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Middle Corridor Implementation Matrix

Comprehensive Version | Sustainable Middle Corridor Roundtable, Brussels, 29 April 2026

Produced by Kazakhstan-EU Gateway in collaboration with FERRMED - EIAS, Brussels

This matrix translates the full range of challenges and proposed actions identified at the High-Level Roundtable (29 April 2026, EIAS Brussels) into a structured action framework. Covering 16 priority items across five thematic
clusters, it maps each challenge to its root causes, proposed solutions, priority actions, responsible stakeholders, relevant instruments, and indicative timelines. It is intended as a working document for EU institutions, financial
actors, governments, and private sector stakeholders.

o SHORT-TERM 0-18 months

# CHALLENGE

INFRASTRUCTURE & OPERATIONS

e MEDIUM-TERM 18 months - 3 years o LONG-TERM 3+ years

ROOT CAUSES PROPOSED SOLUTION PRIORITY ACTIONS STAKEHOLDERS INSTRUMENTS

TIMELINE

SOURCE

1 Caspian Sea fleet & port Ageing fleet (avg. 30+ yrs); Procure modern shallow-draft 1. Commission fleet renewal KZ/AZ port authorities; EBRD/EIB green shipping Medium-term Kerstgens (Rhenus);
capacity shallow drafts due to falling  vessels with green propulsion; feasibility study (2025) Ministry of Transport KZ; facility; KZ state budget (USD 18m - 3 years Mukayev
sea level; no scheduled modernise crane equipmentat 2. Launch transitional subsidy ~ Rhenus Central Asia; 15bn envelope); bilateral KZ-AZ (KazakhInvest); Adriaen
services; weather disruption ~ Aktau & Kuryk; expand port scheme for scheduled-service Kedentransservice; KTZ MoU; EU Global Gateway (EC)
~55 days/yr; current cap. capacity to 10Mt/yr by 2028. operators Express; EBRD; EIB
~100k TEU. 3. Complete Aktau dredging &
terminal expansion
4. Establish Caspian port
coordination body
2 Terminal capacity & pass- 87% of EU terminals are Build/upgrade intermodal 1. Finalise TLC Astana & TLC Kedentransservice / KTZ; Xi'an Equity participation model; Medium-term Amirov
through design dead-end; avg. terminal pass-through terminals to min ~ Tobol phase 2 (2025-26) Free Trade Port; EIB; EBRD; EBRD project finance; feasibility =~ 18m -3 years (Kedentransservice);
length <500m; 20% require ~ 740m; develop ZTC, TLC 2. Mandate pass-through European logistics operators pre-financing windows; Global Adriaen (EC)
train-splitting; KZ terminals Astana (300k TEU), TLC Tobol design in all new terminal (Rhenus, Sarens Group) Gateway flagship
undersized for projected (400k TEU); replicate Xi'an tenders
volumes. equity model. 3. Develop agro-hubs
(Coxitau-Chengdu model)
4. Attract European 3PL
operators to anchor demand
3 Rail interoperability & missing Missing lateral east-west rail ~ Complete 300km new KZ 1. Accelerate new KZ rail line Kazakhstan Railways / KTZ; KZ state infrastructure budget; Long-term Amoros (FERRMED);
links links in KZ; gauge railway line (climate-resilient ~ completion (2026) FERRMED; UIC; EU DG MOVE; EU TEN-T extension to Central 3+ years Vasilenko (KZ
differences; closed Armenia-  design); pursue long-train 2. Align KZ rail standards with ~ Armenia & Azerbaijan MoT; Asia; diplomatic track (EU-CA Ambassador)
AZ land border cuts South standards (1.5km); push FERRMED 740m minimum China Railway Summit 2027); Global Gateway
Caucasus options; freight Armenia-AZ diplomatic track 3 Engage EU Special Envoy on
share stagnant at 17% in EU.  to reopen border. South Caucasus border
normalisation
4. Resume FERRMED-UIC-
China long-train study
(paused since 2022)
4 Road freight & heavy cargo Zharkent-Korgas border: Open dedicated 00G/heavy 1. Escalate Korgas access road ~ Sarens Group; KZ PM office; Bilateral KZ-CN agreement; KZ Short-term Sarens Group (Ludo);
chokepoints 1,200 vehicles/day through  cargo border channel at via Prime Minister-level KZ- China NDRC; KZ customs; IRU; state concession (land granted); ~ 0-18 months IRU (Billiet)

single crossing; up to 35-day
waits for 00G/heavy cargo;
missing 500-600m Chinese
access road blocking new
channel.

Korgas (85-ha concession in
place); complete Chinese-side
access road via PM-level KZ-
CN diplomatic push.

CN dialogue

2. Operationalise dedicated
heavy-cargo channel (2026)
3. Integrate road freight data
into corridor digital platform

border management authorities

private operator investment;
IRU TIR framework



# CHALLENGE

CUSTOMS & BORDER MANAGEMENT

5 Excessive border dwell times

6 Fragmented national customs &
regulatory systems

7 Market access & bilateral
agreement gaps

DIGITAL INTEGRATION

8 No unified corridor digital
platform

9 China digital infrastructure

concerns

ROOT CAUSES

Truck waiting times: 15-35
days at peak; repetitive
physical inspections; lack of
pre-arrival data exchange;
no risk-based profiling;
inadequate driver facilities.

5+ separate customs IT
systems; no common data
exchange standard;
documentation duplication
(paper CMR dominant);
inconsistent vehicle /axle-
load standards across
countries.

No unified market-access
framework; bilateral road
transport agreements
inconsistent; third-country
hauliers face permit quotas;
transit rights not guaranteed
end-to-end.

Fragmented booking,
tracking and documentation
systems; no real-time
container visibility; cargo
owners cannot get reliable
ETAs; ~100 different IT
systems in EU alone.

EU concerns about Chinese-
origin digital infrastructure
(data sovereignty, standards
divergence); BRI digital
investments in Central Asia
use non-EU standards; no

PROPOSED SOLUTION

Implement TIR Green Lane
priority corridors across all
corridor countries; scale E-TIR
pilot (KZ > AZ > GE > TR);
deploy risk-based inspection
protocols.

Map all national IT systems
(ITC programme underway);
harmonise vehicle standards;
pilot E-CMR in UZ & KG as
template; work toward single-
window portal.

Coordinate bilateral
agreements into a corridor-
level road transport
framework; negotiate third-
country transit rights; adopt
ECMT/ITF permit
coordination.

Develop integrated digital
freight control platform with
real-time tracking, e-
documentation and predictive
ETA; mandate interoperability
standards across corridor.

Develop EU standards-based
digital corridor architecture;
engage Central Asian partners
on data governance; explore
AIIB-EIB co-financing for
neutral digital infrastructure.

PRIORITY ACTIONS

4. Extend TIR green lanes to
00G/special cargo categories

1. Launch KZ E-TIR pilot
(2025, IRU + KZ Customs)

2. Roll out TIR Green Lanes at
top-5 bottleneck crossings

3. Build driver rest/welfare
facilities at major border posts
4. Establish 24/7 border
operation mandate at key
crossings

1. Complete ITC national IT
system mapping (2025)

2. Run E-CMR pilots in UZ &
KG (2025-2028)

3. Negotiate vehicle standard
harmonisation framework
among TCTC countries

4. Design single-window
portal architecture

1. Map existing bilateral
agreement gaps (IRU + EC)

2. Convene corridor countries
for joint market-access
negotiation

3. Align with ECMT
multilateral permit system

4. Include market-access
clauses in EU-CA connectivity
MoU

1. Define interoperability
standards (2025-26, EC +
TCTC platform)

2. Pilot unified
booking/tracking system on
KZ-AZ-GE segment

3. Connect Kedentransservice
single-window to EU freight
portals

4. Scale to full corridor by
2028

1. EC to publish EU-CA digital
standards position paper
(2026)

2. Initiate EU-China dialogue
on corridor data governance
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STAKEHOLDERS

IRU & national haulier
associations; KZ, AZ, GE, TR
customs authorities; OSCE;
World Customs Organization;
EC DG TAXUD

ITC (UN Trade); GIZ; Expertise
France; EC DG TAXUD; Central
Asian customs authorities; IRU

IRU; EC DG MOVE; Transport
ministries (KZ, AZ, GE, TR, PL,
RO); ECMT/ITF

Kedentransservice; KZ Ministry
of Digital Development; EC DG
CNECT; EU rail/port digital
platforms; private logistics tech
providers

EC DG CNECT, DG TRADE;
Central Asian digital ministries;
EIB; AlIB; private EU tech sector

INSTRUMENTS

EU Global Gateway (E-TIR pilot,
2025-2028); BOMCA successor
programme; bilateral
operational MOUs; WCO
capacity building

EUR 50m GIZ + Expertise
France TA programme; ITC
trade facilitation funding; EU
BOMCA/border management
TA; Global Gateway digital pillar

IRU policy advocacy; EU-CA
transport MoU; OSCE
facilitation; diplomatic bilateral
tracks

Global Gateway digital pillar; EU
Connecting Europe Facility
(digital); private tech
investment; IFI TA for system
integration

Global Gateway digital pillar; EU
cybersecurity/data governance
frameworks; bilateral EU-China
tech dialogues; AIIB-EIB co-
financing window

TIMELINE

Short-term
0-18 months

Medium-term
18m - 3 years

Medium-term
18m - 3 years

Medium-term
18m - 3 years

Long-term
3+ years

Brussels, May 2026

SOURCE

Billiet (IRU); Smit (ESC)

Adriaen (EC); Billiet
(IRU); ITC reference

Billiet (IRU); Van de
Sande (TMCS)

Amirov
(Kedentransservice);
Adriaen (EC)

Erringt (CEPS); Adriaen
(EC)



# CHALLENGE

FINANCING & INVESTMENT

10

11

12

Project pipeline bankability gap

Cost competitiveness & pricing
transparency

Private sector engagement gap

GOVERNANCE & COORDINATION

13

Fragmented multi-country
governance & escalation

ROOT CAUSES

agreed EU-China digital
corridor framework.

Of USD 10bn pledged (Jan
2024), only USD 2.5bn
committed by Nov 2025;
pre-feasibility bottleneck;
fragmentation risk as
multiple IFIs work in
isolation; MFF constraints
tightening.

Middle Corridor often 20-
30% more expensive than
maritime; no transparent
pricing index; economies of
scale not yet achieved;
finance tied up 40 days on
ocean vs 20 days via
corridor.

Private sector
underrepresented in
corridor governance and
planning; investment
decisions made without
sufficient demand signals;
limited awareness among
European SMEs.

No single
complaints/escalation
mechanism for corridor
users; split EC responsibility
(DG INTPA vs DG NEAR);
ECHO lacks delivery
capacity; no East Africa-style
corridor authority.

PROPOSED SOLUTION

Establish structured bankable
project pipeline with
standardised criteria;
coordinate IFI mandates
under TCTC platform to avoid
duplication; scale pre-
feasibility facility.

Build volumes to improve unit
economics; publish quarterly
corridor pricing index;
develop financial instruments
to incentivise cargo owners to
shift mode.

Create permanent private-
sector advisory mechanism
within TCTC platform; publish
corridor opportunity register;
targeted European company
outreach (esp. Belgian,
Romanian, Dutch operators).

Establish corridor governance
body with complaints
mechanism and presidential-
level mandate (East Africa
model); align EC DG
responsibilities; strengthen
ECHO capacity.

PRIORITY ACTIONS

3. Pilot neutral infrastructure
model on one corridor
segment

4. Include digital standards in
EU-CA connectivity MoU

1. TCTC Coordination Platform
to publish priority project
shortlist (H1 2026)

2. Expand pre-feasibility co-
financing window (EBRD +
EIB + WB)

3. Develop corridor-level
blended finance facility

4. Link pipeline to EU-CA
Summit 2027 pledging round

1. Commission corridor
pricing benchmark study
(2026)

2. Establish shipper working
group under TCTC platform
3. Develop volume incentive
scheme with KZ/AZ
governments

4. Promote corridor to
European cargo owners via
ESC channels

1. Establish TCTC Private
Sector Advisory Group (2025)
2. Publish corridor investment
opportunity register (H1
2026)

3. Organise targeted outreach
to Belgian/EU sector clusters
4. KEG to act as matchmaking
interface for EU-KZ business

1. Propose TCTC Corridor
Authority TOR (2026)

2. Nominate EU Special
Coordinator for Middle
Corridor

3. Launch truck-driver
complaints hotline / digital
feedback portal

4. Pursue Benelux-style
pragmatic coordination model
for South Caucasus
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STAKEHOLDERS

EIB; EBRD; World Bank; AlIB;
Kazakh Invest; EC DG INTPA;
private infrastructure funds; KZ
sovereign wealth (Samruk-
Kazyna)

European Shippers Council;
logistics operators; KZ & AZ
governments; EC DG COMP;
FERRMED; IRU

KEG; European Shippers
Council; Sarens Group; Rhenus;
KZ-EU Chamber; EC DG GROW;
Belgian FPS Economy

EC DG INTPA, DG NEAR, DG
MOVE; ECHO; Central Asian
governments; KZ-EU Gateway;
EIAS; Committee of the Regions

INSTRUMENTS

TCTC Investors Forum; Global
Gateway flagship designation;
EBRD/EIB pre-feasibility
facilities; blended finance
structures; KZ state budget co-
investment

Volume incentive schemes; EU-
KZ trade facilitation MoU;
shipper awareness programme;
corridor marketing fund

KEG platform; EU Business
Avenues programme; Global
Gateway business forum;
national export promotion
agencies

EU institutional reform
mandate; EU-CA Summit 2027
political declaration; EC
coordination decision; capacity-
building TA for ECHO

TIMELINE

Short-term
0-18 months

Medium-term
18m - 3 years

Short-term
0-18 months

Long-term
3+ years

Brussels, May 2026

SOURCE

Adriaen (EC); Mukayev
(KazakhInvest)

Smit (ESC); Moderator
(Terterov)

Van de Sande (TMCS);
Henri (Belgian
Ambassador)

de Bour (EC);
Moderator; Henri
(Belgian Ambassador)



# CHALLENGE

14 Customs authority coordination
gap

ROOT CAUSES

Customs authorities of
Caspian countries rarely
convene jointly; no shared
monitoring dashboard;
World Customs Organization
under-engaged in corridor
governance.

SUSTAINABILITY & GREEN TRANSITION

15 Decarbonisation & green
corridor designation

16 ESG standards & certification
8ap

Corridor transport largely
diesel-dependent; limited
rail electrification in Central
Asia; green energy
(solar/wind/hydrogen)
potential underutilised; no
formal green corridor status.

Exporters lack standardised
ESG/carbon footprint data
for corridor shipments;
CBAM creates compliance
cost for KZ exporters; no
corridor-wide sustainability
reporting framework.

PROPOSED SOLUTION

Convene joint customs
authority working group for
TCTC countries; establish
shared performance
dashboard; integrate WCO
capacity-building into corridor
governance.

Pursue formal Green Corridor
designation; electrify key rail
segments; procure green-
propulsion vessels; leverage
KZ-AZ-UZ green energy
partnership (Dec 2024).

Develop corridor ESG
reporting framework aligned
with EU standards; integrate
carbon calculation services;
promote ISO certification
along the route.

PRIORITY ACTIONS

1. KEG to convene pilot
customs dialogue (2025,
Brussels)

2. TCTC platform to include
customs authority
representatives

3. Commission WCO corridor-
specific capacity programme
4. Publish annual corridor
compliance scorecard

1. Apply for EU Green Corridor
designation (2026)

2. Develop rail electrification
roadmap for KZ main corridor
lines

3. Advance Caspian subsea
cable project (380km, KZ-AZ,
end-2025)

4. Integrate CBAM compliance
services (e.g. TUV Austria)
into corridor offer

1. Pilot corridor carbon
footprint tracking tool (2026)
2. Partner with TUV Austria /
certification bodies for CBAM
compliance

3. Include ESG metrics in TCTC
platform monitoring
dashboard

4. Develop EU-KZ joint ESG
standards working group

Middle Corridor Implementation Matrix | Kazakhstan-EU Gateway -

STAKEHOLDERS

WCO; KZ, AZ, GE, TR, KG, T], TM
customs authorities; EC DG
TAXUD; OSCE; IRU

Kazakhstan MoEnergy;
Azerbaijan SOCAR; EC DG ENER;
EIB Green Facility; GIZ; KZ-AZ-
UZ green energy consortium;
TUV Austria

TUV Austria; KZ Ministry of
Ecology; EC DG ENV; European
standards bodies
(CEN/CENELEC); logistics
operators; Kazakh Invest

INSTRUMENTS

WCO technical assistance;
BOMCA successor; OSCE
facilitation; EC coordination
budget

EU CBAM incentives; Green
Gateway corridor designation;
EIB green finance windows; KZ
Carbon Neutrality Strategy
2060; IFI green bonds

EU CBAM compliance
framework; ISO certification
programmes; Global Gateway
sustainability conditionality;
bilateral EU-KZ regulatory
dialogue

TIMELINE

Short-term
0-18 months

Long-term
3+ years

Medium-term
18m - 3 years

Brussels, May 2026

SOURCE

Billiet (IRU); Moderator;
Adriaen (EC)

Vasilenko (KZ); Adriaen
(EC); Kerstgens
(Rhenus)

Mukayev
(KazakhInvest);
Moderator



