECHANISMS & OPERATIONAL IMPACT

3.1 Virtual Port Gate

The proposed operating model changes the conventional flow from farm-to-port long-haul
trucking and terminal queuing to farm/packhouse-to-ICD drayage followed by scheduled rail or
dedicated shuttle movement into the port.

3.2 Off-Dock Staging and Buffering

* Regional ICDs receive, inspect, clear and hold containers closer to the production origin.
* Reefer cargo can remain on powered inland stacks while awaiting terminal readiness.

» Long-distance trucks are prevented from converging unnecessarily on Cape Town during
periods of stack or vessel uncertainty.

3.3 High-Density Rail Consolidation

* A 50-wagon block train is identified in the source study as capable of replacing up to 50
heavy road haulers.

» Scheduled rail shuttles can remove significant numbers of long-haul truck movements from
the N1, N2 and N7corridors.

» Demand is converted from unpredictable individual truck arrivals into scheduled,
consolidated freight flows.

3.4 Off-Peak Night Shuttling
« BELLCON and ATLANTIS CITY are positioned as metropolitan staging buffers.

» Cargo can be held during peak metropolitan traffic and transferred during the proposed
22:00-05:00 off-peak window.

3.5 Weather-Disruption Shock Absorption

* Inland powered reefer capacity provides a buffer when high winds interrupt terminal
ship-to-shore operations.

» Cargo can remain safely staged inland, reducing the secondary road congestion created by
port disruption.



These mechanisms are central to the proposed network's role as a resilience layer around the
Port of Cape Town.

4. MULTI-STAKEHOLDER SHARED VALUE ECOSYSTEM

Transporters and Trucking Companies

» Potential transition from one long, unpredictable daily round trip toward multiple short-haul
shuttle loops.

» Lower exposure to port queue idling, with corresponding potential reductions in fuel, tyre,
maintenance and vehicle-wear costs.

» Shorter regional routes can support improved driver welfare and compliance with
driving-hour requirements.

Exporters, Farmers and Cargo Owners

 Local reefer staging supports cold-chain continuity.

+ Inland buffering reduces exposure to missed stack windows caused by road and terminal
congestion.

» The source study identifies inland staging as potentially less costly than ocean-terminal dwell
penalties.

Port and Rail Operators
» Scheduled rail arrivals can flatten yard-demand peaks.

» Point-to-point shuttle operations can improve wagon utilisation and turnaround.

» The model provides a platform for collaboration with private rail operators under
open-access freight-market reforms.

Municipalities and Communities

* Reduced heavy-vehicle pressure can help protect major road corridors.
» Road-to-rail modal shift can support lower transport emissions.

* |ICD development can create regional employment in logistics, customs, equipment
operation, reefer maintenance and related services.

The source study presents these outcomes as shared-value propositions across transporters,
exporters, port/rail operators and communities. sfilecitemturnOfileOmL195-L248m



5. STRATEGIC SWOT & TOWS ANALYSIS

STRENGTHS WEAKNESSES

Strategic coverage of major agricultural High upfront CAPEX for rail sidings and
catchments reefer infrastructure

Dual-modal road/rail integration Complexity of synchronising eight nodes

Potential reduction in port gate congestion and | Dependence on rail reliability and asset
truck dwell availability

Cold-chain protection through inland reefer
infrastructure

The external opportunities identified include rail open-access reform, digital logistics integration,
carbon-credit opportunities and public-private partnership funding. Threats include infrastructure
vandalism, resistance from traditional long-haul operating models and agricultural-volume
volatility.

TOWS Strategic Response

e SO: Partner with private Train Operating Companies, integrate ICD Yard Management
Systems with the DigitalLogistics Planning Platform, and develop measurable carbon
benefits.

e WO: Use PPP structures for capital-intensive infrastructure and maintain hybrid road-rail
operating flexibility during rail-capacity ramp-up.

e ST: Maintain dual-modal flexibility and transition existing long-haul operators into
contracted short-haul drayage roles.

e WT: Implement the network in phases, beginning with high-volume nodes, and provide
energy resilience through solar PV and battery-backed microgrids.

These strategies are directly derived from the source study's TOWS matrix and recommended
actions.

6. TECHNICAL & INTERMODAL INFRASTRUCTURE SPECIFICATIONS

The source study proposes a standardised infrastructure platform so that each ICD can function
as a coordinated extension of the ocean-terminal ecosystem.

Infrastructure Executive Requirement

Domain

Rail Minimum 600 m dual rail sidings capable of receiving full 50-wagon
block trains without line breaking.




Yard Heavy-duty reinforced concrete aprons designed for 80-ton axle
loads; reach stackers and RTG capability.

Reefer 380V/440V three-phase reefer points, standby generation and
rooftop solar support.

Cold-chain 100-300 high-output reefer plugs, with PTI testing capability.

Digital Gate OCR gate readers, automated weigh-in-motion and real-time EDI
feeds.

Systems Yard Management System integrated with relevant terminal,
shipping-line and DLPP data flows.

7. PHASED IMPLEMENTATION & DEPLOYMENT ROADMAP

Phase Period Priority Nodes Strategic Focus Key Deliverables
1 0-12 BELLCON, High-volume core Rail siding upgrades,
months WOCON, DALCON | anchors 200 reefer plugs per
node, night shuttle
service, live DLPP
integration
2 12-24 ATLANTIS CITY, Regional PTI bays,
months CALCON, agricultural and consolidation depots,
KLAWCON industrial corridors expanded road-rail
equipment
3 24-36 HERCON, Strategic feeder and | Seasonal pop-up
months KIMCON interprovincial depots and full
extension network
synchronisation

The phased approach prioritises BELLCON, WOCON and DALCON before extending the
network into the regional agricultural, industrial and interprovincial corridors.

8. CONCLUSION

The proposed eight-node Cape Regional ICD Network presents a structured intermodal
response to recurring landside congestion, seasonal agricultural peaks and disruption at the
Port of Cape Town. Its central proposition is to move selected port-adjacent activities inland,
establish regional cargo buffers, consolidate freight into scheduled rail and shuttle movements,

and use digital visibility to coordinate the network.

For NEXUS-WC NPC, the network should be treated as a strategic freight-system architecture
rather than a standalone depot programme. The value proposition rests on integration: road




transport, rail, terminal operations, exporters, agricultural supply chains, digital logistics systems
and regional infrastructure must operate as one coordinated corridor.

The source study's strategic conclusion is that inland virtual gates can reduce urban landside
congestion, protect export cold-chain quality and support a more resilient freight network for
Southern Africa.

Any investment decision should proceed through appropriate technical, commercial,
environmental, legal, rail-access, land-use, customs, terminal-interface and financial due
diligence before capital commitments are made.

9. NEXUS-WC MOTIVATIONAL PRINCIPLE

“Connect the network. Unlock the corridor. Strengthen the supply chain. Build the future
together.” NEXUS-WC NPC.

Freight connectivity through collaboration, evidence, innovation and disciplined execution.
10. DISCLAIMER & DOCUMENT STATUS

This document is an executive strategic redraft of the uploaded feasibility-study source. It is
intended for strategic discussion, stakeholder engagement, planning and further feasibility
assessment. It does not constitute a final investment decision, engineering design, legal
opinion, tax opinion, environmental authorisation, rail-access approval, customs determination,
funding commitment or guarantee of operational or financial performance.

Distances, technical parameters, operating assumptions, performance benefits and
implementation concepts reproduced from the source material remain subject to verification
through site surveys, engineering studies, traffic and cargo-flow modelling, rail capacity
assessments, market validation, regulatory approvals, environmental processes, commercial
agreements and detailed financial modelling.

No statement in this document should be interpreted as creating a contractual obligation or
representation by NEXUS-WC NPC or any third party unless separately approved and executed
in writing by authorised representatives.Confidentiality and distribution should be managed in
accordance with applicable law, contractual obligations and the intended stakeholder audience.
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