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Report Number: ICRR0025027

1. Project Data

Project ID Project Name
P161996 SUFAL

Country Practice Area(Lead) 
Bangladesh Environment, Natural Resources & the Blue Economy

L/C/TF Number(s) Closing Date (Original) Total Project Cost (USD)
IDA-63250 30-Sep-2023 154,808,590.36

Bank Approval Date Closing Date (Actual)
05-Oct-2018 30-Jun-2025

IBRD/IDA (USD) Grants (USD)

Original Commitment 175,000,000.00 0.00

Revised Commitment 157,695,298.01 0.00

Actual 154,808,590.36 0.00

Prepared by Reviewed by ICR Review Coordinator Group
Hassan Wally Avjeet Singh Avjeet Singh IEGSD (Unit 4)

2. Project Objectives and Components

DEVOBJ_TBL
a. Objectives

The Project Development Objective (PDO) of Bangladesh's Sustainable Forests and Livelihoods Project 
(SUFAL) as articulated in the Financing Agreement (FA, page 4) was identical the one stated in the Project 
Appraisal Document (PAD, para 13) and aimed to:

" Improve collaborative forest management and increase benefits for forest dependent communities* i
n targeted sites."
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* Identified from among residents of villages located within 1 km from the boundary of the forest area and resi
dents of the nearest village in the case of 
mangroves, using criteria specified in the community operations manual (COM). 

Parsing the PDO. This ICR Review will parse the PDO based on the following two Objectives:

Objective 1. To improve collaborative forest management in targeted sites.

Objective 2. To increase benefits for forest dependent communities in targeted sites.

 

b. Were the project objectives/key associated outcome targets revised during implementation?
No

c. Will a split evaluation be undertaken?
No

d. Components
The PDO was supported by the following four components:

1. Strengthening Institutions, Information Systems and Training (appraisal cost: US$15.13 million; 
actual cost: US$13.92 million). This component financed: (i) a functional review of Bangladesh's Forest 
Department (BFD) and implementation of key recommendations; (ii) support to nurseries and provision of 
grants to individuals or institutions to carry out studies on forest-related innovations; (iii) training of BFD staff 
in forestry management core functions; (iv) development of a forest management information system and a 
national forestry inventory; (v) updating of the national tree canopy cover assessment; and (vi) a 
communication and outreach program to motivate communities to participate in project activities.

2. Strengthening Collaborative Forest and Protected Areas Management (appraisal cost: US$95.00 
million; actual cost: US$97.50 million). This component financed: (i) establishment of village-level 
Collaborative Forest Management Committees (CFMCs); (ii) development of an institutional framework and 
rules for Collaborative Forest Management (CFM); (iii) development and updating of forest policies and 
regulatory measures to incorporate CFM principles; (iv) training of CFMC members and BFD staff in CFM 
approaches; (v) forest restoration and planting along the coast, hill forests, and central and northern plains 
using the CFM approach; (vi) renovation and climate proofing of BFD field offices, residences, and training 
centers; (vii) implementation of PA enhancement activities in approximately ten Protected Areas (PAs) and 
selected wildlife corridors in collaboration with communities; (viii) scale-up of endangered species 
conservation programs for select species; and (ix) scale up of the use of Spatial Monitoring and Reporting 
Tool (SMART) in PA patrolling.

3. Increasing Access to Alternative Income Generating Activities (AIGAs), Forest Extension Services 
& Trees outside Forests (TOF) (appraisal cost: US$54.00 million; actual cost: US$36.20 million). This 
component financed: (i) mobilization, organization, and training of communities in AIGAs; (ii) a revolving 
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fund for community members to finance AIGAs; (iii) establishment of a timber market information system; 
and (iv) training of nursery owners and farmers in improved tree production technologies.

4. Project Management, Monitoring and Reporting (appraisal cost: US$9.87 million; actual cost: 
US$7.22 million). This component financed the operating costs of project management, monitoring and 
evaluation (M&E), and reporting activities by BFD central and district offices, independent third-party 
monitoring, and social audits.

Revised Components. As part of the May 2022 restructuring, US$9.01 million of International 
Development Association (IDA) credit were reallocated from component 3 to components 1, 2, and 4.

e. Comments on Project Cost, Financing, Borrower Contribution, and Dates
Project Cost. The total project cost was estimated at US$178.90 million. The actual cost was US$157.47 
million (ICR Data Sheet, page ii). The difference stemmed mainly from the cancellation of US$13.67 million 
equivalent of IDA credit.

Financing. The project was financed through US$175.00 million IDA Credit. The actual amount disbursed 
was US$154.48 million and US$13.67 million of IDA funds were cancelled (ICR, para 13). The IDA 
cancellation in 2024 resulted from savings from highly competitive bidding processes, and from the 
devaluation of the Bangladeshi Taka (BDT) compared to the US dollar (ICR, para 14).

Borrower Contribution. The borrower (Government of Bangladesh) was expected to contribute US$3.90 
million provided as parallel co‐financing. The actual amount contributed was US$2.99 million (about 76.6% 
of the appraisal amount). 

Dates. The project was approved on October 5, 2018 and became effective 1.5 months later on November 
21, 2018. The Mid-Term Review (MTR) was virtually conducted on March 7, 2021, which was about two 
years and three months after effectiveness. While the PAD did not specify a date for the MTR, this ICR 
Review finds that the MTR was conducted in a timely manner relative to effectiveness. The project closed 
on June 30, 2025, which was 21 months (granted over two extensions) beyond the original closing date 
on September 30, 2023. The first extension in 2022 accommodated implementation delays caused mainly 
by the COVID-19 pandemic, and the second extension in 2024 accommodated implementation delays 
caused by the mid-2024 political changes.

The project was restructured three times, all of which were Level 2 restructuring, as follows:

1. On April 20, 2020, when the amount disbursed was US$22.49 million. This restructuring designated the 
Public Works Department (PWD) as a second Implementing Agency and updated the project’s 
disbursement, procurement, and financial management (FM) arrangements accordingly. This adjustments 
aimed to enhance World Bank oversight over resources used by these agencies (public works under 
Component 2, training activities under Component 1, and research under Component 1, respectively).

2. On May 17, 2022,  when the amount disbursed was US$65.24 million, in order to revise the following 
aspects: components, results, disbursement estimates, disbursement arrangements, financial 
management, procurement, institutional arrangements, implementation schedule, and extend the loan the 
closing date by 15 months from  September 30, 2023 to December 31, 2024. This restructuring added the 
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Bangladesh Forestry Research Institute (BFRI) and the Bangladesh National Herbarium (BNH) as 
Implementing Agencies and included them in the project’s disbursement, procurement, and FM 
arrangements. Finally, two intermediate result indicator (IRI) targets were revised upwards: (i) Forest area 
brought under management plans, from 78,930 hectares to 811,000 hectares and (ii) Number of staff 
trained, from 1,236 to 2,000. The increase of the target for forest areas brought under management plans 
reflected a modification to the indicator’s definition, from measuring only the area of Forest Divisions under 
management plans (12 divisions targeted) to also measuring the area of PAs with management plans (ten 
PAs targeted), while the increase to the number of trained staff reflected the larger than planned training 
programs (ICR, para 14).

3. On December 11, 2024, when the amount disbursed was US$145.85 million, in order to process a loan 
cancellation in the amount of US$13.67 million. This cancellation returned savings from highly competitive 
bidding processes, and from the devaluation of the Bangladeshi Taka (BDT) compared to the US dollar. 
Also, this restructuring included reallocating funds between disbursement categories, revision of 
disbursement estimates and implementation schedule, and extension of the loan closing date by six months 
from December 31, 2024 to June 30, 2025. 

The changes mentioned above under the three restructurings did not affect the Theory of Change.

3. Relevance of Objectives 

Rationale

Context at Appraisal. In Bangladesh, at least 19 million people were dependent on forests for their 
household income. Also, fuelwood and other tree‐sourced biomass accounted for around 60% of the total 
energy consumption. However, the proportion of land classified as forest was substantially lower than the 
average in Asia (11% of the land compared to 26%). Forests in Bangladesh were being degraded due to 
several factors including clearing for agriculture and infrastructure development, unmanaged fuelwood and 
timber extraction, shifting cultivation, climate change, and natural hazards. This situation was exacerbated 
with the influx of over 750,000 Rohingyas from Myanmar into the forests of Cox’s Bazar District in the 
country’s southeast, which resulted in the loss of nearly 13,000 hectares of forest. This project aimed 
to support a shift in the country’s approach to state forest management from enforcement to collaboration 
with forest-dependent communities and service delivery, while introducing income‐generation options for 
the communities.

Previous World Bank Group (WBG) Experience. The WBG has had a longstanding partnership with the 
Government of Bangladesh in the forestry sector, including through the Climate Resilient Participatory 
Afforestation and Reforestation Project (CRPARP, P127015).  CRPARP closed in 2016 and successfully 
increased forest cover across ten coastal and hilly Forest Divisions, supported the livelihoods of forest-
dependent communities, and began to increase the capacity of BFD to carry out its mandate. Further, the 
WBG has established global experience in collaborative forest management (CFM), improved nursery 
technologies, and wildlife and protected area (PA) management. This puts the WBG in a strong position to 
continue supporting the government’s strategy for the sector.

Consistency with WBG Strategies. At Appraisal, the PDO was in line with the WBG Country Partnership 
Strategy for Bangladesh (CPS, FY2016–FY2020). Specifically, the CPF's objective 2.4. Enhanced rural 
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income opportunities for the poor through a participatory approach to afforestation and reforestation and 
objective 3.1. Increased resilience of population to natural disasters in urban and coastal areas through 
investing in coastal afforestation to expand the coastal green shelter belt. The project also responded to the 
WBG’s Forest Action Plan (2016–2020) Focus Area 1: ‘Sustainable Forestry’ and cross‐cutting theme 
‘Institutions and Governance’ with investments which optimize the use of natural and planted forests, 
sustain livelihoods, and improve the policy and regulatory framework. Further, the project contributed to the 
Climate‐Smart Land Use, Water, and Food Security action area of the WBG Climate Change Strategy 
(2016–20) through investments in the coastal green belt, forest restoration, and biodiversity conservation. 
Lastly, the project contributed to the WBG's twin goals to reduce poverty and increase shared prosperity. 

At completion, the PDO continued to be in line with the WBG's Country Partnership Framework for 
Bangladesh (CPF, FY2023–FY2027). Specifically, with the CPF's Higher Level Objective (HLO) B: 
Improved Socioeconomic Inclusion, Objective 5: Enhanced productive and economic opportunities for 
women, poor, and vulnerable groups; HLO C: Enhanced climate resilience, Objective 7: Improved 
effectiveness of delta management to accelerate development of climate resilience and the corresponding, 
and Objective 8: Enhanced sustainability and productivity in the use of natural capital for climate-smart 
green growth and Supplementary Progress. The project contributed to these areas through enhancing poor 
communities’ access to skills and finance, enhancing resilience to riverbank erosion, by planting mangroves 
to create a green belt along coastal areas exposed to inundation and cyclonic storm surges, and improving 
sustainable forest management through supporting afforestation and reforestation activities under site-
specific plans (SSPs). 

Consistency with the Government's Strategies/Priorities. At appraisal, the PDO was in line with the 
Government of Bangladesh’s Seventh Five Year Plan (2016–2020). The strategy aimed to attain a tree 
cover of over 20% and ensure that ecologically healthy native forests were restored and protected. 

At completion, the PDO continued to be in line with the Government of Bangladesh’s development priorities 
articulated in the Eighth Five Year Plan (July 2020–June 2025). Specifically, the plan emphasized poverty 
reduction, inclusive and sustainable development, and institutional strengthening, by supporting poor forest-
dependent communities and strengthening the institutional capacity of BFD. The PDO was also in line with 
Bangladesh's Mujib Climate Prosperity Plan (2022–2041) that outlined a long-term carbon development 
strategy by creating extensive carbon sinks.

Summary of Relevance of Objectives Assessment. The PDO statement was clear, focused, outcome 
oriented and pitched at an adequate level of ambition relative to the WBG's experience and the original set 
targets. At completion, the PDO continued to be in line with the most recent WBG Country Partnership 
Framework for Bangladesh, as well as with the Government priorities as noted above. 

Therefore, Relevance of Objectives is rated High. 

Rating Relevance TBL

Rating
High

4. Achievement of Objectives (Efficacy)
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EFFICACY_TBL

OBJECTIVE 1
Objective
To improve collaborative forest management in targeted sites.

Rationale
Theory of Change (ToC). The PAD (Annex 2, page 54) presented a Results Chain of the project that was 
developed at the appraisal stage. The ICR (page 3) presented a ToC of the project that was developed at the 
ICR stage. Based on the PAD and the ICR, this ICRR reconstructs the ToC of Objective 1 as follows:

To achieve the outcome of improving collaborative forest management, the project supported establishing 
village CFCMs and developing framework for CFCM with communities, restoring degraded forests with site-
specific collaborative plans, implementation of protected conservation activities, scaling up of endangered 
species conservation programs, scaling up Spatial Monitoring and Reporting Tool (SMART) patrolling, 
restoration and protection of natural habitats in selected wildlife corridors, and updating forest management 
policy. In addition, the project aimed to strengthen institutions information system and training through 
addressing BFD's key organizational needs, provision of grants to individuals or institutions to carry out 
studies on forest-related innovations, training of BFD staff in forestry management core functions, 
development of a forest management information system, and updating the national tree canopy cover 
assessment. 

The above-mentioned activities were expected to result in the following outputs: CFCMs established, 
degraded forests restored and plantations established along the coast under a CFM framework, PAs and 
wildlife habitats enhanced with community participation, forest policies updated, BFD organizational review 
carried out and key actions implemented, innovation grants provided to individual institutions, training 
provided to BFD staff, forest management information system developed, national forest inventory developed, 
and national tree canopy assessment updated. 

The successful implementation of the project activities and realization of the above-mentioned outputs would 
contribute to the following intermediate outcomes: strengthened organizational capacity of BFD and CFM, 
BFD accountability and management mechanisms strengthened, improved enabling environment for CFM 
and private sector participation, CFM institutionalized, CFM utilized in forest restoration, and communities 
taking part in the restoration of protected areas. 

The successful achievement of the above-mentioned intermediate outcomes would contribute 
to improving collaborative forest management. Anticipated long-term outcomes included: increased coverage 
and quality of forests, improved coastal resilience and protection, increased carbon sequestration, reduced 
human-wildlife conflict, and increased supply of domestic and forest products.

The achievement of this Objective was underpinned by the following critical assumptions: 1. Benefit sharing 
mechanism established and functioning, 2. CFCMs and restoration and conservation activities continue post 
project, and 3. BFD embraces institutional change and follows new guidelines.
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Overall, most activities reflected in the ToC were connected to the outputs, intermediate outcomes and 
outcome in plausible causal chains. However, the financing of biodiversity conservation activities did not 
directly support the project outcome. The stated critical assumptions were logical and realistic. 

Outputs/Intermediate Results 

The information below was reported by the ICR (Annex 1)

1. Strengthening Institutions, Information Systems and Training:

 Organizational, functional and gender review of BFD was undertaken (target achieved). An 
organizational and functional review of BFD revised the department’s organogram and proposed 
terms of reference for additional forest officials, resulting in the hiring of 300 additional staff, mainly at 
the head office in Dhaka. The review also resulted in the preparation of new forest manuals, the 
update to the Forest Policy, and the amendment to the Forest Act. The project also financed the 
preparation of a gender review, strategy, and action plan, looking to better mainstream gender 
considerations into forest policies, programs, projects, and BFD activities.

 Digital site-specific management planning system was established and operational (target 
achieved). A digital SSP Platform was developed as planned, facilitating CFM planning, featuring a 
digital site-specific management planning system, a mobile app, an online dashboard, and a 
centralized database. The SSP Platform stores all SSP data digitally and enables mapping of forest 
resources and communities within each forest beat. The PMU and the BFD Resource Information and 
Management System Unit field tested the system, and it was made operational in May 2021.

  A total of 3,858 BFD staff were trained in sustainable forestry management topics, safeguards, and 
the use of the digital monitoring tools, above the scaled up 2,000-person target (target exceeded). Of 
these, 186 staff were women and 3,672 were men.

2. Strengthening Collaborative Forest and Protected Areas Management:

 615 CFMCs across 615 villages as per newly developed operating procedures, each with a bank 
account, and an operating fund 

 20 protected areas were brought under enhanced management fully achieving the original target of 20 
and exceeding the revised target of 10 ( original target fully achieved, revised target 
exceeded). Twenty PAs across hill forest, plain land Sal forest, and coastal mangrove landscapes 
benefited from habitat improvement plantations for a total area of 2,500 hectares as per SPPs. 

 191,000 ha of forest area were brought under management plans partially achieving the target of 
811,000 ha (target partially achieved-23%). The result reflects the area covered by new management 
plans for areas outside forest reserves, whose preparation was financed by the project: for three 
Forest Divisions (Dhaka Forest Division, Chattogram North Forest Division, and Coastal Forest 
Division Patuakhali) and for one PA (Modhutila Eco-park). The ICR (paragraph 21) explained that "the 
811,000 hectare target was solely for preparing management plans and did not involve any project-
financed interventions."

Outcomes
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 In total 92,431 hectares (ha) were restored or re/afforested in accordance with site-specific 
collaborative management plans exceeding the original target of 78,930 ha (target exceeded). This 
total area was composed of the following: 

o 2,689 ha were assisted natural regeneration substantially achieving the target of 2,890 ha 
(target substantially achieved-93%). 

o 10,599 ha were enrichment planting substantially achieving the target of 11,870 (target 
substantially achieved-89%).

o 24,497 ha were mixed plantation with indigenous fast-growing species exceeding the target of 
14,650 (target exceeded).

o 5,113 ha were mixed plantation with indigenous slow growing species partially achieving the 
target of 6,160 ha (target partially achieved-83%). 

o 35,392 ha were mangrove afforestation (plantation raising on new land formations) and in 
coastal districts exceeding the target of 21,080 ha (target exceeded).

o 14,141 ha were composed of other types of plantations including habitat and mangrove 
improvement, and sal coppice partially achieving the target of 22, 208 ha ( target partially 
achieved-59%).

Summary of Efficacy Assessment. The project financed studies and consultations that informed the 
development of the SPPs and CFMCs and the preparation of management plans and draft legislation, the 
SMART equipment and operating costs, and the salaries to people who participated in the planting activities. 
While the project exceeded its overall outcome target, it achieved mixed results on the sub-categories 
composing the outcome indicator. As noted above, out of the six sub-categories that composed the outcome 
target, the project exceeded two, substantially achieved two and partially achieved two targets and fully 
achieved its target for one intermediate results indicator, but fell short on its target for forest area were 
brought under management plans. Lastly, the ICR (para 19) reported that an independent third-party 
monitoring company and an analysis carried out for the ICR showed an average survival rate of 86% as of 
April 2025.

On balance, the efficacy of the project in achieving this Objective is rated Substantial with moderate 
shortcomings pertaining to achieving targets for some categories of the main outcome indicator as well as 
the target for forest areas that were brought under management plans. 

Rating
Substantial

OBJECTIVE 2
Objective
To increase benefits for forest dependent communities in targeted sites.

Rationale
Theory of Change (ToC). The PAD (Annex 2, page 540) presented a Results Chain of the project that was 
developed at the appraisal stage. The ICR (page 3) presented a ToC of the project that was developed at the 
ICR stage. Based on the PAD and the ICR, this ICRR reconstructs the ToC of Objective 2 as follows:
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To achieve the outcome of increasing benefits for forest dependent communities, the project supported 
mobilizing and training of communities in AIGAs, establishing a revolving fund to finance AIGAs, and 
establishing a timber market information system. The successful implementation of the afore-mentioned 
activities was expected to result in the following outputs: communities mobilized and trained in AIGAs, 
revolving fund established, and timber market information system established. These outputs were expected 
to contribute to the intermediate outcome of increasing AIGAs skills and access to finance among forest 
communities. This was expected to increase benefits to forest dependent communities (outcome). 

The achievement of this objective was underpinned by the following critical assumptions: 1. Benefit sharing 
mechanism established and functioning, and 2. CFCMs are able to collect repayments from participants and 
funds reinvested in AIGAs. 

Overall, the ToC reflected relevant activities that were connected to the outputs, intermediate outcome and 
outcome in a plausible causal chain. However, the connection of establishing a timber market information 
system to the outcome was not clear. The stated critical assumptions were logical and realistic. 

Outputs/Intermediate Results 

 615 Collaborative Forest Management Committees (CFMCs) were operational with own bank account 
and operating fund exceeding the target of 600 (target exceeded). 

 279 of the 615 CFMCs had at least 33% female office bearers exceeding the target of 150 CFMCs 
(target exceeded).

 40,264 households in targeted communities with programs for alternative income generating activities 
were supported by the project slightly exceeding the end target of 40,000 (target exceeded). Of the 
41,000 forest-dependent households identified for AIGA, members of 40,264 households accessed 
AIGA support, namely skills training and credits from the Livelihood Development Fund (LDF).

 12.5% of forest-dependent households in CFM committees identified as beneficiaries of improved 
cookstoves had improved cookstoves partially achieving the target of 30% (target partially 
achieved). The cookstoves were provided under the Second Rural Electrification and Renewable 
Energy Development Project, in partnership with Infrastructure Development Company Limited, and 
with financing from the Green Climate Fund (GCF). However, this activity was discontinued when the 
GCF funding ended in 2023 (ICR, para 26).

 A market information system for Trees Outside Forest was established and operational (target fully 
achieved). A Wood-Based Market Information System was established in 2023 to help community 
members access market information pertaining to wood and timber. The information system offers 
information on sawmills, furniture marts, composite boards, nurseries, seedling stocks, tree lists, and 
wood price lists, with information organized by zones. Additional functionalities include user 
management, data mapping, and bulk data upload capabilities.

Outcome

 98% of targeted forest-dependent people had access to alternative income generating activities 
exceeding the end target of 70% (target exceeded). The target reflects the number of households, 
with one member from each household signing the credit documents. The result reflects participants 
from 40,264 households accessing credits out of 41,000 households identified. This included 3,076 
households from ethnic groups who accessed the LDF, representing 79% of the 3,885 identified 
households which exceeded the end target of 70%. Also, 18,586 female-headed households 
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accessed the LDF, representing 98% of the 18,965 identified female-headed households exceeding 
the target of 70% (all targets exceeded).

 100% of Collaborative Forest Management Committees demonstrated increased monetary or non-
monetary benefits from forests exceeding the end target of 90% (target exceeded). SUFAL provided 
both financial and non-financial benefits to communities from all the 615 villages (100%) by increasing 
their access to various forms of capital. Beneficiaries engaged in seedling production, plantation 
establishment, and received extensive capacity-building. Village-level institutions and committees 
were developed, enhancing social capital and facilitating connections with government services. The 
implementation of the 1,971 sub-projects further strengthened community development. Each 
beneficiary from the 615 villages received about US$344 in livelihood development support, enabling 
investment in productive assets and tools, while the project encouraged the adoption of modern 
farming technologies. Beneficiaries now receive revenue from Non-Timber Forest Product (NTFP) 
sales following approved revenue-sharing mechanisms.

 81% of targeted forest-dependent people participating in the end-line survey chose a rating of 
Satisfied or above on project interventions (livelihoods, forest management, other)  compared to a 
baseline value of 61% and exceeding the end target of 75% (target exceeded). When disaggregated 
by ethnic group, the result showed that 78% of targeted forest-dependent people participating in the 
end-line survey chose a rating of Satisfied or above compared to a baseline value of 62% and 
exceeding the end target of 75% (target exceeded). When  disaggregated by gender, 80% of targeted 
forest-dependent people participating in the end-line survey chose a rating of Satisfied or 
above compared to a baseline value of 60% and exceeding the end target of 75% (target exceeded).

Summary of Efficacy Assessment. The project financed two Livelihood Development Fund and Community 
Development Fund credit cycles, funded the hiring of NGOs, and the consultancy for the development of the 
Wood-Based Market Information System. The project exceeded all of its three outcome targets and met and 
/or exceeded four intermediate results targets as noted above. While the target on improved cookstoves was 
partially achieved, it worth noting that this activity was not fully supported by this project.

Therefore, the Efficacy of the project in achieving this objective is rated Substantial.

Rating
Substantial

OVERALL EFF TBL

OBJ_TBL

OVERALL EFFICACY
Rationale
Overall Efficacy is rated Substantial with moderate shortcomings. For Objective 1, the project exceeded its 
overall outcome target, but achieved mixed results on the sub-indicators composing the outcome indicator. 
Out of the six sub-categories, the project exceeded two, substantially achieved two and partially achieved two 
targets. Also, the project fell short on achieving its target for forest areas brought under management 
plans. For Objective 2, the project exceeded all of its three outcome targets and met and /or exceeded four 
intermediate results targets. 
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Overall Efficacy Rating

Substantial

5. Efficiency
Economic and Financial Analysis (EFA)

Ex-ante

 The economic internal rate of return (EIRR) at appraisal was estimated at 29.7% with a net present value 
(NPV) of US$514.00 million when including Social Value of Carbon (SCV) based on GHG analysis at 
US$38/tCO2eq using a 45-year horizon and 8% discount rate. The EIRR drops to 12.3% when excluding 
SCV with NPV of US$144 million. Benefit-Cost ratios (BCR) for the whole project were positive, ranging 
from 2.98 to 1.56, with and without the social value of carbon.

 The quantifiable benefits were distributed between timber production (approximately 34% of the total 
benefits), carbon (approximately 48%), coastal storm protection (approximately 9%) and livelihoods 
(approximately 9%).

 A key assumption was the short‐rotation timber yield: the analysis assumes yields equal to their 
observed average for Bangladesh and was based on a model where plantations were established in 
mixtures of both fast‐ and slow‐growing species.

 Sensitivity analysis demonstrated that the project was economically robust under a range of conditions. 
Even without carbon benefits, the project had a positive return with a survival rate of 45%. 

Ex-post

 To ensure consistency and comparability, the ex-post analysis methodology was largely unchanged 
compared to the one applied at the appraisal stage. The economic internal rate of return (EIRR) was 
estimated at 31.4% with a net present value (NPV) of US$514.00 million when including Social Value of 
Carbon (SCV) based on GHG analysis at US$38/tCO2eq using a 45-year horizon and  8% discount 
rate. The EIRR dropped to 13.4% when excluding SCV with NPV of US$172 million. Benefit-Cost ratios 
(BCR) for the whole project were positive, ranging from 3.19 to 1.73, with and without the social value of 
carbon.

 However, efficiency differed across components. A comparison of BCRs of between appraisal and 
completion shows that plantation activities achieved a BCR higher than expected (5.42 at completion 
compared to 2.44 at appraisal) while livelihood activities achieved a BCR lower than expected (1.30 at 
completion compared to 1.77 at appraisal).

Implementation/Administrative Efficiency. The project experienced significant implementation delays that 
required cumulative closing date extensions of 21 months. Upon effectiveness, the PMU was only partially 
established (ICR, para 40). This resulted in limited implementation progress in the first project year because of 
limited procurement capacity in the PMU (ICR, para 41). There were also start-up delays and a prolonged 
procurement process that resulted in the SSP Platform becoming operational almost two years after planting 
activities had already begun. Procurement delays were exacerbated with the COVID-19 restrictions. Insufficient 
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coordination among government agencies as well as bureaucratic processes caused implementation delays, 
especially to the works (ICR, para 43). On the positive side, the project achieved savings of about US$1 million 
through considerable cost savings from competitive bidding processes, and designing and monitoring of the 
works were carried out by the Public Works Department instead of hiring outside companies. The project 
disbursed 88.2% of its original IDA funding as US$13.67 million of IDA funds were cancelled.  

Summary of Efficiency Analysis. The ex-post EIRR came in higher than the one estimated at appraisal 
(31.4% compared to 29.7% with SCV and 13.4% compared to 12.3% without SCV). Also, the ex-post BCRs 
were higher in both cases (with and without SCV) compared to appraisal as noted above. However, the project 
experienced significant implementation delays that could potentially delay the generation of the expected 
benefits from the project investments. That said, implementation delays that stemmed from COVID-19 
disruptions were beyond the control of the project.

On balance, Efficiency is rated Substantial. 

 

Efficiency Rating
Substantial

a. If available, enter the Economic Rate of Return (ERR) and/or Financial Rate of Return (FRR) at appraisal 
and the re-estimated value at evaluation:

Rate Available? Point value (%) *Coverage/Scope (%)

Appraisal  29.70 0
 Not Applicable 

ICR Estimate  31.40 0
 Not Applicable 

* Refers to percent of total project cost for which ERR/FRR was calculated.

6. Outcome

Relevance of Objectives was rated High. Overall Efficacy was rated Substantial with moderate shortcomings. . 
Efficiency was rated Substantial. The ex-post EIRR was higher than the one estimated at appraisal (31.4% 
compared to 29.7%). 

Based on the ratings of the three outcome criteria (i.e. Relevance of Objectives, Overall Efficacy, and Efficiency) 
the outcome of the project rated Satisfactory.

a. Outcome Rating
Satisfactory
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7. Risk to Development Outcome

The following risks could potentially impact the Development Outcome:

1. Financial Risk. This relates to the availability of adequate levels of funding to sustain O&M of reforested 
and afforested areas post completion, and the operation of the AIG program. To mitigate this 
risk, the Ministry of Environment, Forests, and Climate Change has budgeted about US$4.34 million for 
maintenance in FY2025-FY2028. The AIGA program has been a successful activity, with additional cycles of 
credits provided to the communities beyond those financed by the project, and with many successful 
businesses opened by the communities.

2. Policy Risk. This relates to the continued application of CFM approach. The CFM approach was 
articulated in CFM Rules, a Forest Policy, and a draft Amendment to the Forest Act, which is to be 
promulgated by end 2026. Also, an SSP Platform was embedded in the sector’s planning and decision-
making processes and is in use. Furthermore, management plans are in place to guide the scale up of site-
specific planning using SSPs, and they are a good basis for replicating this practice across the remaining 
Forest Divisions and PAs.

3. Stakeholders Risk. This relates to the continued acceptance of communities to the CFM 
approach. Dynamic CFMCs were established and a benefit-sharing mechanism was agreed by the 
government to facilitate their continued engagement in forest management and there is wide acceptance of 
the CFM approach by the communities as a result. 

4. Institutional Risk. This relates to sustaining BFD's capacity. The BFD’s capacity and staffing have 
increased, and its organizational mindset has been reformed to accept CFM as a key forest management 
practice, viewing communities as partners instead of encroachers.

The following risk is emphasized by IEG:

5. Environmental Risk. This relates to the impact of climate events on the project investments. Bangladesh 
continues to be prone to sever climate events. These could cause severe environmental damage and 
reverse the gains achieved under the project. Therefore, climate resilience measures need to continue to be 
emphasized in the design of future forest projects in the country. 

8. Assessment of Bank Performance

a. Quality-at-Entry
The strategic relevance and approach were adequate, as described in section 3.a. The choice of 
Investment Project Financing (IPF) was adequate as it was suitable for the nature of activities supported 
and allowed necessary flexibility during implementation to achieve the desired results. The project 
preparation was lengthy and took 16 months. The World Bank provided US$1.00 million in advance to 
support the project’s readiness. The project design reflected clear, focused, outcome oriented PDO. The 
design also included relevant activities that were logically structured to support the PDO. The design was 
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informed by lessons from the Climate Resilient Participatory Afforestation and Reforestation Project 
(CRPARP) and forest management projects in Albania, Brazil, India, and Mexico. A notable design 
shortcoming was the financing of biodiversity conservation activities under component 2 despite that this 
activity did not directly support the two project outcomes (ICR, para 37). The social and gender aspect 
were adequate as the design focused on forest-dependent communities and their poorest to maximize 
the project’s development impact. Also, environmental and fiduciary aspects were thoroughly assessed 
during the preparation. Implementation arrangements balanced the experience of the 
implementation agency with support from local NGOs to effectively implement activities. Risk assessment 
at appraisal was thorough and reflected adequate mitigation measures. Identified risks included political 
influence; governance and accountability; implementation capacity; elite capture; contestation over forest 
boundaries; and social tension and a halt to local activities due to the influx of Rohingyas refugees. 
However, the risks related to political instability and coordination among multiple agencies involved in 
implementation were both overlooked. Lastly, M&E arrangements were adequate, but the Results 
Framework had notable weaknesses (see Section 9.a).

Overall, Quality at Entry is rated Moderately Satisfactory due to moderate shortcomings pertaining to 
M&E design, project design, and risk identification.

Quality-at-Entry Rating
Moderately Satisfactory

b.Quality of supervision
The project experienced a challenging implementation environment due to the outbreak of COVID-19 in 
early 2020 and political change in mid-2024. The World Bank conducted 15 semi-annual implementation 
support missions over the duration of the project implementation. The project implementation benefited 
from the Bank's technical and operational expertise. Also, the continuity in the composition of the project 
team helped establish a strong working relationship with the client (ICR, para 58). The World 
Bank provided periodic fiduciary training for staff to ensure compliance with policies and procedures. While 
exogenous implementation challenges due to COVID-19 were addressed effectively through restructuring, 
weaknesses in the RF were not rectified. 

Overall, the Bank supervision provided adequate support to the project implementation. 

On balance, the Quality of Bank Supervision is rated Satisfactory. 

Based on the assigned ratings for QAE and Quality of Supervision, the overall Bank Performance is rated 
Moderately Satisfactory. 

 

Quality of Supervision Rating 
Satisfactory
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Overall Bank Performance Rating
Moderately Satisfactory

9. M&E Design, Implementation, & Utilization

a. M&E Design
The ICR presented a ToC that demonstrated the approach to achieving the PDO. However, the financing of 
biodiversity conservation activities did not directly support the project outcomes. M&E design featured 
adequate arrangements that relied on information flows from field offices to the PMU; an M&E Technical 
Group (METG) to guide M&E activities and review progress reports. The design also called for a baseline, 
mid-term, and end‐of‐project evaluations of satisfaction and overall progress; third‐party monitoring of 
afforestation and reforestation activities; social audits; and geo‐spatial monitoring of planting. However, 
the results framework (RF) had several weaknesses that were reported by the ICR (para 49): first, the 
definition of the PDO-level Indicator “Collaborative Forest Management Committees with increased 
monetary or non‐monetary benefits from forests” was unclear in terms of the types of benefits and their 
assessment methodology; second, the PDO-level Indicator “Share of targeted forest‐dependent people 
with access to alternative income generating activities“ was redundant with an intermediate results indicator 
(IRI) with different units of measure; third, the IRIs measuring the establishment and composition of CFMCs 
were mapped to Component 3 instead of Component 2; and fourth the RF included an IRI measuring the 
share of households with improved cookstoves was included even though this activity was carried out by 
another project.

Overall, M&E design reflected adequate arrangements, but the RF had notable shortcomings as noted 
above. 

b. M&E Implementation
The ICR (paras 49 & 50) reported that quarterly technical reports and semi-annual progress reports were 
to be submitted to the government and the World Bank in a timely manner. However, a mid-term report 
was not prepared due to the COVID-19 restrictions. The updating of the national forest inventory and the 
development of the SSP Platform were to enhance the sector’s M&E and planning capabilities more 
broadly. Third-party monitoring was mobilized, but with a delay. While the Monitoring and Evaluation 
Technical Group was established, its reviews sometimes delayed the submission of progress 
reports. Baseline and endline evaluations were conducted, but the baseline evaluation was carried out at 
mid-term because of the start-up delays and the pandemic (ICR, para 50). Also, social audits were 
carried out by Social Audit Sub-Committees in the CFMCs, and a Geographic Information System (GIS)-
based system was established to monitor planting activities. In addition, a real-time project community 
database with mobile and web-based apps was established to monitor the AIGA program. However, the 
data reported on planted area was inaccurate during the course of implementation. This was corrected 
during a data validation exercise carried out as part of the ICR preparation (ICR, para 50). 

Overall, M&E implementation faced some challenges but enough data was produced by the project to 
facilitate tracking activities and assessing outcomes. A notable shortcoming was not addressing RF 
weaknesses despite the restructuring and extension of the project closing by a total of 21 months. 
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c. M&E Utilization
According to the ICR (para 51) "M&E information was used by the government to assess progress, 
develop and adjust annual work plans and budgets, identify challenges, and redirect its support 
accordingly." This included the SSP Platform which was used by the Government to map forest 
resources and communities, informing baseline assessments of site conditions and consultations with 
local stakeholders and in follow-on initiatives. The World Bank used the semi-annual reports to inform 
missions and to discuss restructuring needs with the client. 

Summary of M&E Quality Assessment. M&E design reflected adequate arrangements, but the RF had 
significant shortcomings as noted above. M&E implementation faced some challenges including data 
inaccuracies, but enough data was produced by the project to facilitate tracking activities and assessing 
outcomes. A notable shortcoming during implementation was not addressing RF weaknesses despite 
the restructuring and extension of the project closing by a total of 21 months. M&E utilization was 
evident as project data was used by the Government and the World Bank as noted above.

Overall, M&E Quality is rated Modest.

M&E Quality Rating
Modest

10. Other Issues

a. Safeguards
 Environmental Category and Safeguard policies. The Project was classified as environmental 

Category B, since some of the potential project impacts, while potentially significant, were expected 
to be spatially limited, site specific, and largely mitigatable and reversible (PAD, para 53). The World 
Bank environmental safeguard polices triggered by the project included Environment Assessment 
(OP/BP 4.01), Natural Habitats (OP/BP 4.04), Forests (OP/BP 4.36), and Pest Management (OP/BP 
4.09). The social safeguard policies triggered by the project included both Indigenous Peoples 
(OP/BP 4.10) and Involuntary Resettlement (OP/BP 4.12). An Environmental and Social 
Management Framework (ESMF), Small Ethnic Communities Development Framework (SECDF) 
were prepared. The BFD established a grievance redress mechanism (GRM) to address any 
complaints or grievances that arise in connection with the implementation of project‐supported 
activities.

 Compliance with the World Bank Group Safeguard Policies. According to the ICR (para 53) "the 
project was compliant with World Bank safeguards policies." However, there were challenges 
that impacted safeguard performance. This included limited safeguards capacity in the implementing 
agencies, weak supervision of Environmental and Social impacts during field activities, and 
contractors’ partial adherence to the Environmental and Social Management Plans. 
These weaknesses were addressed through training, enhanced supervision, and increased 
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monitoring by the PMU with the support of hired consultants. The GRM recorded and resolved 115 
complaints over the course of the project (ICR, para 54).

b. Fiduciary Compliance
 Financial Management (FM). According to the ICR (para 55) "the project was compliant with 

World Bank FM and procurement procedures." While interim unaudited financial reports (IUFRs) 
and audited financial statements were submitted within the agreed timelines, there were significant 
delays in the resolution of audit observations, particularly relating to works. Also, the multi-agency 
setup required strong coordination and capacity building, especially for institutions added mid-
implementation. The expiration of FM consultants' contracts upon project closure presented another 
challenge as the client had no FM support during the end-disbursement period. FM performance 
was rated Satisfactory in the final ISR.

 Procurement. All procurement activities were conducted using the Electronic Government 
Procurement (e-GP). Despite delays in some cases and the decentralized implementation 
arrangements, procurement was satisfactorily completed both at the national and district levels. 
Procurement performance was rated Satisfactory in the final ISR. 

c. Unintended impacts (Positive or Negative)
None were reported in the ICR.

d. Other
The ICR (para 36) reported that "SUFAL provided grants to 34 innovative research projects carried out by 
university students, research centers, and BFD researchers on CFM, forest restoration, biodiversity 
conservation, forest governance, impacts of climate change on forests, and other topics, and it financed the 
second iteration of the national forest inventory and a carbon assessment. In partnership with the 
International Union for Conservation of Nature, the government ascertained the conservation status of 
1,000 plant species and prepared Bangladesh’s first Red List of threatened species and an Invasive Alien 
Species Control Strategy. Planting activities used indigenous species, demonstrating their strong survival 
rate to BFD and affecting a shift from planting fast growing plants to planting indigenous plants. A National 
Conservation Strategy and Plan of Action for Dolphins, Sharks and Rays, was developed by Wildlife 
Conservation Society for four species of sharks and rays. SUFAL also financed the first Student Wildlife 
Olympiad in 2024, raising the awareness of 104,000 students from 64 districts on sustainable forest 
management and wildlife conservation through a broad campaign. Conservation approaches for eight 
endangered and threatened wildlife species were developed by wildlife experts with the support of a 
research grant. The government reports that 105,000 long-term jobs were created as a result of the AIGA 
program, about 17 million person-days were used in the plantation and nursery activities, and about 
670,000 person days were used in the works."
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11. Ratings

Ratings ICR IEG Reason for 
Disagreements/Comment

Outcome Satisfactory Satisfactory

Bank Performance Satisfactory Moderately Satisfactory QAE had moderate 
shortcomings.

Quality of M&E Modest Modest

Quality of ICR --- Substantial

12. Lessons

The ICR (paras 61-63) presented three lessons. Those are emphasized below, with rephrasing: 

1. To enhance forest outcomes while strengthening collaboration and trust between 
communities and government institutions, forest management projects should adopt CFM as 
a core implementation modality. The experience under SUFAL showed that CFM is an effective 
approach for sustainable forest management and for building trust between communities and the 
state. The project successfully piloted the CFM approach across more than 92,000 hectares of state 
forest by establishing CFMCs in forest-dependent villages and engaging them in the preparation of 
SSPs, the supply of inputs, planting activities, and the monitoring of treated areas. The adoption of 
legislation institutionalizing CFM—including a benefit sharing mechanism that allocates a share of 
forest revenues to forest-dependent communities— made sure that communities could remain 
engaged and committed to sustaining the forests and that additional state forests could be brought 
under this approach. Beyond physical outcomes, the CFM model fostered mutual trust, with BFD 
increasingly viewing communities as partners in forest management rather than encroachers, and 
communities responding positively to the government’s more inclusive approach. 

2. To strengthen both livelihood and forest outcomes, forest management projects could 
combine CFM with locally managed AIGAs. An AIGA program provided forest-dependent 
communities with skills training and access to credit through revolving funds, enabling poor 
households to establish small businesses. The funds were managed by the CFMCs, which 
shortened approval times, enhanced transparency, and ensured that credit allocation reflected 
community priorities and remained insulated from political influence. As a result, numerous small 
enterprises were created, improving household livelihoods while reducing pressure on forest 
resources. 

3. To ensure data accuracy and effective monitoring, large-scale afforestation and 
reforestation operations need to be sequenced to ensure that monitoring systems and 
institutional capacities are operational before the start of large-scale planting 
activities. Under SUFAL, planting activities commenced 22 months before the SSP Platform 
became operational, leading to persistent discrepancies between planted areas reported in the 
Platform and conditions on the ground. Staffing constraints and the scale of the planting program 
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limited the client’s ability to upload historical data in a timely manner, resulting in inaccurate 
reporting of planted areas for a significant portion of project implementation. 

The following lesson is emphasized by IEG:

4. To ensure effective tracking of activities and comprehensive assessment of project 
outcomes, Bank supervision need to be proactive in  rectifying M&E design weaknesses 
once identified. SUFAL had clear M&E design weaknesses pertaining to the Results Framework. 
With a lengthy extension of 21 months, the Bank supervision should have used the restructurings to 
address M&E design shortcomings. Also, increasing targets need to be carefully assessed to avoid 
an overly ambitious target increase that will not be met by project completion. 

13. Assessment Recommended?

No

14. Comments on Quality of ICR

The ICR provided a thorough yet concise coverage of the Project. There were concerns on the quality of M&E 
data, which was candidly reported by the ICR. The discussion of outcomes was based on the available 
evidence and aligned to the PDO. The report candidly presented the key challenges that impacted 
implementation. The ICR’s lessons were clear and based on evidence outlined in the ICR. Overall, the ICR was 
well written.

Therefore, the Quality of the ICR is rated Substantial. 

a. Quality of ICR Rating
Substantial


