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EXECUTIVE SUMMARY

The Kaladan Multimodal Transit Transport Project (KMMTTP) was intended to provide India's
Northeast Region (NER) with an alternative route through Myanmar. Eighteen years after the
2008 agreement, the project is still not fully operational. Sittwe port has been operational since
2023 and the 158-km river link to Paletwa is in place but the 109-km Paletwa-Zorinpui road
remains incomplete. The government has set 2027 as the target for full operationalisation.
However, completing the road alone will not ensure that Kaladan functions as a reliable trade
corridor. The project now operates in a conflict affected environment where the Arakan Army
controls Paletwa while commercial and logistical infrastructure also remains very limited. The
author thus argues that it would be ideal for New Delhi to approach Kaladan as a corridor which
requires coordination, security planning, commercial preparation and local and environmental

safeguards.

THE PROBLEM

India's Act East Policy relies partly on connectivity through Myanmar, but the Kaladan corridor
exists only in parts. Sittwe port has been operational since May 2023, while the 158-km river
route connecting Sittwe with Paletwa is in place (PIB Delhi, 2023; Embassy of India, Yangon,
2017). The remaining 109-km Paletwa-Zorinpui road is yet to be completed. The road was
originally expected to be completed by 2014, but the deadline has been missed repeatedly
(Chakraborty, 2026). In July 2025, the government stated that the project would be fully
operational by 2027 once the road is completed (PIB Guwahati, 2025).



The delays are not only due to terrain or construction. Responsibilities have been divided across
agencies, contractors have changed mid-process and the road now passes through territory
controlled by the Arakan Army (AA) rather than the Myanmar government that originally signed
the agreement. The project has also faced security disruptions. At the same time, Sittwe has so
far handled more humanitarian cargo than commercial cargo, thus the commercial viability of the
port should also be taken into account (Samaddar, 2024). The problem is therefore not simply
how India completes the remaining road, but how it ensures that the completed infrastructure

becomes a functioning corridor.

WHY IT MATTERS?

The Kaladan corridor has direct implications for India’s NER, particularly Mizoram. Around
45.7 million people across the eight Northeastern states depend on a limited number of routes for
connectivity with the rest of India (Dixit, 2026). The 20-22 km Siliguri Corridor also known as
the “Chicken Neck” is one of the main land links connecting the Northeast to the rest of the
country. The vulnerability of existing routes can be substantiated from an incident from July
2025, when poor conditions on NH-306 and NH-6 stranded trucks and led to shortages of fuel
and other essential goods in Mizoram (Hub Network, 2025). Mizoram also produces
commodities such as Gl-tagged Mizo Bird’s Eye Chilli, ginger, turmeric, passion fruit, bamboo
and cane crafts but due to limited connectivity, their access to external markets remains
vulnerable (PIB, 2025). Kaladan therefore offers India a route that can diversify connectivity
rather than simply replace existing routes. Official projections have suggested that it could
reduce Kolkata-Aizawl transport costs by around 50 percent (PIB Delhi, 2023). The project also
has a strategic dimension because it gives India a connectivity presence in Rakhine where China
has a much larger infrastructure presence through the Kyaukphyu project (Kobayashi & King,
2022).

The timing is also important. Min Aung Hlaing’s visit to India from May 30 to June 3 2026 was
his first visit to the country since becoming president in April 2026 and his first since 2019,
when he was Myanmar’s military chief (AFP & AP, 2026). During the visit, it was noted that
Prime Minister Narendra Modi reportedly pushed for the early completion of the Kaladan



Project (NE Now, 2026). This renewed engagement also gives New Delhi an opportunity to take
up the delays and other challenges facing the project.

EVIDENCE AND ANALYSIS

Institutional issues have also contributed to the delays.

The road component was formally taken up only in October 2015 and its budget later increased
to ¥1,921.05 crore (MEA, 2023). Coordination was also a problem as the Power Ministry had not
shared information with South Block about the planned Chhimtuipui and Lungleng hydropower
projects on tributaries of the Kaladan. The projects were also being developed by different
public-sector undertakings, creating further coordination issues (Dikshit, 2016). The government
terminated the contract with the joint venture of Engineers Projects India Limited (EPIL) and C
& C Construction Co. Ltd which had been tasked with constructing the highway in Myanmar.
IRCON was subsequently appointed as the project implementing agency, requiring the project to
go through another round of clearances (Bhattacharya, 2022). The approved project cost had
already increased from X535.91 crore in 2008 to 32,904.04 crore in 2015 (PIB, 2015).

The security situation has also changed the nature of implementation.

Indian workers associated with the project were abducted by the Arakan Army in 2019, one of
whom later died in custody (Scroll, 2019). The situation changed further when the AA captured
Paletwa in January 2024 and expanded its control across parts of Rakhine and southern Chin
State (Das, 2024). At the same time, the AA has indicated that it is willing to cooperate on the
project. In 2024, its political wing stated that the project was “totally safe” and that it was “ready
to cooperate for mutual benefit” (Seli, 2024). India has also maintained communication with the
group. In March 2024, Rajya Sabha MP K. Vanlalvena met representatives of the AA in Chin
State, who took him around 12 km inside the territory to discuss the project’s completion
(Bhattacherjee, 2024). This creates a different implementation environment from the one in
which the project was originally conceived. India continues to deal formally with Naypyitaw, but
the authorities controlling territory along the corridor have changed. Construction is also affected
by the region’s weather. Paletwa receives heavy rainfall during the southwest monsoon from

May to October, causing flooding along the Kaladan and landslides. This leaves only about six



months from November to April, for road construction. However, these months also coincide
with the local agricultural season which limits the availability of labour for construction. This
further reduces the time available to complete the road before the 2027 deadline (Rajesh &

Tripuraneni, 2026).
Commercial readiness remains another gap.

Sittwe handled around 109,000 tonnes of cargo in its first year, with 70 vessels carrying around
83,000 tonnes of relief cargo and 30 vessels carrying around 26,000 tonnes of commercial cargo
(Samaddar, 2024). The corridor was designed to carry bulk cargo, while container-handling
equipment is still required at Sittwe, Paletwa and Zorinpui (Seshadri, 2014). Informal payments
account for around 46 percent of transaction costs in India-Myanmar border trade, with 13
percent going to government officials and personnel and 33 percent to social groups (Taneja et
al., 2019). In addition, traders on some routes have reported paying a 5 percent tax to the AA,
along with informal fees at Indian border checkpoints (Mizzima, 2026). This could make it
difficult for the formal corridor to compete with existing informal trade routes. The question
regarding Kaladan Multimodal Transit Transport remains whether the Project will actually be
able to replace such informal systems or will it just be absorbed into the very system it was
meant to replace. So, infrastructure, whether it be the roads or the transit routes, may end up

actually facilitating both formal and informal flows simultaneously (Sahu, 2026).

There is also a need to connect the Kaladan corridor with India’s domestic transport network.
The Bairabi-Sairang railway, inaugurated in September 2025, brought the Aizawl region onto the
national rail network for the first time (The Sentinel, 2026). India’s logistics costs remain around
13-14 percent of GDP, compared with the global benchmark of 8-9 percent, highlighting the
importance of improving connectivity and logistics in the Northeast (NeGD, 2025). Kaladan will

be more useful if these domestic links are developed alongside the external corridor.

Finally, the project has local and environmental implications. Dredging at 35 locations is
expected to remove around 2 million cubic metres of material, while the road passes through
approximately 224 hectares of jhum land in a landslide-prone area receiving more than 350 cm
of annual rainfall (Verma, 2025). The Kaladan Movement, an umbrella group of civil society and
environmental organisations have criticised India for opacity in the project’s implementation,

arguing that local communities were not consulted or informed about its impacts and were



excluded from its benefits (Ramachandran, 2016). These concerns therefore need to be

considered as part of the project's long-term sustainability.

POLICY OPTIONS

Option A: Continue the current approach.

India could continue with the existing arrangement of completing the road through IRCON and
its subcontractors while dealing with security and coordination issues as they arise. This would
avoid creating a new institutional mechanism, but would leave many of the existing coordination

and operational problems unresolved.

Option B: Rely primarily on government-to-government diplomacy.
India could use its renewed engagement with Naypyitaw to press for the project's completion.
This would strengthen diplomatic coordination, but the Myanmar government does not exercise

effective control over all areas through which the corridor passes.

Option C: Adopt an integrated corridor approach.
India could treat the port, waterway, road, customs infrastructure and Indian-side connectivity as
one system. This would combine a dedicated coordination mechanism with security planning,

early commercial preparation and environmental and community safeguards.

RECOMMENDATIONS

Establish a Kaladan Corridor Coordination Mechanism.

A coordination mechanism should bring together MEA, MoPSW, MDoNER, the Mizoram
government, IPGL and IRCON. It should have a named lead and coordinate the port, waterway,
road, customs and Indian-side links. Progress should be reviewed regularly using indicators such

as cargo volumes, transit times and clearance times.

Develop a conflict-resilient implementation framework.
Construction should be planned around the November-April dry season, with worker-safety

protocols and contingency plans for disruption. India should maintain authorised and



documented communication with the authorities controlling the alignment on issues such as safe

passage, worker protection, access, alongside its formal engagement with Naypyitaw.

Prepare commercial infrastructure before completion.

India should begin preparing container-handling, customs, warehousing and cargo facilities at
Sittwe, Paletwa and Zorinpui before the road is completed. Pilot shipments of products such as
ginger, turmeric and chilli could help identify logistical problems and informal charges along the

route.

Reduce informal costs through transparent procedures.

Given the prevalence of informal payments in India-Myanmar border trade, the formal corridor
will need predictable costs and procedures. India should introduce published fee schedules,
single window clearance and digital documentation at Zorinpui and the Indian-side checkpoints

with clearance times and reported charges monitored regularly.

Integrate Kaladan with the Northeast’s domestic logistics network.

The project should be linked with Gati Shakti, the Bairabi-Sairang railway and the national
highway network so that producers in Mizoram can access the corridor more easily. Land
compensation issues on the Indian side, including the Zorinpui-Lawngtlai section should also be

resolved before the external route is ready.

Strengthen environmental and community safeguards.
Independent monitoring should cover dredging, slope stability, jhum land and local livelihoods.
A transparent grievance and compensation mechanism along with public disclosure of impact

assessments would also address concerns raised by the Kaladan Movement.

CONCLUSION

Kaladan's central problem is no longer construction alone. India has completed important
components of the project and has renewed diplomatic engagement but the corridor still faces
security, commercial, logistical and local challenges. Completing the Paletwa-Zorinpui road is
necessary but it will not by itself make Kaladan functional. India therefore needs to plan the
project as an integrated corridor where infrastructure, security, trade and local concerns are

addressed together and not in isolation.
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