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Case Studies  • Khayelitsha Station traders facility and Live-Work Units

3.1 KHAYELITSHA STATION TRADERS 
FACILITY AND LIVE-WORK UNITS—
ALONG NTLAZANE STREET 

The geographic and social context
The Western Forecourt of the Khayelitsha train station 
is primarily defined by a pedestrian desire line from 
residential areas to the station. Spaces along this pe-
destrian walkway have been filled in haphazardly by 
informal traders in the absence of any planning or 
attempts to manage the space. The station stairs and 
deck are lined with informal traders who do not have 

permission to trade there and who pose a safety risk in 
the event of an emergency. There are open spaces that 
have not been developed by private land owners or the 
LA. There are no residential units or mixed use build-
ings in the area, nor any form of place management. 
After it becomes dark the area is very dangerous. Lack 
of access to affordable business premises was raised 
as a major issue in the baseline survey of local busi-
nesses. There was a group of informal traders around 
the Western Forecourt area who have been in an infor-
mal association (Ntlazane Traders Association) for over 
ten years and who were recommended to VPUU as the 
most organised structure in the area. 

Figure 3 Landscaping plan of Ntlazane area
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An urban design framework was prepared through 
participatory approaches for the Harare neighbour-
hood which identified this forecourt as a hub for trad-
ing and retail activities. In line with this plan a rezon-
ing was conducted for a council owned property to 
accommodate members of the Ntlazane Traders Asso-
ciation by providing trading, business and residential 
accommodation in line with VPUU’s principles for a 
SN. The pedestrian walkway has been formalised and 
is well lit. 
 
The financial sustainability of the Khayelitsha 
Station traders facility and Live-Work Units
The Community O&M potential—VPUU support to the 
Traders Association
VPUU’s approach of identifying potential user groups 
and engaging with them in order to form a FMC is a 
labour intensive investment in trust building and ca-

pacity development. The approach also leads the com-
munity to take stronger ownership of the relationship 
with the LA and responsibility to look after facilities. 
Over time the Intermediary shifted away from such in-
tensive facility level FMC identification, development 
and mentoring to an area-wide approach of working 
with the SNAC O&M Portfolio and a FAC made up of 
representatives from the various Tenants Committees 
in an area. The initial approach of individual FMC de-
velopment is described below. 

Initial discussions with the Ntlazane Traders Asso-
ciation on their potential involvement in advising on 
managing a traders’ facility led to a ten day training 
course with the traders on OD, business management 
and FM. The course times were organised to enable the 
traders to continue running their businesses. As a trial 
of the group’s organisational capacity, they signed an 
agreement to help manage storage for their members 

Figure 4 Traders facility on Ntlazane
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in 6 shipping containers. After the training, VPUU 
and the traders wanted to work together in the future 
as they found useful synergies. A ‘learning by doing’ 
methodology was employed for key tasks like budget-
ing and financial planning, operational planning, facili-
ty policies and constitution development. This resulted 
in the group writing their own constitution and discus-
sions on facility policies, which, in turn, led to policies 
which were included in a facility Operations and Man-
agement manual. In order to deepen skills and build 
trust, regular mentoring sessions followed the initial 
training. Significant skill building is not realistic in 
such a short course, and especially without opportuni-
ties for people to put in practice what they have learned 
and to receive feedback and further coaching. 

Helpful knowledge and skills for training and mentor-
ing FMCs includes:
 • 	Training, facilitating and mentoring
 • 	Specific knowledge related to the purpose of a facil-

ity—in this case small business development
 • 	Basic Organisational Development
 • 	Conflict management
 • 	Financial management
 • 	Administration and organising systems
 • 	Property and facility management.

Five of the most important outcomes of the training 
were:
 • 	Stronger and more trusting relationships between 

VPUU and the Traders Association
 • 	Improved understanding of the traders’ interests
 • 	The Intermediary realised that they would need to 

fully manage the facility, with FMC playing an ad-
visory role, for an extended period of time

 • 	Increased sense of confidence and competence of 
the traders to play a meaningful role in developing 
their immediate trading environment

 • 	Increased sense of ownership and pride of the 
Traders Association through being taken seriously 
and involved in such a practical way.

Community dynamics related to this O&M potential
One of the key success factors for the traders facility 
was that local traders who were organised were the 
ones with whom VPUU was actively engaged. This fol-
lows the approach of designing facilities appropriate 
for local context and involving users actively in design 
and management. It was a transparent engagement.

Facility sustainability is an important VPUU prin-
ciple and it was important to work closely with the Nt-
lazane traders to develop the facility budgets and set 
break even rentals, especially in an area where people 

Figures 5 and 6 Trader units on Ntlazane
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are not used to paying market related rent or any rent 
at all. The process was greatly facilitated by the trust-
ing relationship developed during the training period. 
Part of the training also included a visit to another 
small traders facility, where in depth discussions were 
held with the facility manager and business owners. 
It gave further insights to the group as to the impor-
tance of setting rental levels appropriately and how 
non-payment of rent leads to compromises with the 
management of a facility. 

Facility sustainability also requires that traders  
surrounding the new facility paid comparable rentals. 
This required a trading plan development process as 
part of legal compliance with the City of Cape Town's 
Informal Trading By-Law. The Ntlazane traders were 
helpful partners in supporting VPUU work through 
the public participation processes with local traders. 

Security at commercially oriented facilities is a cost 
factor described previously.

Community O&M principles and tools applied 
Principles 
 • 	Promoting legal ownership of spaces and facilities
 • 	Promoting voluntarism and progressing to CDS

 • 	Seeking sustainability with special focus on finan-
cial sustainability of facilities. 

Tools
 • 	Appoint an Intermediary as dedicated facilitator/

mediator 
 • 	Assess skills and conduct capacity development
 • 	Trading plan development.

Links to other work-streams
Social Crime Prevention 
 • 	Establishment of neighbourhood patrols
 • 	Conflict resolution and mediation.

Figure 7 Live-Work Units and traders facility on Ntlazane
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Situational Crime Prevention 
 • 	Types of facilities to build based on LED strategy 

and priorities
 • 	Supporting the trading plan development process
 • 	Interacting with user groups around specific facil-

ity design issues
 • 	On-going modifications to suit the needs of ten-

ants, changing business needs and to ensure pas-
sive surveillance and place management.

Community Participation
 • 	Organise / manage a range of community meetings
 • 	Conflict resolution and mediation. 

Knowledge Management
 • 	Conduct baseline business survey and assist with 

the development of the subsequent LED strategies.

Reference to indicators

Principle Model indicator

Promoting 
ownership of 
spaces and 
facilities

•  90% of facilities built and managed have 
user agreements in place 

•  The user groups participate in a demo-
cratic way in the management and op-
eration of 80% of the facilities by project 
end

Ensuring ac-
cess to Skills 
development 
and socio-
economic 
opportunities 
through CDS

•   Number of people attending business 
    training workshops
•   Number of business spaces rented 
    out

Seeking 
sustainability 
with special 
focus on 
financial 
sustainability 
of facilities

•  At least 70% of public facilities and  
services are reported to be well-main-
tained and managed by end year of 
project

•  Occupancy (%) of rented spaces
•  Tenant rental payments received on time
•  Meeting room usage (hours and %)
•  Monthly income and expense records 
   comparing budget to actual

Conclusion
The Khayelitsha Station traders facility and Live-Work 
Units are not currently financially self-sustaining and 
probably will not be until the City purchases addi-
tional land which was part of the original vision for 
the area. Tables 7 and 8 show the financial sustain-
ability of Khayelitsha Station traders facility and Live-
Work Units with and without the additional land in 
the Western Forecourt area.  Table 8 shows the impact 
of lower occupancy rates (65%) which reflects the un-
certainty of informal traders taking up all the spaces, 
consistently paying rent on time and the implementa-
tion of the first ever trading plan in Khayelitsha which 
will influence rent payments in VPUU facilities. The 
results of full occupancy are also shown. 

The impact of security costs is illustrated. Other fi-
nancial sustainability factors are the ability to charge 
market related rentals and covering the overheads of 
the Intermediary. 

 The City Business Areas Management team from 
the Economic Development department were key part-
ners for helping to work out facility management issues 
as well as the trading plan processes that needed to un-
fold in order to help make the facility work. The City 
seemed under-resourced or inappropriately focused to 
set up this process, thus the Intermediary had to take 
on significant leadership and strategic and operational 
responsibility for making these things happen. 

Table 6 Indicators
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Table 7 Financial scenarios for Khayelitsha Station traders facility

Table 8 Financial viability of Khayelitsha Station traders facility and Live-Work Units with or without Western Forecourt additional land 
and with occupancy variances 

Khayelitsha Station traders facility 
and Live-Work Unit scenarios

Antici-
pated 
income

Operating 
costs

If 24 hour profes-
sional security in 
commercial areas

Overhead costs 
for Intermediary

Surplus 
or loss

Annual Annual Annual Annual Annual

Internal CoCT line department payments per 
levels of current model – none in this area

31.2% 28.1% 46.6% 25.3% -68.8%

If land purchased & developed 132.5% 43.9% 36.4% 19.7% 32.5%

Market related rentals (for Khayelitsha) 38.0% 30.1% 45.3% 24.6% -62.0%

If land purchased & developed 158.7% 46.3% 34.8% 18.9% 58.7%

Internal CoCT line departments if only paying for 
basic utilities, maintenance & cleaning – none

31.2% 28.1% 46.6% 25.3% -68.8%

If land purchased & developed 132.5% 43.9% 36.4% 19.7% 32.5%

65% occupancy 65% occupancy 100% occupancy 100% occupancy

Annual Annual Annual Annual

 Western Forecourt 
additional land

No additional land Western Forecourt 
additional land

No additional land 

Lettable space 3.798m² 574m² 3.798m² 574m²

Overall potential income 124.8% 31.6% 187.6% 45.9%

Overall potential expenses 100% 100% 100% 100%

Surplus/loss 24.8% -68.4% 87.6% -54.1%


