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1.

Project Information

Bangladesh : Sylhet to Tamabil Road Upgrade Project

Project ID: | PO00153 Instrument ID: | LO153A
Member: | Bangladesh Region: | Southern Asia
Sector: | Transport Sub-sector: | Roads

Instrument type:

XLoan:404.00 US Dollar
million
[JGuarantee

Lead Co-financier (s):

ES category:

A

Borrowing Entity:

Ministry of Finance, Bangladesh

Implementing Entity:

Roads and Highways Department, Government of Bangladesh

Project Team Leader:

Jawad Bentabet

Responsible DG: | Rajat Misra
Responsible
PSC1
Department:

Project Team
Members:

Jawad Bentabet, IO Core Team Member;
Angel Frances Salcedo, Environment Specialist;

Shonell Robinson, Financial Management Specialist;
Guoping Yu, Procurement Specialist;

Roberto Tordecilla, Social Development Specialist;
Md Towshikur Rahman, 10 Core Team Member;

Liu Yang, Project Lawyer;

Chang Tian, 10 Core Team Member;

Isabelle Bautista, Environment Specialist;
Md Towshikur Rahman, Back-up PTL;

Shinan Qin, Project admin

Completed Site Visits
by AlIB:

Nov, 2021
November 25th, 2021 (virtual)

Jun, 2022

June 13-22, 2022 (13th-14th on site, 22nd virtual)

Jan, 2023

January 23rd to February 8th, 2023 (January 23rd to 27th on site, February 8th virtual)

Nov, 2023

November 2nd to 10th, 2023 (virtual and physical)

Apr, 2024
April 21st to 25th, 2024

Dec, 2024

December 1st to 5th, 2024 (regular)

Apr, 2025

April 20th to 24th, 2025
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Jan, 2026
Planned Site Visits by

AlIB: | January, 2026

Current Red Flags
Assigned:

Current Monitoring o
Enhanced Monitoring- Level |

Regime:
Previous Red Flags )
Assigned:
Previous Red Flags
2025/09

Assigned Date:

o Low disbursement due to slow progress on land acquisition.
Brief justifications for

. Poor performance of major contractor(s): the progress of WP-02 is alarmingly behind
assigned red flags:

schedule.

2. Project Summary and Objectives

The project’s objective is to improve intercity connectivity in Bangladesh and cross-border connectivity
between Bangladesh and India, by upgrading Bangladesh National Highway N2 between Sylhet and Tamabil.

The project will upgrade National Highway N2 between the city of Sylhet to the Tamabil border point from a
two-lane single carriageway to a two-lane dual carriageway highway. The project will finance;

COMPONENT 1) Road construction and operation and maintenance works:

1.1) Civil works for road widening and new lanes for slow-moving vehicles;

1.2) Traffic surveillance and traffic management equipment;

1.3) Operation and maintenance;

1.4) Building workshops of bitumen emulsion processing;

COMPONENT 2) Consulting services;

2.1) Construction supervision consulting services;

2.2) Feasibility studies, environmental and social safeguards and preliminary designs for selected priority roads
of the RHD (Road and Highway Department) network;

3. Key Dates
Approval: | Apr. 03, 2020 Signing: | Oct. 26, 2020
Effective: | May. 26,2021 Restructured (if any):
Orig. Closing: | Nov. 15, 2025 Rev. Closing (if any): | Nov. 15, 2026

4. Disbursement Summary (USD million)

Contract Awarded: Cancellation (if any): | 0.00
. Latest disbursement
Disbursed: | 27.65 0.18/Jun. 02, 2025
(amount/date):

Undisbursed: | 376.35 Disbursement Ratio | 6.84
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5. Project Implementation Update

The Project continues to be assessed with two red flags, notwithstanding the recent one-year extension of the
AlIB loan. Over the past three months, no material improvement has been observed in addressing the key
implementation bottlenecks previously identified, namely: (i) low disbursement resulting from delayed
physical progress; (ii) persistently slow land acquisition (LA); and (iii) delays in the approval of the
Government's internal Development Project Proposal (DPP) extension, which expired in June 2025.
Collectively, these challenges continue to constrain overall implementation and pose material risks to the
achievement of the Project Objectives.On November 14, 2025, the Economic Relations Division (ERD) submitted to
AlIB a formal request for a one-year loan extension to November 15, 2026, which was approved. The rationale for
the extension emphasized the need to maintain implementation continuity during the ongoing political transition
period and to allow the incoming Government sufficient time to take an informed, evidence-based decision on the
Project’s longer-term direction. While the loan extension provides short-term relief, the Government project
duration has not yet been extended, which has materially affected project operations.Following the formation of a
high-level government committee led by ERD in early September 2025, the committee conducted a site visit on
October 30, 2025, and its inspection report was formally issued on December 23, 2025. The report reaffirms the
Project’s strategic importance for regional connectivity, while also highlighting continued weaknesses in land
acquisition progress, contractor performance, and institutional coordination. The findings broadly align with the
Bank Team’s assessment and reemphasize the need for decisive corrective actions to restore implementation
momentum. Notably, the report recommends closing the AlIB loan and continuing the Project with Government
financing only, citing the relatively high cost of AlIB borrowing in the context of sustained implementation delays
and limited prospects for near-term acceleration. A decision on this recommendation is expected to be taken by the
line ministry and RHD, in consultation with the Ministry of Finance/ ERD.Regarding civil works, WP-02 (AML-QTCG
JV) has shown some movement following the issuance of a formal Notice to Correct on September 15, 2025. The
contractor has mobilized manpower and equipment and is working broadly in line with the submitted plan. Given
continuing concerns regarding financial capacity and execution readiness, AlIB has requested additional technical
and financial documentation from AML, including a detailed statement on the utilization of the mobilization
advance with supporting evidence, recent internal audit reports, and/or alternative proof of solvency.For WP-01
and WP-03 (CNCCC), the contractor has initiated base camp construction following approval of the camp location
and layout. While this marks a positive preparatory step, substantive construction activities have yet to commence,
and overall progress remains limited.On land acquisition, progress remains largely unchanged and significantly
below the level required to support civil works. That said, some administrative momentum has been observed: in
recent months, approval has been obtained from the Ministry of Land (Mol) for four LA cases, and Section 7 notices
have been issued accordingly. The Public Works Department (PWD) investigation has also been completed for those
4 cases. Another 7 LA cases have recently been sent to Mol and are currently awaiting approval. Public notice has
also recently been issued for another four (4) LA Cases, and if there are no objections, those are expected to be sent
to the Mol shortly. While all these are important procedural steps, they have not yet translated into meaningful
land handover, and sustained follow-through will be critical to align LA delivery with construction needs.As noted
above, although the loan has been extended by one year, the Government’s strategic decision on whether to
continue the Project with AlIB financing beyond the current extension period is under active reassessment. The
forthcoming national election is expected to influence both the timing and direction of this decision. In view of the
elevated implementation risks, AlIB plans to undertake a short, focused, and urgent mission in early January 2026 to
reassess on-the-ground conditions, engage closely with Government counterparts, and better align expectations

1Disbursement Ratio is defined as the volume (e.g. the dollar amount) of total disbursed amount as a percentage of the net committed
volume.
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regarding corrective actions, timelines, and the Project’s future pathway.The Bank Team will continue close

monitoring through fortnightly meetings with the PIU, in the presence of the CSC, INGO, and will maintain an
enhanced level of engagement until greater clarity and momentum are restored.

Environmental & Social

Components Physical Progress ) Procurement
Compliance
Component 1: | WP02 contract was | Out of 30 cases, feasibility studies | WP02 contract was awarded
Construction commenced on | have been successfully completed | and signed on August 17,

works, equipment
installation and
0&M works

December 18, 2023. The
progress is very slow
and behind schedule.
The contractor is in the
process of completing
the
activities,

pre-construction
maintenance
works, and conducting
test piles. Some

movement has been

observed during and

after the notice to
correct period.
WPO01 and WPO03
contracts were
commenced on

December 12, 2024 and
progress is expected in
the coming months,
particularly on
completion of the pre-
construction  activities
and mobilization  of
equipment, manpower
and raw materials. The
contractor has started
the

construction work.

base camp

and approved for 29 proposals by
the District Land Acquisition
Committee (DLAC), with Section 4
notices already issued for 24 cases,
alongside the completion of joint
DC-RHD surveys with INGO support.
The DC Office has committed to
deliver 10 LA cases before this year
ends. Notably, four LA cases have
been approved by Mol and another
seven is currently awaiting approval.
DC office has recently issued section
7 notice for those 4 LA cases and
PWD investigation is completed.

The project-level GRM is established
and operational since September
2022. The GRM has received a total
of 35 complaints, all of which have
been resolved.

WPO02 contractor will be required to
undergo training on the Code of
Conduct, Occupational Health and
Safety (OHS) standards, and the
GRM
construction activities. The training

before commencing
is designed for contractor’s workers
who will be mobilized under the
construction
staff
supervisors. Concerned staff of the
PIU and the CSC will also be invited
to join. Training topics include
Workers Code of Conduct, GRM for
workers and project and site/works-

project, including

workers,  support and

specific OHS, including emergency

preparedness and incident

reporting. Gender-related matters

will be discussed across these

2023.

WPO01 and WPO03 contracts
were awarded and signed
on August 14, 2024.
WP-04. The CSC
completed working on the
detailed design and the PIU
envisions to float the tender
by December 2025.

has
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topics.

The WP0O1 and WPO03 contractors
are currently preparing the site-
specific CESMP for each WP,
including the preparation of Project
GRM and the GRM for workers

The Gender Action Plan (GAP) has
been developed and being
implemented.

Component 2: | N/A N/A The CSC contract (SP01) has
Consulting services been signed in September
(i) Construction 2023 and is being mobilized.
supervision for the There were a number of
works; and (ii) replacement proposals
Feasibility studies, pending with RTHD which
environmental and have recently got approval
social safeguard and the Team Leader has
studies, and recently been mobilized.
preliminary designs

for selected priority

road network links

Component 3: | N/A N/A These activities (O&M
Project consultant, OPBRC training)
management have not been reflected in
support and the procurement plan and

capacity building

have not started. The need
of these activities will be
further evaluated in the
coming missions.

Financial Management:

Financial Management:As of mid-December 2025, the total disbursement stands at USD 26.41 M (6.54
percent of the Loan). The project will not disburse unless the internal DPP extension is approved.

No major financial management (FM) issues have been identified. The government has approved the revised
project budget for FY 2024/25, and all key FM personnel are in place. The audit report for FY 2023/24 was
submitted on time. The report was deemed acceptable to the Bank, considering that the Auditor issued an

unqualified opinion on the financial statements. However, there were a few audit observations that remain to be
addressed. The audit report for FY2025/26 has been submitted on December 30, 2025 (within deadline), and the

AlIB is currently reviewing it.

The Project submitted its second-quarter IUFR for FY 2024-25, covering the period up to December 2024. The third-
quarter IUFR, covering January to March 2025, is currently due. The contract registers for all works packages and

CSC contracts have been maintained to monitor the contracts properly.
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6. Status of the Grievance Redress Mechanism (GRM)
The GRM is functional and established in line with AlIB requirements. A Grievance Redress Committee (GRC) has
been created each at field level and PIU. The Grievance Redress Procedures and GRC contact details are published
on RHD website (http://rhd.portal.gov.bd/site/page/5be085b2-4bee-4f19-b6fc-8a03dead7a67/Grievance--Redress-
Mechanism-(GRM)). The GRM is disclosed to PAPs and various stakeholders through a variety of communication
channels, including Focus Group Discussions and public consultations.

The GRM continues to receive land acquisition and RP-related complaints, such as accuracy of measurement,
inclusion of residential tenants, or renters’ complaints. The GRM has received a total of 35 complaints, all of which
have been resolved. A GRM app has been developed and is undergoing refinements for uploading to the Google Play
Store. A GRM brochure in the local language has been submitted to the PMU and will be reproduced for distribution
once approved.

7. Results Monitoring

The M&E will be carried out by the Monitoring and Evaluation Circle of the Bangladesh Road Research Laboratory
(BRRL) and the Implementation Monitoring and Evaluation Division (IMED) of the Planning Commission. The PIU
team will provide data for the Results Monitoring Framework as substantive progress will be made.

Project Objective:To improve cross-border connectivity between Bangladesh and India via a safe and efficient road link between
Sylhet and Tamabil.

Monitoring end year : 2025

. Unit of . Actual Actual Current
Indicator Name Baseline ) End Target
Measure (Previous) (Current) Target
Average travel time for
(HGV) trucks on Sylhet Hours 3 NA NA 2.5 2.5
Tamabil Road
Average travel time for
. Hours 2 NA NA 1 1
passenger vehicles
Average travel time for
Hours 2.5 NA NA 1 1
buses
Safety Rating: Number of
. Nos. 3 NA NA 0 0
Hazardous locations
Comments:
Monitoring end year : 2025
) Unit of ) Actual Actual Current
Indicator Name Baseline End Target

Measure (Previous) (Current) Target
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Road riding quality

Text

Fair

Fair

Fair

Good

Good

Domestic employment
created directly from the
civil works

Labor
Year

70

NA

Accounted works
completion rate
(accumulated rates)

Percent

100

100

Accounted works
completion rate
(accumulated rates),
including a. Earthwork
completion rate

Percent

100

100

Accounted works
completion rate
(accumulated rates),
including b. Pavement
completion rate

Percent

100

100

Technical standards for
maintenance inspection

Y/N

GRM operational with
registry of complaints and
record of response times

Y/N

No. of public consultations
organized

Number

2-3

No. of public consultations
organized a. Number of
women only consultations

Number

No. of Staff trained for
O&M contract
management

Number

15

Comments:

Remarks:

Project goals detailed in the RMF above are unlikely to be achieved within the original timeframe (November 2025),
due to significant delays in land acquisition and civil works.

In anticipation to the loan amendment, if required, the Bank Team will discuss with the PMU on the relevance of
project goals, in particular Intermediate Result Indicators #6 (Technical standards for maintenance inspection) and
Intermediate Result Indicators #10 (Number of staff trained for O&M contract management). These two indicators
may be adjusted or removed the removal of certain activities (capacity building), while others would be further
reviewed to ensure the targets reflect the ground scenarios.
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