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Project: Serbia Railway Sector Modernization (SRSM) Project
Contract: Outsourced routine railway maintenance contract for Serbian Railways Infrastructure on High-speed line Belgrade – Novi Sad – Subotica
Country: Republic of Serbia
Loan No.: 9221YF/CRS 1015 02D
1. Introduction
The Republic of Serbia has received a loan from the International Bank for Reconstruction and Development (IBRD) in the amount of USD 65 million, and from the Agence Française de Développement (AFD) in the amount of USD 65 million, to finance the Serbia Railway Sector Modernization (SRSM) Project, Phase 2 of the Multiphase Programmatic Approach (MPA). The Project aims to enhance the efficiency and safety of existing railway assets and to improve governance and institutional capacity within the railway sector. It comprises the following components:
· Component 1: Infrastructure investments and asset management – This component focuses on improving the quality and safety of railway infrastructure and enhancing rail asset management practices. 
· Component 2: Institutional strengthening and project management – This component supports the development of rail policies and institutions to deepen and sustain recent sector reforms.
· Component 3: Railway modernisation enablers – This component will finance measures to protect vulnerable and low-income populations and to strengthen sectoral enablers for sustainable business growth and job creation.
Within this framework, the Ministry of Construction, Transport and Infrastructure (MoCTI) intends to procure Outsourced routine railway maintenance contract for Serbian Railways Infrastructure on High-speed line Belgrade – Novi Sad – Subotica with total length of 181 km and speed up to 200 km/h.
This investment is strategically important for ensuring rail line safety and operational stability, having in mind that the Belgrade–Novi Sad–Subotica railway line is part of the Belgrade–Budapest high-speed corridor and is part of the Pan-European Corridor Xb.


2. Purpose and Scope of the Early Market Engagement
This Early Market Engagement (EME) is conducted in accordance with the World Bank Procurement Regulations for IPF Borrowers and aims to engage proactively with the market prior to launching the formal procurement process.
At this stage, all technical, contractual, qualification, equipment and performance parameters presented in this document are indicative and preliminary. They are intended to support market sounding and validation and do not represent final tender requirements. Feedback received through this EME will be used to refine the procurement approach, qualification criteria, evaluation methodology and contractual arrangements prior to launching the formal Request for Bids
The objectives of the EME are twofold:
1. Market information and preparedness
The EME serves to inform potential contractors, joint ventures, and industry stakeholders at an early stage about the planned procurement, its scope, anticipated contract structure, and implementation requirements. This allows interested firms to assess their interest, plan internal resources, explore potential partnerships, and prepare strategically for future participation.
2. Market feedback and validation
The EME enables MoCTI to obtain structured feedback from the market on key elements of the proposed procurement approach, including:
· Qualification and experience requirements;
· Evaluation methodology;
Through this engagement, MoCTI seeks to ensure that the planned procurement is aligned with actual market capacity, avoids requirements that could unnecessarily restrict competition, and promotes broad participation from both domestic and international contractors.
The EME is not a prequalification, bidding, or selection process, and participation in the EME does not provide any advantage or disadvantage in any subsequent procurement procedure.
The focus of this EME is to:
· Validate the appropriateness and proportionality of qualification criteria;
· Test whether the proposed procurement structure is competitive, realistic, and implementable under prevailing market conditions;
· Identify potential risks, constraints, or opportunities that may affect project delivery;
· Support the design of a fair, transparent, and competitive tendering process that delivers value for money.

3. Specific Project Details
The Belgrade – Novi Sad – Subotica railway line is double-track line with 181 km length and a track gauge of 1,435 mm. The track supports 22.5 tonnes per axle, suitable for both passenger and freight trains. The design speed is up to 200 km/h.
The electrification system of the line is 25 kV, 50 Hz AC, single-phase overhead catenary system. The signaling system is equipped with ETCS Level 2. The electrotechnical infrastructure is not in scope of this assignment.
Initial market research and early engagement activities considered a broader technical scope, including civil infrastructure, electrification and signaling systems. The current procurement scope, and therefore this EME, is limited exclusively to civil railway infrastructure maintenance, reflecting a refined and less complex scope
In 2022 the section Belgrade – Novi Sad of the upgraded railway line was commissioned with an operation speed of up to 200 Km/h. On the Novi Sad - Subotica section, railway line was commissioned in 2025, also with an operation speed of up to 200 Km/h.
The line is under warranty until the end of 2026 and Serbia Railway Infrastructure (SRI) is currently responsible for the maintenance of its tracks and switches. A budget has been allocated (by the SRSM project) specifically for the outsourcing of maintenance services for the line. SRI intends to test this outsourced maintenance approach for 3 years and, if satisfied with the contractor performance and the business model, will consider a 2 year extension. The maintenance contract to be tendered must cover regular maintenance of the line (civil infrastructure), both preventive and corrective. The contract will be driven by Key Performance Indicators (KPI). Payment shall be made in accordance with the actual performance of the Contractor and compliance with the Service Level.
SRI has a full workforce of qualified personnel to carry out the tasks related to the supervision and management of an outsourced maintenance contract. Civil engineers and specific technical personnel manage every subsystem maintenance and enables SRI to perform appropriate supervision of the maintenance to be procured throughout on-site visits and a periodic monitoring.
The Contractor will be responsible for ensuring functionality, safety, availability, compliance with KPIs and durability of civil railway assets at all times, through routine, periodic and emergency maintenance activities, delivered under a performance‑based framework with quantifiable indicators. Final responsibility for the infrastructure remains with the Infrastructure Manager.
3.1	Scope of Contract assignment
The Contractor shall maintain all civil components of the railway infrastructure along the defined corridor. This includes the superstructure, substructure, drainage systems, engineering structures, lineside elements, and all associated civil works within the railway line.
· Track Superstructure
The Contractor will maintain the complete track system, including rails, welds, long welded rail sections, sleepers, fastening systems, ballast, and all components of turnouts. Maintenance obligations cover the condition, structural integrity and correct functioning of these elements, ensuring that the track supports safe operation at the prescribed line speed. Turnouts require particular attention, including inspection, adjustment, lubrication, component replacement, and preservation of correct geometry.
· Track Geometry
The Contractor shall preserve track geometry within defined tolerances throughout the Contract Period. Required tasks include tamping, lining, levelling, and corrective interventions on both plain line and turnouts. The Contractor is responsible for detecting, preventing and eliminating any geometry‑related speed restrictions caused by defects under its control.
· Substructure and Earthworks
Maintenance of earthworks includes embankments, cuttings, formation layers, protective layers, and measures for controlling stability. The Contractor must ensure the long‑term integrity of the formation, prevent mud‑pumping, mitigate deformation, and maintain stable slopes and embankments. Erosion control and protection of earthwork assets fall fully under the scope.
· Drainage Systems
The Contractor is responsible for all components of trackside drainage: open ditches, closed drains, culverts, channels, outfalls, and all associated hydraulic works. Continuous clearance, cleaning, desilting, vegetation removal, and repair must ensure the full functionality of drainage systems, particularly before and during high‑precipitation periods.
· Engineering Structures
All civil elements of bridges, overpasses, underpasses, culverts, tunnels, retaining walls, galleries and protective structures fall under the Contractor’s maintenance responsibility. Obligations include inspections, minor concrete repairs, protection works, joint and bearing maintenance, surface preservation, drainage maintenance on engineering structures, and any interventions needed to ensure their safe operational condition.
· Lineside Elements and Environment
The Contractor shall maintain fencing, noise barriers (civil portions), access areas, berms, vegetation control zones, and general cleanliness within the railway boundary. Vegetation management must ensure unobstructed visibility, drainage performance, and safe operation. Removal of waste, brush, and obstructions is mandatory.
· Winter Maintenance
The Contractor must clear snow and ice from tracks, turnouts and civil areas where accumulation may affect train movements or maintenance access. Winter service shall ensure continuous functionality and safe operating conditions.

3.2	Maintenance Services Required
Maintenance is categorized into routine, periodic and emergency interventions.
· Routine (Preventive) Maintenance
Routine maintenance includes day‑to‑day and cyclical tasks required to preserve the serviceability of all civil assets. Activities include visual inspections, tightening and adjusting components, turnout servicing, removal of small defects, local geometry correction, ditch and culvert cleaning, vegetation removal, minor structural repairs and general lineside upkeep.
Routine maintenance also covers continuous surveillance of track condition and addressing emerging defects before they escalate into operational risks or speed restrictions. All maintenance work will be prepared in accordance with the Rulebook on the maintenance of the superstructure and substructure of railways ("Official Gazette of the Republic of Serbia", No. 39/2023).
· Periodic Maintenance
Periodic maintenance comprises medium‑term, programmed interventions that restore asset functionality, extend service life, or address accumulated degradation. Activities include planned tamping and geometry restoration programs, ballast rehabilitation, replacement of worn sleepers or fastening components, periodic drainage rehabilitation, structural repairs on bridges and culverts, and planned earthwork stabilization.
These works must be scheduled within the Program of Performance, coordinated with railway operations, and executed to avoid unnecessary disruption. All maintenance work will be prepared in accordance with the Rulebook on the maintenance of the superstructure and substructure of railways ("Official Gazette of the Republic of Serbia", No. 39/2023).
· Emergency Works
The Contractor must maintain 24/7 readiness to respond to unforeseen events such as flooding, landslides, heavy storms, accidental impacts, or sudden infrastructure failures. Emergency Works consist of immediate stabilization, securing the site, restoring operability, and performing temporary or permanent repairs. These works are instructed by the Employer and compensated under measured quantities.

3.3 Performance Requirements and KPIs
The Contract will apply a performance‑based payment mechanism relying on monthly assessment of specific Key Performance Indicators (KPIs). These KPIs define the minimum service levels the Contractor must maintain. Indicators considered at this time include, but are not limited to:
· Track geometry quality. The target of this KPI is to monitor the quality of the line in terms that the geometrical parameters are within operational tolerances. It will be measured monthly. The minimum line quality value is 95 %;
· Compliance with Preventive Maintenance Plan. The target of this KPI is to monitor the compliance of the preventive maintenance plan. It will be measured monthly. The minimum value is 95 %;
· Availability. The target of this KPI is to monitor the availability of the line for normal operation. It will be measured monthly. The minimum line availability value is 98 %;
· Reaction time. The target of this KPI is to monitor the reaction time when urgent corrective maintenance is required. It will be measured monthly. The maximum reaction time value is 120 minutes;
· Repeated defects index. The target of this KPI is to monitor, among the defects that require corrective maintenance, the % of them that occur repeatedly within 90 days. It will be measured monthly. The maximum RDI value is 3 %;
· Machinery availability. The target of this KPI is to monitor the availability of the maintenance machinery when required. It will be measured monthly. The minimum MA value is 95 %. This KPI refers to the machinery indicated in the Equipment requirements.
Non‑compliance triggers contractual deductions, applied upon first detection and accumulating over time until rectified.
3.4	Inspection, Control and Reporting
The Contractor must establish an internal Self‑Control Unit (SCU) responsible for continuous inspection, technical checks, documentation, and preparation of monthly compliance tables. SCU is the backbone of the Contractor’s quality assurance and forms the basis for formal inspections.
Formal inspections are carried out monthly, jointly between the Contractor and the Supervising Authority. Informal inspections may occur at any time without prior notice. At contract commencement, a baseline inspection sets the initial condition, while a final inspection determines the condition at handover. Findings from all inspections influence KPI assessments.
The Contractor must deliver regular documentation including:
· Monthly maintenance progress reports;
· Monthly KPI compliance table;
· Updated maintenance plans;
· Defect logs and closure records;
· Reports on Emergency Works;
· Safety and incident reports.

3.5	Planning, Quality Assurance and Resource Requirements
The Contractor shall prepare an annually updated Program of Performance (PoP), subdivided into quarterly and monthly plans. The PoP must detail routine, periodic and emergency readiness activities, including resource allocation and access planning.
The Contractor must define and maintain a Quality Assurance Plan covering all work procedures, testing requirements, inspection methods, safety management, and risk mitigation measures. The QAP must align with the obligations defined in the Technical Specifications.
The Contractor must ensure the continuous availability of competent staff, on‑track machinery, road‑rail vehicles, maintenance tools and specialized equipment needed for track and civil works. Strategic stocks of spare parts must be maintained, including sleepers, fastening components, turnout spare parts, rails and ballast.

3.6	Interface Responsibilities
Although electrotechnical systems are excluded from this Contract, the Contractor remains responsible for executing all civil works in a manner that does not disrupt or damage adjacent systems.
The Contractor must coordinate access, work windows, and site protection with the Infrastructure Manager, follow established procedures for safe access near electrified or signalized areas, and ensure that civil works do not interfere with the functionality or maintenance of excluded systems.

4. EME questionnaire and event
We kindly ask potential bidders to provide input on the proposed qualification criteria and related requirements to help us validate that they are proportionate, realistic, and supportive of a competitive and high-quality bidding process. The MoCTI guarantees that all information provided at this stage will be handled with high confidentiality in accordance with WB Procurement Regulations and will not be treated as binding. Therefore, the MoCTI hereby invite interested recipients to respond on the attached Questionnaire.
The participation in this inquiry is voluntary and will not have any consequences for later bid participation. Moreover, please note that no feedback to your answers will be given. If your company is generally not interested in participating, we would appreciate a short notice.
In case of general interest, we kindly request to fill-out attached Questionnaire.
All received responses will be reviewed carefully, and the feedback will be analysed collectively to determine whether any adjustments are needed to the tender documentation before finalization.
As part of EME, interested bidders are required to register for the event and submit filled out questionnaire (please see below) through email to: 
larisa.puzovic@mgsi.gov.rs; marko.sarcevic@mgsi.gov.rs; tanja.tosic@mgsi.gov.rs; 
 
latest by June 15, 2026 at 10:00 a.m. Belgrade time. Please note that responses to the questions will be shared only internally with the Project Implementation Unit and will not be made public or available to your competitor companies.
On June 16, 2026 at 13:00 hours Belgrade time, Project Implementation Unit will arrange virtual EME event, during which more deep discussions about the project will take place. During the online meeting, the participants will have an opportunity to provide its feedback and experience on the design, evaluation criteria and other related topics.
The link for the EME meeting is:
https://saigeprojectrs.webex.com/saigeprojectrs/j.php?MTID=m064d023b58c1c577fdd26b723ed8f953
During the online meeting, the participants will have an opportunity to provide its feedback and experience on the design, evaluation criteria and other related topics.


EME Questionnaire
Please note that responses to the questions will be shared only internally with the project implementation unit and will not be made public or available to your competitor companies.  

	Question
	Answer 

	General information

	What is your company’s official name? 
	

	What is your company’s official address? 
	

	In which countries does your company operate and/or has branches? 
Please indicate which of these operations relate specifically to railway infrastructure maintenance and whether any were implemented under performance‑based contracts on rail or roads?
	

	Please describe your company’s core business profile and indicate how many years of experience your company has specifically in railway maintenance activities and performance-based maintenance contracts on railways or roads.
	

	Financial capability and turnover requirements

	Please confirm that your company has sufficient financial stability and liquidity in last five years, to support the execution of a project of this nature.

In your response, you can indicate the types of financial resources available to your company (such as liquid assets, unencumbered real assets, existing lines of credit, or other financial means), excluding any contractual advance payments from ongoing or future contracts.


	

	What was the overall annual turnover of your company per year for the last 3 years?
	2023: XXXXX (USD / EUR / any other currency)

2024: XXXXX (USD / EUR / any other currency)

2025: XXXXX (USD / EUR / any other currency)


	Please provide a proposal for the percentage of advance payments required for the contract and provide an explanation on how the advance payment levels affect mobilization risk and pricing?
	

	General and specific construction experience

	Please list all contracts of a similar nature related to performance-based railway or road maintenance, railway maintenance, construction/reconstruction of public railway infrastructure (civil part of infrastructure). For each referenced contract, please provide, where applicable, with a brief description of the scope of work, the total contract value, and the country of implementation.
In particular, participants are encouraged to highlight experience, if any, in one or more of the following areas:
· Performance-based railway or road maintenance;
· Maintenance of conventional or high speed line;
· Construction or reconstruction of railway lines and station tracks.

In case your company was in Joint Venture (JV), or subcontracted by another company, in addition to the contracts price, please also indicate in % what was the share of your company from the contract price. Examples are: 

· Contractor as Single Entity with contract price of XXXX [currency]; the contract included implementation of following main components in [country];
· Contractor in JV with [please list other JV members] as [Lead or Member] with contract price of XXXX [currency]; with XX% share for our company; our part included implementation of following main components in [country];
· Sub-contractor of [please indicate the name of Single Entity or all JV members (as applicable)] for a contract with contract price of XXXX [currency]; with XX% share for our company; our part included implementation of following main components in [country].

In your view, which type of experience is most relevant for successful delivery of this maintenance contract, and why?

Do you consider experience in road maintenance to be relevant to rail maintenance and whether it can be used as a supplementary evaluation criterion beyond the railway experience?
	List of similar contracts: 










	National licenses and certifications

	Please provide feedback on the availability, attainability, and potential impact of national licensing and certification requirements applicable in the Republic of Serbia for the proposed contract.

For reference, the Certificate of Compliance for Performing Maintenance of the superstructure and substructure, issued by the Directorate for Railways, is mandatory for any entity performing maintenance of the structural components of railway infrastructure. The certification requirement is established under the national regulatory framework as follows:
· The obligation for certification is based on Article 28 of the Law on Railway Traffic Safety (Official Gazette RS no. 41/18), which requires that maintenance activities be performed only by entities meeting criteria on expertise, technical capacity, and liability coverage.
· Detailed conditions are prescribed in the Rulebook on Conditions for Performing Maintenance of the superstructure and substructure (Official Gazette RS no. 134/20).
· The Directorate for Railways, as regulatory body and national safety authority, maintains an official record of issued certificates under Registry 005 – Certificates of compliance for maintenance of the upper and lower track structure, confirming its formal status as a national requirement.

Would the requirement to hold this certificate at the time of contract signing affect your decision to participate in the tender, and if so, how?

If your organization does not currently hold this certificate, do you consider it feasible to obtain it prior to contract commencement?

Please also indicate whether your organization currently holds a comparable railway maintenance license or certification in another country, including the issuing authority and the date it was obtained.

Additionally, please provide any comments on potential barriers, timelines, or recognition of equivalent international certifications that may influence your ability to meet this mandatory requirement.


	

	Potential Technical Qualification Criteria (Minimum Requirements)

	The following qualification criteria are proposed for this tender.

Personnel Requirements
The Bidder needs to demonstrate that it will have a suitably qualified Contractor’s Representative and suitably qualified (and in adequate numbers) Key Personnel, as follows:
Line manager: Must have 10 years of experience in railway line maintenance, and 1 contract of railway line maintenance or construction/reconstruction as Line Manager. 
Substructure manager: Must have 5 years of experience in railway line maintenance, and 1 contract of Railway line maintenance or construction/reconstruction in similar roll
Superstructure manager: Must have 5 years of experience in railway line maintenance, and 1 contract of Railway line maintenance or construction/reconstruction in similar role.
Please indicate:
(a) which specific Personnel requirements, if any, may constrain participation?
(b) whether these requirements would prevent participation?
(c) whether these requirements would require JV arrangements?
(d) would you suggest some other criteria for Key personnel?
Equipment Requirements
The Bidder needs to demonstrate that it has access to the key equipment listed hereafter:

	No.
	Equipment Type and Characteristics
	Estimated Number required 

	1
	Universal tamping machine
	1

	2
	Profiling machine
	1

	3
	Track car (draisine)
	2

	4
	Excavators
	2

	5
	Ultrasonic device
	1

	6
	Aluminon Thermo welding 
	2

	7
	Hand tempers 
	2

	8
	4X4 off-road vehicles 
	4

	9
	Ultrasonic testing for rail
	3



The above qualification criterion represent the estimated requirements considered necessary for the execution of the activities under this tender. Please feel free to propose a modified list of mechanisation which would be considered sufficient and appropriate based on your experience and assessment for satisfactory contract execution.
Please indicate:
(a) which specific equipment requirements may constrain participation?
(b) whether these requirements would prevent participation?
(c) whether these requirements would require JV arrangements?
(d) which specific assets or machinery you consider essential versus optional for effective delivery? 
	

	Potential Rated Criteria (technical evaluation stage)

	The following rated criteria needed for technical evaluation are proposed for this tender.
The Maximum possible score of the technical part is 100 points, with the following breakdown:

Rated Criteria 1: Methodology (weighting 0-40 points):

This criterion assesses the quality, coherence, and practicality of the Bidder’s proposed approach to delivering the Works. The evaluation focuses on how well the Bidder demonstrates a clear understanding of the project scope, site conditions, and specific technical, logistical, and environmental constraints. The methodology should be well-structured and internally consistent, with clear alignment between the Site Organization, Method Statements, Mobilization Plan, Construction Schedule, staffing, equipment, and health and safety measures. Submissions are expected to show realistic sequencing of activities, effective resource planning, and readiness for early mobilization. Particular attention is given to the identification of project-specific risks and the provision of practical, feasible mitigation measures that demonstrate preparedness to implement the Works efficiently and in compliance with the Employer’s Requirements.


Rated Criteria 2: Machinery and Equipment (weighting 0-30 points):

This criterion is designed to assess the Bidder's ability to mobilize advanced and appropriate equipment that will contribute to faster, more efficient, and high-quality execution of the maintenance. While the Procurement Documents define a minimum mandatory list of machinery that all Bidders must possess, this rated criterion introduce an opportunity for Bidders to demonstrate access to other equipment capacity that brings additional value to the project.
The scoring will be conducted based on the level of access to advanced, certified, and operational equipment relevant to the project scope and site constraints and also the proposal’s credible analysis of value additions of such equipment compared to equipment with comparable functionality in the minimum equipment requirements list above.


Rated Criteria 3: Human resources (weighting 0-30 points):

This criterion evaluates the capacity, experience, and suitability of the Bidder’s proposed key personnel for successful delivery of the railway works. The assessment considers whether the Bidder provides a well-defined team structure with clearly assigned roles, including line, substructure, and superstructure management. Particular emphasis is placed on the relevance and depth of professional experience in performance-based railway or road maintenance, railway maintenance, railway construction/reconstruction, as well as demonstrated involvement in comparable projects in similar roles.
Higher-quality submissions show a balanced and competent management team with extensive, role-specific experience that supports effective coordination, technical supervision, and decision-making throughout the implementation of the Works.

Would the proposed technical evaluation criteria, scoring methodology, and weighting affect your organization’s decision to participate in this tender, and do you have any recommendations or comments for improving the clarity, fairness, or practicality of the proposed criteria?

	

	Additional feedback

	Please indicate any alternative qualification approaches you would recommend?

Please explain do you see any risk in transition from the current warranty on the line toward maintenance setup with an outsourced performance‑based regime?

Please describe is your organization capable of managing emergency responses and urgent corrective interventions in an operating railway environment, in relatively short period of time?

If the 3+2 years duration would prevent your company from being interested in this assignment, what specific suggestions would make the interest in bidding more plausible?

Please list any other thoughts, concerns, barriers or risks you see; or that may influence or prevent you from participating in the bidding process.
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