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Africa’s energy infrastructure is at a crossroads. Energy infrastructure remains a critical priority 

across the continent amid severe energy shortages and with reliable power being essential for 

economic growth, industrialization, and social development. But while the continent is rich in natural 

resources, many governments face limited �scal capacity for the large-scale investment that energy 

infrastructure requires. This de�cit has been exacerbated by heightened debt levels and economic 

shocks such as the COVID-19 pandemic and geopolitical crises.1   

Public-Private Partnerships (PPPs), which leverage private sector expertise and investment to 

reduce the �scal burden on governments, have emerged as a key strategy to address �nancing 

bottlenecks for infrastructure projects.2 The performance of PPP projects across Africa has been 

mixed, with successes tempered by shortcomings in project preparation, procurement, risk 

management, and transparency.3 Without identifying and addressing these challenges, PPPs can 

incur high costs while producing limited bene�ts. 

Drawing on a comparative analysis of three diverse projects4—the Bujagali Hydroelectric 

Project in Uganda, the Tema LNG Import Terminal in Ghana, and the Kathu Solar Park in 

South Africa—this commentary explores how di�erences in project preparation, governance 

structures, and stakeholder alignment have in�uenced PPP project outcomes. Going beyond 

well-known shortcomings, it focuses on the enabling factors—such as institutional capacity, 

policy coordination, transparent procurement, and community engagement—for PPPs to deliver 

Africa’s Energy PPPs Succeed When 
Planning, Policy, and Public Interest  
Are Prioritized
By Andrew Kamau, Dr. Vivek Shastry and Sacha Rongé

This commentary represents the research and views of the author. It does not necessarily 

represent the views of the Center on Global Energy Policy. The piece may be subject to  

further revision. 

Contributions to SIPA for the bene�t of CGEP are general use gifts, which gives the Center 

discretion in how it allocates these funds. More information is available at https://energypolicy.

columbia.edu/about/partners. Rare cases of sponsored projects are clearly indicated.

https://energypolicy.columbia.edu/about/partners
https://energypolicy.columbia.edu/about/partners


 2  |  energypolicy.columbia.edu

May 2025

a�ordable and sustainable energy services while minimizing �scal risks. By examining what 

distinguishes more successful projects from those that fall short, this commentary o�ers practical 

insights into how PPPs can be structured and supported to better serve the public interest, 

especially in �scally constrained environments.  

Project Summaries

The Bujagali Hydroelectric Project in Uganda 

Bujagali is a 250-megawatt (MW) hydroelectric power station that was developed as one of 

Africa’s �rst large energy PPPs on a 30-year Build-Own-Operate-Transfer (BOOT) concession. The 

project reached �nancial close in 2007 and began operations in 2012. At commissioning, it was the 

largest privately �nanced hydroelectric plant in sub-Saharan Africa. 

Outcomes: Bujagali e�ectively doubled Uganda’s generation capacity, eliminating daily load-

shedding that had been causing up to 90 days of power outages per year for businesses. The 

reliable supply it provided replaced expensive diesel generators and became the backbone 

of Uganda’s grid, spurring industrial growth. The project also set positive precedents for local 

participation and development. It employed about 4,000 Ugandans during construction in 

accordance with local content targets5 and funded health facilities, education programs, skills 

training, and water supply systems for local communities.6 In addition, the project reduced 

Uganda’s trade de�cit and dependence on fossil fuels by displacing oil imports used for thermal 

power generation.7 

Challenges: Bujagali’s development, which spanned nearly two decades, was plagued by false 

starts and controversy. The initial developer (AES) withdrew in 2002 amid allegations of corruption 

and a World Bank inquiry, forcing a reboot of the project with new sponsors in 2005.8 After the 

restructuring, total project costs more than doubled from roughly $530 million to over $1 billion, 

raising the cost per MW from about $2.3 million to $3.6 million. These overruns led to high electricity 

tari�s (~$0.15 per kWh, among the highest in East Africa) with no subsidies to cushion consumers.9

In sum, Bujagali delivered much-needed power and proved the PPP model’s viability, but weak upfront 

planning and procurement in�ated costs and limited the project’s broader socio-economic impact.

The Tema LNG Import Terminal in Ghana

The Tema LNG Import Terminal is a recently completed but not yet operational energy PPP 

intended to provide more natural gas to Ghana’s power sector. Expected to be sub-Saharan Africa’s 

�rst lique�ed natural gas (LNG) import facility, the project is structured as a BOOT partnership 
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between Ghana’s national oil company (GNPC) and private investors led by Helios Investment 

Partners. The $350 million terminal consists of a �oating regasi�cation unit paired with a �oating 

storage unit, in addition to a 6.5 km undersea pipeline and onshore facilities. It is designed for an 

import capacity of up to 1.7 million tonnes of LNG per year.10

Ghana pursued this project to diversify its fuel supply for power generation,9 anticipating that 

national electricity demand will double between 2022 and the early 2030s. Although Ghana has 

developed signi�cant domestic gas (about 335 million cubic feet per day [MMcfd] from the Jubilee, 

TEN, and Sankofa �elds) and imports (some via the West African Gas Pipeline [50–60 MMcfd]), it 

still experiences periodic power shortages (dubbed “dumsor” in Ghana). The LNG terminal was seen 

as a way to enhance energy security, utilize under-used thermal power plants, and potentially re-

export gas in the region.11

Challenges: The Tema LNG PPP has encountered major hurdles in planning and execution. A key 

issue has been misaligned demand forecasting. In 2019, Ghana was already obligated to pay 

for more gas than it used due to take-or-pay contracts on existing domestic supply (notably 

the Sankofa �eld). By 2020, the government was paying an estimated $1.5 billion per year for 

unused power generation capacity and gas, a heavy strain on public �nances.12 External factors 

compounded the problems: the global LNG market tightened in 2021–22 (exacerbated by Russia’s 

invasion of Ukraine and the war that ensued), causing prices to spike and making it di�cult for 

Ghana to secure a�ordable long-term LNG supply contracts. The project missed its original 2020 

commissioning date. As of mid-2024 the onshore infrastructure was in place (the �oating storage/

regasi�cation vessel sailed away in 2022) but no gas supply had been secured.13 The terminal has 

still not delivered any gas to the grid. 

Tema LNG underscores the need for realistic demand analysis and policy coordination in PPPs. Ghana 

did enact a new PPP Act in 2020 to provide the framework and institutional arrangements for private 

participation in projects, but weak project preparation for Tema LNG meant the facility was at risk of 

becoming a “white elephant”—providing no energy while adding �nancial burdens. Moving forward, 

Ghana will need to rebalance its gas obligations (e.g., by �nding industrial o�-takers or neighbouring 

markets for the imported LNG) if it wants to avoid paying for idle infrastructure.14

In sum, the Tema LNG project demonstrates the importance of accurate demand forecasting and 

coordinated policy planning in energy PPPs. Despite its potential to enhance energy security, the 

project highlights how weak preparation and misaligned contracts can turn major infrastructure 

into �nancial liabilities.
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The Kathu Solar Park in South Africa

The Kathu Solar Park is a 100-MW concentrated solar power (CSP) plant that was developed 

through a PPP arrangement under South Africa’s Renewable Energy Independent Power Producer 

Procurement Programme (REIPPPP). The project was awarded in 2014 (Round 3.5 of REIPPPP) as part 

of a competitive bid process encouraging private investment in the power sector. It was developed 

by a consortium led by ENGIE (48.5% ownership) alongside several South African partners, including 

the Sishen Iron Ore Community Development Trust and Investec.15 Kathu reached �nancial close 

in 2016 and began commercial operations in January 2019. It employs parabolic trough CSP 

technology with 4.5 hours of molten-salt thermal storage, enabling it to supply dispatchable power 

during evening peak hours. The plant operates under a 20-year power purchase agreement with 

the national utility (Eskom) at a tari� of around $0.14 per kilowatt hour (kWh) (2019 terms).16 

Outcomes: Kathu is widely viewed as a PPP success story that delivered both energy and 

socio-economic bene�ts. Commissioned amid chronic power shortages in South Africa due to 

underinvestment by Eskom, it now supplies clean electricity to roughly 179,000 homes, bolstering 

energy security and diversifying South Africa’s coal-dominated grid. Its thermal storage allows it 

to meet demand during peak hours and thereby improve grid reliability.16 The project was also 

structured to ensure local community bene�ts: a community trust holds a stake and the consortium 

shares 1 percent of operating revenues with local communities. Kathu’s construction created about 

14,000 local job opportunities (largely short term), and its operation is supported by 80 permanent 

jobs (with mostly local hires).17 Moreover, the developers sourced roughly 40 percent of equipment 

and services from local �rms, helping stimulate the domestic supply chain, and the investors 

funded community infrastructure, including a new water pipeline that now provides clean water 

to approximately 600 households in an area that previously lacked reliable supply. These measures 

built strong stakeholder support and aligned the project with sustainable development goals.18

Challenges: Despite its successes, Kathu has faced challenges common to many large PPPs. 

The project became operational later than initially planned (2019 instead of 2016) due to 

lengthy bidder selection and �nancing processes. This was compounded by intermittent policy 

uncertainty around renewables, including a decision by Eskom to delay signing power purchase 

agreements for new independent power producers.19 Strong backing for the project from the 

Department of Energy and National Treasury helped to resolve these issues and ensure the 

government would honor its PPA commitments.
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The Kathu experience highlights the importance of political will and policy consistency to PPP 

success. South Africa’s establishment of a dedicated IPP O�ce and use of standardized contracts 

under the REIPPPP were instrumental to providing the transparency and credibility needed to 

attract private investors. The o�ce was set up in 2011 as a joint project between the Department of 

Energy, the National Treasury, and the Development Bank of Southern Africa.20

In summary, Kathu Solar Park o�ers a model of an inclusive PPP approach, demonstrating that 

when well-structured and supported, renewable energy PPPs can deliver on their promises (on time 

and on budget) with meaningful community bene�ts, even in a challenging environment.

Takeaways for Future PPPs

These three projects show that for PPPs in Africa to achieve a�ordable, reliable, and  

sustainable energy outcomes, governments and stakeholders need to focus on the following  

critical improvements:

 ● Strengthen PPP planning and project selection: Robust upfront planning, such as independent 

feasibility studies, demand forecasts, and cost-bene�t analysis, before committing to PPP 

projects can help ensure they align with national energy needs and least-cost development 

plans. The Bujagali case shows how a lack of early planning can lead to project delays and 

cost overruns. Instead of pushing ahead to meet political timelines, governments may need to 

postpone or redesign PPPs that show misaligned risks or marginal bene�ts, as was the case with 

Tema LNG.

 ● Enhance transparency and competitive procurement: Open, competitive bidding for PPP 

projects can help maximize value and reduce corruption. The Bujagali case shows that non-

transparent negotiated deals can in�ate costs and erode public trust. In contrast, Kathu’s clear 

tender process under well-de�ned rules clearly contributed to its success. Governments can 

publicly disclose key contract terms (tari�s, subsidies, guarantees) and procurement results to 

improve accountability, deter foul play, and help avoid costly disputes down the line.

 ● Build institutional and regulatory capacity: Capable institutions, streamlined interagency 

coordination, and consistent political support can help enable e�ective execution of PPPs. As 

the case of Tema LNG shows, good laws in and of themselves are insu�cient. The Kathu example 

conveys the importance of strengthening dedicated PPP units with expertise in �nance, law, 

and project management, and empowering independent energy regulators to oversee PPP 

contracts. Regular training and involvement of experienced transaction advisors can bolster 

local capacity, while institutionalizing transparency and oversight can reinforce accountability.21
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 ● Embed stakeholder engagement and social safeguards: Proactively involving local 

communities and integrating environmental safeguards from the start can help the project 

contribute to inclusive growth and win public support, as the Kathu case shows. These measures 

can also prevent resistance that leads to the kinds of delays and cancellations that occurred 

initially at Bujagali. PPP contracts can include environmental and social measures in line with 

international standards to mitigate harms and ensure that a�ected communities bene�t from 

these projects. 

 ● Ensure policy consistency and align with sector reforms: Situating PPP initiatives within a 

broader energy-sector reform agenda, such as utility restructuring, cost-re�ective tari�s, and 

enabling independent power producers (IPPs) to sell into the grid or regional power pools, can 

create a level playing �eld and more reliable o�-takers for PPP projects. For example, South 

Africa’s move to unbundle Eskom and establish the IPP O�ce helped attract investment in 

projects like Kathu. Likewise, aligning PPP e�orts with renewable energy targets and climate 

commitments can attract green �nancing and ensure long-term sustainability.22 
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