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List of abbreviations
	Abbreviation
	Full Form

	AFC
	Automatic Fare Collection

	API
	Application Programming Interface
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	Automatic Train Supervision

	BCC
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[bookmark: _Toc235445816]1.1 Introduction
Delhi Metro Rail Corporation (DMRC) operates one of the largest and most complex urban rail networks in the world, comprising approximately 400 kilometers of track across 10 lines and over 300 stations. With over 7 Mn passenger journeys every day, DMRC is the transportation backbone of one of the world's most populous metropolitan areas.
DMRC embarked on its data and digital transformation journey in collaboration with JICA in 2023, establishing a foundational data platform and deploying high-impact use cases - including an integrated control tower for organization-wide performance monitoring and predictive maintenance across metro assets. Building on this foundation, DMRC now sets its sights on the next frontier: Artificial Intelligence.
With the ambition to become a world-class operator in the digital and AI era, DMRC aims to harness AI to drive innovation, enhance operational resilience, and unlock new value across its entire value chain. A priority area in this journey is the embedding of intelligence into core operations - augmenting the Operations Control Centre (OCC) with cognitive capabilities to enable faster, smarter, and more proactive decision-making.
[bookmark: _Toc235445817]1.2 Problem statement
The Operations Control Centre (OCC) is the nerve centre of DMRC, and is responsible for controlling the movement of trains on the main line round the clock, all days of the year. DMRC currently operates 3 OCCs which are present in Metro Bhavan, and 1 Backup OCC (BCC) located in Shastri Park. The key personnel in OCC include:
1. Traffic Controllers (TC): Responsible for controlling train movement via Automatic Train Supervision (ATS), manage routing, dispatching & scheduling, handle delays and undertake service regulation, manage blocks (maintenance, route, possession), and coordinate with stations, depots & Train Operators (TO) to ensure safe and efficient train operations.
2. Asset Specific Controllers: Specialists of specific assets such as Rolling Stock Controller, Traction Power Controller, Signalling Controller, etc., who provide expertise & support to TC to manage incidents/emergencies/ disruptions.
3. Chief Controller: Has overall command of OCC operations in a shift, coordinates all Controllers across systems, guides TC to manage incidents/emergencies/ disruptions to ensure passenger safety and service continuity, while maintaining logs of train movement and incidents.
Each line on the DMRC network is managed by 2-3 TCs, each responsible for managing respective section of the line. In case of an incident, TOs reach out to the TCs via a radio communication system to seek guidance for incident resolution. Each incident requires the TC to identify the nature of the incident / fault, determine the correct resolution procedure and relay guidance to the TO, while managing the impact on train movement on overall line and ensuring service continuity. Each incident is critical as it has the potential to cause punctuality loss & impact trains across line.
Currently, TCs rely on DMRC Manuals which detail the procedure to be followed across different incidents, their trainings & past experience of working as TOs / Station Controllers (SC), as well as seek the guidance of Asset Specific Controllers / Chief Controller in OCC for resolving incidents in a timely manner. 
Post resolution, TCs manually record details of the incident in the paper-based Failure Register, which are then transferred to DMRC’s web-based Performance Review and Analysis (PRA) application by Chief Controller at the end of each shift.
The process of failure resolution is primarily based on heuristics in time sensitive situations, leading to potential safety risk due to human error. Further, there is lack of a mechanism to systematically capture the tacit knowledge built up by the most experienced TCs & transfer it to newer TCs. The incident recording process is also manual & time-consuming, with lack of any insights to drive enhanced decision making. 
[bookmark: _Toc235445818]1.3 Opportunity for Digital Partner
DMRC's OCC represents one of the most demanding real-time operational environments in urban rail - and consequently, one of the highest-impact deployment contexts for AI. The Cognitive Command Centre introduces AI-powered decision support into a domain that has long operated on institutional knowledge and manual processes, marking a pivotal shift not just for DMRC, but for metro operations in India and globally.
At its core, the solution embeds a voice-enabled assistance agent directly into the Traffic Controller’s workstation - providing real-time, context-aware intelligence to resolve incidents faster and more accurately, while eliminating manual effort through automated incident logging. Beyond real-time guidance, the system progressively builds an operational intelligence capability: aggregating data across lines, assets, and time to surface fault patterns, high-detention assets, and infrastructure trends. Designed for network wide scale & functional evolution, this initiative represents one of the foundational layers of DMRC's comprehensive AI stack.
The ambition extends well beyond a single deployment – the Cognitive Command Centre is envisioned as a replicable framework for AI-powered decision support across metro networks in India and internationally. 
[bookmark: _Toc235445819]1.4 Announcing bodies
Japan International Cooperation Agency (JICA), an implementing agency for Japan's Official Development Assistance (ODA), believes that cooperation with developing countries in the digital age needs to change fundamentally. As such, JICA has launched the JICA DXLab, a mechanism to facilitate co-creation with Digital Partners to transform ODA projects with digital technology and innovation. 
JICA has been a long-standing development and financing partner of DMRC for over two decades, having supported the construction and expansion of the Delhi Metro network across multiple phases through ODA loans, one of the largest and most sustained bilateral infrastructure investments in India's urban mobility sector. 
Building on this enduring partnership, JICA collaborated with DMRC on its data and digital transformation journey, a comprehensive blueprint defining DMRC's vision and roadmap for data-led transformation.
Delhi Metro Rail Corporation (DMRC) is a 50:50 joint venture between Government of India & Government of NCT of Delhi, and is the agency responsible for the construction, operation, and maintenance of the Delhi Metro rail system - one of the largest and most advanced urban rail networks in the world, spanning approximately 400 kilometers across 10 lines and 300+ stations serving Delhi NCR. DMRC is committed to the continuous improvement of its operational capabilities and the adoption of technology to enhance service reliability, safety, and efficiency for ~7 million passengers it serves every day.
This Request for Proposal (RFP) represents a joint initiative by JICA and DMRC. It aims to identify a technology solution provider (Digital Partner) for a Proof of Concept (PoC) designed to develop and deploy the Cognitive Command Centre - an AI-powered decision support system for DMRC's Operations Control Centre. The PoC is scheduled to commence in September 2026.
[bookmark: _Toc235445820]Objectives of the PoC
The objective of this PoC is to design, develop and implement the ‘AI powered Cognitive Command Centre’ on Line 2 of the network, to showcase the success of an AI powered decision support system for DMRC’s OCC and deliver the following objectives:
1. Primary objectives
i. Drive faster guidance response by Traffic Controllers, translating into faster resolution of incidents – leveraging real time transcription of radio conversations and making collective knowledge instantly accessible
ii. Enhanced accuracy in incident resolution guidance, driven by unified search across comprehensive knowledge base consisting of all DMRC manuals and historical resolution data, ensuring retrieval of most relevant solutions and specialist grade guidance
iii. Optimize critical Traffic Management decisions which significantly impact service reliability and commuter experience by factoring in multiple decision factors & real-time state of the network, while lowering cognitive load on Traffic Controllers
iv. Elimination of manual data entries by auto-populating incident logs, reducing the time and effort put in by OCC team to manually update entries for each incident
v. Unlocking new insights for DMRC team by undertaking analytics over incident database to identify incident / faults trends and surface patterns across lines, assets, locations, etc. – to drive data driven decisions & targeted interventions
2. Secondary objective
The PoC will be implemented on Line 2 of DMRC’s network and is intended to scale to additional lines with minimal re-engineering – hence, every component built in the PoC should serve as the foundation for a network-wide deployment across DMRC.
Further, these foundational building blocks will drive further AI led innovative use cases for DMRC in the future, in line with its vision and goal of becoming a leading force among global metro / rail players in the digital and AI era. 

[bookmark: _Toc235445821]Duration and Timeline
1. Contract duration
The contract duration would be ~6 months, from September 2026 to mid-February 2027.
Note:
· While the PoC duration is planned for ~6 months, it should be noted that this duration could be revised through discussions and mutual alignment between JICA, DMRC, and the Digital Partner in case of any unforeseen circumstances. 
· In case of any delays on the part of the Digital Partner, any additional costs incurred on account of the delay shall be borne by the Digital Partner.

2. Selection timeline
i. Opening of the RFP: 21 July, 2026
ii. Closing date of submission: 12 August, 2026
iii. Selection:
· Pre bid meeting: 27 July, 2026
· Response to pre-bid queries: 5 August, 2026
· Evaluation of RFP proposals: 13 – 26 August, 2026
· Technical presentation: 17 – 21 August, 2026
iv. Award Notice: 28 August, 2026
v. Signature of contract: 4 September, 2026

[bookmark: _Toc235445822]Eligibility
1. Eligibility criteria
i. Eligibility criteria mentioned below are necessary requirements that a Bidder must meet to be eligible to submit a proposal.
ii. There is a screening mechanism to ensure that only capable and qualified Bidders who can deliver the services or products required are considered. Failure to meet any of these requirements will lead to an automatic disqualification from the bidding process.

	Criteria
	Description
	Documentation Required

	Legal entity in India
	Legal entity in India (firm / company / partnership / proprietorship firm registered under the Companies Act, 2013)
	Copy of certificate of incorporation / partnership / any other government recognized certificate

	Conflict of interest
	Bidder must only participate in one bid. None of the Bidder's subsidiary, associate, holding company, or companies having common director(s), or companies in the same group of promoters / management shall participate in the bid process
	Self-certification from CEO / Authorized signatory

	Legal history
	Bidder's management and proposed team members do not include members who have a history of corruption, arrest records, or involvement with criminal organizations
	Self-certification from CEO / Authorized signatory

	Debarment
	Bidder not debarred / blacklisted by JICA in the past are only allowed to bid
	Self-certification from CEO / Authorized signatory

	Financial stability
	Minimum average turnover in India in the last 2 years to be USD 1.5 Mn / 
INR 15 Cr
	Audited Profit & Loss accounts or CA-certified financial statements for last 2 financial years

	Relevant experience
	Completed projects which involved deployment of fine-tuned LLM models, RAG, ASR / STT models deployed in a live production environment
· Min 1 project of USD 150K / INR 1.5 Cr value
· Min 2 projects of USD 100K /INR 1 Cr value

In case of non-availability of completed projects meeting criteria the above criteria, ongoing project can be shared where the value of completed work/ deliverable has met the threshold.
	Citation – Project title, client name, scope, scale of deployment, duration, completion date, deliverables, project value, completion certification from client



Note:
· The completion shall be certified by the CA or Company Secretary or Authorized Signatory of the participating entity. Certificates must have Name, Designation and Stamp of the certifying authority. (In case of ongoing projects: partial completion certification clearly indicating the percentage of work completed (in terms of value), can be shared where the value of completed work / deliverable has met the threshold)
· In case the work is executed for private sector client, JICA / Operator may ask for additional documents including copy of work order, CA certified bill of quantities, CA certified bill wise details of payments received, TDS certificates for all payments received and copy of final/ last bill paid by the client during bid submission stage if required.
2. Continued Eligibility
i. The eligible Bidders must continue to meet the eligibility criteria prescribed in the RFP document (based inter-alia on which they were shortlisted) and should continue to meet these until the award of the Contract. Bidders must provide evidence of their continued eligibility, if requested.
ii. Furthermore, it is Bidder’s responsibility to ensure that its experts, service providers and/or their employees similarly continue to meet such eligibility criteria.

[bookmark: _Toc235445823]Location of work
The AI-powered Cognitive Command Centre will be developed for DMRC. For PoC implementation, the solution will be deployed on Line 2, with the scope of deployment to be detailed prior to commencement of work in alignment with DMRC's operational requirements and system readiness. In case of any technical feasibility challenges, the Digital Partner will deploy the solution on another line of DMRC’s network as finalized basis discussion & alignment between all stakeholders, for successful execution of the scope of work.
The Digital Partner is expected to work closely with DMRC officials and co-locate with them as well as the Operator whenever necessary at their headquarters in Delhi NCR. 

[bookmark: _Toc235445824]Related parties
1. Primary users
i. Traffic Controllers (TC), Chief Controllers (CC), and Operations Control Managers (OCM) in DMRC's Operations Control Centre
ii. Leadership and Management team of DMRC
iii. JICA team
2. Operator
i. A consulting firm appointed by JICA to operate JICA DXLab. The Operator will be the contracting counterparty to the Digital Partner.
[bookmark: _Toc235445825]Scope of work

The Scope of work for the Digital Partner is to design, develop and implement an AI-powered Cognitive Command Centre as a Decision Support System for DMRC's Operations Control Centre. 

The development, testing and deployment of the scope of work given in this RFP shall be in accordance with the mutually finalized requirements and BRD & TRD during ‘Program planning & designing phase’ as mentioned in Section 8 – ‘Deliverables, Milestones and Timelines’.

During this phase, the Digital Partner must perform a detailed assessment of the business and IT solution requirements as mentioned in the RFP. Additionally, the Digital Partner is required to carry out exhaustive requirements gathering exercises with the JICA / DMRC / Operator team, including but not limited to review of systems, architecture, other documentation, for understanding and drafting the requirements. While doing so, the Digital Partner is expected to do at least the following: Translate all the requirements into detailed technology Architecture, Business Requirements Document (BRD) and Technical Requirement Documents (TRD).

The Digital Partner must develop and follow standardized templates for capturing requirements and system documentation. Digital Partner shall obtain the required signoffs from user groups formed by the JICA / DMRC / Operator for all requirements and BRD & TRD finalization documents. 




[bookmark: _Toc235445826]7.1. Functional requirements
1. Voice Capture & Transcription
The voice capture & transcription function captures live radio conversations between Train Operators (TOs), Traffic Controllers (TCs), Station Controllers (SCs) and converts them into structured, usable text for LLM model in real time.
i. Radio Conversation Monitoring & Speaker identification:
· The Central Digital Recording System (CDRS) captures radio communications across all stakeholders in OCC (TO, TC, SC, etc.) in real time / near real time
· Radio conversations can occur on 1:1 basis between individual stakeholders’ radio devices or over Talk Groups, which are shared channels – e.g., L2 -1 is Talk Group 1 of Line 2, where TC #1 can communicate with all corresponding TOs / SCs under his/her section of Line 2
· A single conversation can have multiple audio files generated, with each being stored in CDRS as a .WAV file tagged with the speaker's unique Radio ID
· The system must continuously monitor OCC radio channels & detect when live conversation is initiated vs background static
· The system should automatically identify & label each speaker as TO / SC / TC / etc. as relevant, in the conversation
· Since CDRS captures communications across all DMRC lines & OCC stakeholders, the system must be able to distinguish & process audio files for a specific conversation it is supporting at a given point of time
· Radio interference must be filtered out to ensure reliable transcription, and every conversation segment must be timestamped for later audit and playback
· The capture process must not disrupt, interrupt, or add any latency to the actual radio communication in the OCC
ii. Multilingual Transcription & Translation:
· The system should be able to convert live radio conversations into text in real-time, with accuracy calibrated for OCC specific terminology
· The system must support all languages used in OCC including Hindi, English, Hinglish
iii. Incident extraction & Prompt generation:
· The system must frame raw text from radio conversation into clean, structured format - as a precise input for the LLM model
· The system must undertake detection of problem statement boundary within ongoing dialogue, to send the structured problem cluster to the LLM model for processing, while the conversation in ongoing in parallel

2. Incident Resolution Guidance
The incident resolution function is the core of system. Once a conversation is transcribed and fault is identified, the system must surface relevant, ranked guidance on TC's screen in a timely manner.
i. Automatic incident identification
· The system must accurately identify the incident from the transcribed conversation and extract the key attributes required for identification of resolution such as incident / fault type, train ID, train set, station / section, location, affected equipment, related DMRC department, etc.
· Attributes not explicitly spoken during the conversation (e.g., train ID) must be taken as input from available data sources (e.g., ATS) without requiring TC to confirm them manually
· The system must be able to handle follow-up information received during an incident (as conversation is ongoing in parallel / text-based inputs from TC to provide additional context), and update its recommendations accordingly

ii. Solution guidance retrieval and ranking
· The system must instantly retrieve and display the incident resolution options, in line with defined guardrails
· All solutions must be grounded in the knowledge base, with no fabricated responses to be shown
· Multiple resolution options must be visible simultaneously, so the TC can review alternatives without additional interaction
· The resolution options displayed must be ranked by relevance - the ‘best fit solution’ for the specific incident, asset, and context to appear first
i) Solution rankings to be determined basis match to the specific incident type, hierarchy of DMRC Manuals, historical success rate for similar incidents, etc. 
ii) Update rankings automatically as new incident outcomes are recorded & basis TC feedback
· Each resolution option must display the steps involved in actioning the same, its source citation and one click access to the source document.

3. Traffic Management Guidance
In case of high severity incidents blocking a section of the line, TCs undertake ‘Traffic Management’ decisions to minimize impact on service for commuters - this includes undertaking actions such as running Single Line operations, Short Looping, etc.
The system must support these decisions by showcasing the right procedures, guidance & the optimal ‘Traffic Management’ plan to the TCs.
	Single Line Operation
	When there is an obstruction on a portion of line between any two stations on one of the running lines, the train services may be continued in the affected section on the adjacent line in both directions using single line working on the unaffected track

	Short Looping Operation
	When there is an obstruction on a portion of line between any two stations impacting both the running lines, the continuous line is divided into smaller, functioning segments to isolate the disrupted section & maintaining partial service on the unaffected segment - trains loop back on the smaller segments to serve commuters on the clear side.



i. The system must identify when a ‘Traffic Management’ decision needs to be taken & determine the precise location that is operationally impacted - the affected track, station, or section.
ii. The system must determine the appropriate ‘Traffic Management’ decision to be taken for the particular incident – across single line operations, short looping, etc.
iii. For the identified ‘Traffic Management’ decision, the system must present the optimal plan to the TC for actioning basis decision factors such as the nearest available crossover points, passenger crowding on involved stations, train timetables & bunching, etc. 

4. Feedback loop
The feedback loop ensures that the system continues to improve & enhances accuracy of solution guidance offered. 
i. For each guidance / solution response provided to TC, the system must check for TC’s feedback with an ‘Accept / Reject’ workflow
ii. TC must be able to explicitly Accept / Reject the system’s recommendation with a simple interaction, and also add their comments
iii. For a ‘Reject’ option chosen by the TC, the system should undertake follow up prompts to identify the issue – wrong incident identified, wrong solution guidance offered, etc.
iv. TC’s feedback should be used for fine tuning the model & improving the accuracy of solution guidance provided across incident types
v. Recommendations that are consistently rejected or that do not lead to resolution must be flagged for knowledge base review to DMRC, to allow the underlying content to be assessed and corrected if required

5. Automated PRA incident logging
i. Each incident must be automatically recorded in DMRC’s Performance & Reliability Application (PRA)
ii. Each PRA entry to include details of incident date & timestamp, line, station / section, location, Train ID, Train set, related DMRC department & sub department, affected equipment, equipment number, status, failure description & resolution, detention, etc. – in line with existing PRA format

6. [bookmark: OLE_LINK14]Front End Dashboard
The system must provide role-appropriate views for all users - from TC handling a live incident, to OCC Chief Controller / OCC Manager overseeing all the incidents, to DMRC management reviewing network-wide trends. 
i. The system should provide a 24x7 centralized Cognitive Command Centre front end dashboard, with following features:
· Solution guidance for incidents 
· Supervisory dashboard & analytics
· System performance
ii. The system must enable role-based access, with above features / functionalities to be configured in line with requirements of different stakeholders (TC, Chief Controller, OCC Manager, DMRC leadership, etc.)
iii. The dashboard should be accessible on a web platform, accessible over internet & DMRC’s intranet
iv. The dashboard should allow users to download required data / reports (excel & PDF formats), surface alerts / notifications for new incidents / trend alerts when threshold exceeded (e.g., Saloon faults on Line 2 up 40% this month), etc.
v. The dashboard should offer time wise views (daily summary, weekly trend, monthly report, custom date range); appropriate drill downs for undertaking root cause analysis (e.g., DMRC line → section / station → department → equipment → individual incident), etc.
vi. The dashboard must be intuitive and user friendly, making it easier for the TC to navigate in crunch situations.

The list of functionalities & their details to be finalized along with JICA / DMRC / Operator during ‘Program planning & designing phase’ as mentioned in Section 8 – ‘Deliverables, Milestones and Timelines’.

Indicative list of functionalities to be included is given below:

	Category
	Overview of functionalities required

	Solution guidance for incidents
	Active incident display
· Current active incident card with details such as incident ID, incident type, affected equipment, Train ID, location / section, status (Active / TC Guidance Given / Resolved), etc.
· Solution guidance display with top ranked resolution procedures – each solution shows rank, details of steps to be followed in each recommended solution, source citation, confidence score, resolution success rate from PRA history, along with one click access to source document in a split-screen view
· Optimal traffic management plan & recommendation, in case of high severity incidents where a section of the line is blocked
· System should also enable the TC to use a text-based search to look up solution guidance proactively (even if there no ongoing incident conversation)
· Accept / Reject workflow: Action button for TC to give feedback on proposed solutions, along with their comments
Incident / chat history
· History of all incidents handled by TC on same day / current shift, including corresponding incident details, solution recommendation & feedback
· Any independent / self – initiated searches undertaken by TC to check for solution guidance proactively (not tagged to specific incident)

	Supervisory dashboard & analytics
	Incidents overview
· Incident summary including total number of incidents, open vs closed incidents, average resolution time, detention impact, etc.
· All active incidents with corresponding details, status, & time elapsed since first report

Trend / comparative analysis
· Incident summary: Most frequently occurring fault types, affected equipment, department, etc.
· Trend analysis: Time wise trends of incidents with breakdown by fault type, affected equipment, department responsible, train detention, etc.
· Department-wise incident load: Volume and detention impact attributed to each DMRC department
· Location heatmap: Section level map showing which sections/stations with highest #incidents & drill downs
· Repeat incidents tracker: Incident impacting same asset / location within defined time threshold, denoting deeper requiring maintenance attention
· Network-wide spike detection: Specific incident types recurring across network simultaneously
· Avg resolution time: % of incidents resolved within 5 / 15 / 30 minutes
· Train punctuality impact: Total detention minutes caused by incidents, top contributing incidents, etc. + trend comparison to track operational impact over time
· TC leaderboard: TC wise comparison on metrics like avg resolution time, outstanding incidents, detention impact, instances of deviation in solution guidance by TCs (how often TCs missed some steps in verbal guidance provided to TO / SC vs recommended solution), etc.

	System performance
	System performance
· Status of system integrations (CDRS, PRA, etc.)
· Average latency / response time in providing solution guidance

User experience & feedback on solution accuracy
· ‘Top 3’ solutions hit rate: Whether TC picked 1 of top 3 solution recommendations by system
· Solution ‘Accept / Reject’ rate by TCs



7. Release plan
The proposed release plan below showcases the functional features and the timeline for release for user acceptance testing and production deployment.
	Release
	Functionalities / Features
	Timeline

	Wave 1
	· Fine-tuned Speech to Text model for voice-based conversation, Voice capture and transcription service
· Knowledge base preparation
· LLM based incident resolution assistance
· Front end interface for users
	T + 3 Months

	Wave 2
	· Live radio conversation / voice transcription & integration with LLM service
· Guidance on Traffic Management decisions / plan
· Automated incident logging
	T + 4.5 Months

	Wave 3
	· Analytics and dashboards
	T + 5 Months





[bookmark: _Toc235445827][bookmark: OLE_LINK10]7.2 AI platform architecture
1. Architecture
The proposed architecture needs to be cloud services based. Priority for a decision on the architecture would be dependent on the response time for the query and also on the cost of operations.

Reference Architecture on GCP:
[image: ]
· Data on call recordings (real time / near real-time) from in-house on-prem systems is expected to be orchestrated to be moved to cloud using cloud data flow
· Audio files to be transcribed on GCP’s native feature on speech to text capabilities
· Cloud run for containerized applications and scripts to be run for data extracted from on-prem
· Kubernetes (GKE) hosting for LLM based script containerization, resource management and automated scaling

2. Data sources & systems
Indicative list of data sources & systems involved for successful execution of the PoC are listed below, to be finalized along with JICA / DMRC / Operator during ‘Program planning & designing phase’ as mentioned in Section 8 – ‘Deliverables, Milestones and Timelines’.



	DMRC Manuals
	· Documents detailing operating procedures & troubleshooting guidance for incidents - varying by line, asset type, OEM, etc.
· Include Metro Railway General Rules, SOP/SWO/ Guidelines, Accident & Disaster Management manual, Rolling Stock Operating & Troubleshooting manuals, Signalling plans, Safety circulars, etc.
· Available in PDF form on DMRC’s intranet, and select physical copies present in the OCC

	Central Digital Recording System (CDRS)
	· Real time logging of all OCC recordings along with corresponding details of Radio ID, timestamp, etc.
· Historical OCC recordings for fine tuning STT model on OCC specific terminologies, radio noise conditions, etc.

	Automatic Train Supervision (ATS)
	· Signaling system with real time information of trains across the network – including train ID, location, etc.

	Radio Control Workstation (RCW)
	· Comprehensive system which enables radio communication between OCC stakeholders including TC, TO, SC, etc.
· Also includes a Front end / GUI interface for TC in the OCC workstation

	Performance & Reliability Application (PRA)
	· DMRC’s in-house developed incident management system
· For each incident entry – it captures date & timestamp, line, station / section, Train ID, Train set, related department & sub department, affected equipment, equipment number, status, failure description & resolution, detention, etc.
· Historical incident database to train & fine tune model on past incidents & resolution undertaken, to also help capture tacit knowledge of experienced TCs

	Automatic Fare Collection (AFC)
	· DMRC’s integrated electronic ticketing and access-control system that automates passenger entry, exit, and fare calculation using smart cards, mobile/paper QR tickets, etc.
· Captures details of commuter footfall and passenger flow at metro stations, as well as OD pairs across the network

	Network / OCC Metadata
	· Static reference data for the network - covering line layouts/ schematics, station sequences, master of unique radio IDs, TC & corresponding Network Section mapping, etc.



3. System Integrations
The solution architecture needs to be industrialized supported by data flow orchestration through integrations. These integrations need to be both scheduled and event based to accommodate structured and unstructured data. The following are the primary set of integrations that are expected to be built (not comprehensive):
i. CDRS (Central digital recording system): The requirement is for an event-based trigger for new audio recordings to be copied over to the solution architecture storage layer for transcription services to be triggered
ii. ATS (Automated Train Supervision): There are 2 different integrations of the application to be built with this system
· Once a day refresh on the train and the rolling stock configuration definition
· Higher frequency data refresh on the location of a train- at the same frequency that their data is getting recorded
iii. AFC (Automatic fare collection): The data from the AFC system needs to be fetched at a predefined frequency - needs to be run at a higher frequency as the data is essential to estimate the number of people at a station
iv. PRA (Performance and Reliability Application): The scheduled integration with this system is expected to be triggered multiple times across the day to log the incidents
v. Radio Control Workstation (RCW): Integration to be undertaken with front end interface for TC
vi. Integration of Power BI/ Tableau as a part of the dashboard suite for dashboard refresh
vii. AD integration: Active directory integration to enable central role-based access to the application

The above details of integrations are indicative and are to be finalized along with JICA / DMRC / Operator during ‘Program planning & designing phase’ as mentioned in Section 8 – ‘Deliverables, Milestones and Timelines’.
In case integration is not feasible with existing RCW workstation of TC in OCC, Digital Partner is responsible for procuring, provisioning, configuring and installing separate tablet type device / required hardware necessary for successful execution of the scope of work. 
For such hardware, the Digital Partner shall be responsible for analyzing the requirements and providing guidance on what kind of hardware is to be procured and provide full support w.r.t technical consulting and right vendor selection. Digital Partner shall also hold the overall project management and delivery responsibility and shall ensure the successful installation, testing and deployment of all hardware required to deliver the project, with adherence to all relevant compliance and safety requirements pertaining to hardware and installation activities. Post successful deployment of hardware, the Digital Partner shall be responsible for undertaking integration with system developed in line with scope of work. 
The digital partner is expected to lead discussions in mapping the scope and working with internal tech teams or with third party OEM providers as essential to drive integrations with source systems to ensure successful deployment of solution. 
[bookmark: _Toc235445828]7.3 Technical requirements
1. Knowledge Base Preparation
The knowledge base is the foundation of the Cognitive Command Centre. It is the structured, AI-queryable repository of all DMRC operational knowledge - built once from existing documents and historical data, and continuously enriched as new incidents are resolved and manuals are updated.
i. Document Ingestion Pipeline
· Document ingestion
i) Document ingestion and OCR processing to produce machine-readable text. OCR engine must handle Hindi text, technical diagrams, tabular content, and handwritten annotations
ii) Updates to the existing versions of the documents available from DMRC need to be maintained in the knowledge base
· Document Classification, tagging and chunking: Every document needs to be tagged to facilitate easy retrieval: 
· PRA Data ingestion: Historical PRA records need to be extracted from DMRC's PRA database and ingested into pre-defined schema
· OCC recording ingestion: Historical OCC recordings need to be extracted from the source system
ii. Embedding and Indexing
· Vector database to be set up for DMRC’s operational data. All document chunks, PRA records, and annotated transcripts need to be converted to vector embeddings with OCC taxonomy
2. Automatic Speech Recognition (ASR) / Speech to Text (STT)
i. Audio Capture
· All radio conversations at the OCC are available on CDRS - each PTT press generates a separate audio file tagged with Radio ID, Train ID, and timestamp
ii. STT Model
· The STT layer is the entry point of the live Cognitive Command Centre pipeline. It continuously monitors the radio audio stream in CDRS and transcribes the same.
· ASR model and domain adaptation/ fine- tuning
i) ASR model must support Hindi, English, and code-switched Hindi-English (Hinglish) natively
ii) STT service to be deployed on GPU/TPU hardware at DMRC OCC or on cloud
iii) Accuracy of the transcription needs to account for OCC-specific vocabulary including Hindi-English language-switching patterns used by DMRC OCC
iii. Speaker identification: 
· Speaker diarization applied on the audio feed using Radio ID metadata (E.g.: labels each utterance as TO, TC, SC, etc.)

3. Natural language processing – Problem extraction: 
Once the STT layer produces a text transcript of the radio conversation, the NLP layer extracts a structured incident record from the unstructured text.
i. Conversation segmentation
· Conversation boundary detection: Each radio conversation consists of multiple PTT recorded segments from different speakers - the NLP layer needs to group these into a single conversation thread.
· Part 1/Part 2 segmentation: 
i) Each radio conversation has two distinct parts: 
(1) Part 1 = Speaker 1 reporting the problem
(2) Part 2 = Speaker 2 providing guidance back to Speaker 1
ii) NLP layer must detect the boundary between Part 1 and Part 2 - this is the trigger point for the LLM query
iii) Part 2 captured in parallel while LLM processes Part 1 - TC verbal guidance logged alongside system recommendation for comparison and feedback
ii. Incident summary generation: LLM is required to generate a structured incident summary from the extracted entities and conversation context
iii. Prompt Construction
· Query formulation for RAG
i) Extracted incident record needs to be converted into a structured RAG query
ii) Prompt inclusions (Not comprehensive): system context, retrieved procedure chunks from RAG, historical resolution guidance from PRA, output format specification (ranked list, source citation, confidence score, rationale)
· Prompt engineering and guard rails
i) Input guard rails: Prompt generation must contextualize the query to the incident conversation. Input guardrails to check for any PII data references and exclude topics not covered by the knowledge base. 
ii) Output guard rails: LLM response validated against documents and data within knowledge base before display - if output does not include source citation and confidence score it is rejected and not displayed to TC
iii) Hallucination prevention: LLM instructed to return 'no matching procedure found' rather than generate a plausible sounding but unsourced response
4. Traffic Management AI / Optimization Models
i. For high severity incidents causing blockage on the line, the implementation also requires optimization of train movement / temporary traffic management solutions subject to train/station/track constraints
ii. The optimization algorithm is expected to optimize for running the service and continue people movement across stations despite temporary blockage
5. Large Language Model (LLM)
i. Model selection and fine tuning
· Model selection: The partner is expected to recommend an appropriate model/model garden strategy considering both open source and commercially available models, supported by capability and accuracy metrics.
· Fine tuning:
i) Domain fine tuning: Base LLM fine-tuned on DMRC OCC domain corpus: annotated OCC transcripts, PRA incident records, operational manuals
ii) User feedback: Fine tune LLM response based on feedback received from the TC (Accept / Reject and comments)
ii. Multi-Agent Architecture
· Subject Matter expert: 
i) Handles the primary incident resolution query - retrieves manuals from knowledge base, reasons over them, generates ranked recommendations for TC
ii) Activated automatically on incident detection; always the first agent to respond
· Ad Hoc Analysis agent
i) Performs ad hoc analysis on frequency and recency of incident occurrences
ii) Queries PRA vector database and returns historical context directly on TC's dashboard
iii) TC can also activate this agent independently by typing or speaking a query into the system interface
· Explainer agent
i) Generates a plain-language summary of what the AI found and why it is recommending a specific procedure
ii) Ensures TC understands the basis of the recommendation before accepting or rejecting
6. Automated incident logging to PRA
The Cognitive Command Centre automates incident logging by writing directly to PRA at the moment the TC accepts or rejects the system recommendation.
i. Trigger:
· Accept flow: PRA writeback triggered the moment TC presses Accept on the solution and corresponding comments
· Reject flow
i) Additional solutions provided supported by documentation and data from source systems
ii) Summary of the incident created based on the conversation between TO & TC, for the same to be reviewed by TC and add/edit resolution comments and further create the trigger for PRA incident creation.
ii. Integration with PRA database
· PRA write-back via secure API - write access in line with DMRC IT policies and role-based authentication
· Duplicate detection: incident ID used as primary key - prevents duplicate records for the same incident
7. Storage and Audit trail
i. Every event in the system pipeline logged to an immutable audit log within a database: (E.g.: STT transcript segments, NLP extraction results, RAG queries, LLM recommendations, TC actions, PRA write results)
ii. Full incident playback capability: any incident can be replayed showing exact transcript, system recommendations, and TC decisions in sequence
iii. All transcribed conversations must be stored with associated metadata, and must be retrievable for audit, post-incident review, and training purposes
iv. The Traffic Management decision made during the incident - including which procedure was selected and the outcome - must be automatically captured along with timestamps for post-incident review and future knowledge base enrichment.
v. Independently, the audit logs need to be maintained for integration (E.g.: time of execution, success/failure metrics, number of records processed)
vi. Actions taken by the platform admin need to be retained including the time and the nature of the action
vii. Transcript storage must comply with DMRC's data retention and information security requirements
viii. Retain all records in line with DMRC's data retention policy

[bookmark: _Toc235445829]7.4 Non-functional Requirements
[bookmark: OLE_LINK9]
The system performance requirements including performance expectations, system availability, and user concurrency (non-comprehensive) need to be addressed as detailed below.
1. [bookmark: _Toc151575113]Performance & Scalability: Application is expected to service a userbase 
	Users
	Number

	TC Users
	10-15

	Supervisors / Management
	30-50

	Concurrent LLM queries
	15


2. [bookmark: _Toc151575114][bookmark: _Toc151575115]Availability: Components of the proposed solution architecture are expected to meet 99.5% availability requirements.
3. Responsiveness: Application response time is expected to be as per below
	Category
	Time

	LLM Query response time
	10 Seconds


4. [bookmark: _Toc151575116]Accuracy: The transcription service accuracy needs to be greater than 85% for effective context building and prompt engineering.
5. Localization: Data to be localized with regional storage (India) for the corresponding cloud services architecture.
6. [bookmark: _Toc151575117]Access Configuration: Access management for the applications and modules proposed needs to have:
i. An interface for the admin (IT team) of the application to manage and monitor application performance
ii. Sign on must be configured to the individual user login credentials
iii. Role based access control to be enabled to manage users and their corresponding access to modules/services
iv. Content to be restricted based on access rights (e.g., information on other lines’ performance and incidents reported to be available only at leadership level / as defined)
7. [bookmark: _Toc151575119]Security Requirements
	Criteria 
	Description 

	Application Security
	1. Application security for access to follow current guidelines at DMRC for login and access
1. Role based authorization for access to specific modules

	Platform Security
	1. Data encryption at application level, data repository and integration layers
1. Integration standards in line with DMRC policies
1. Static IP based secure integration for specific servers and services
4. Security logs corresponding to sessions to be maintained
4. Web access firewalls

	Data Security
	1. Data at rest – Admin only access on application and base level encryption
1. Encryption for data on the move


[bookmark: _Toc151575120]
8. [bookmark: _Toc151575121]Infrastructure sizing: Estimation on the infra sizing to meet the performance requirements needs to be proposed.
9. Standards & Compliances: 
i. Compliance with data and logging requirements as per DMRC requirements
ii. Digital Partner shall adhere to all industry best practices followed w.r.t coding, design, safety and security standards and compliances
iii. Digital Partner shall be responsible for specifying and finalizing the standards and compliances to be followed in alignment with JICA / DMRC / Operator during the requirement and BRD & TRD finalization phase
iv. W.r.t security and design standards and compliances, the Digital Partner must comply with ‘Guidelines on Information Security practices for Government Entities’,  issued by Indian Computer Emergency Response Team (CERT-In), Ministry of Electronics and Information Technology (MeitY), Government of India


[bookmark: _Toc235445830]7.5 Testing
1. Smoke Testing:
i. Smoke testing needs to be carried out for the core functions of the application and the stability of the solution
2. Functional Testing:
i. All testing will be done based on the test scenarios and test scripts provided by Digital Partner and mutually aligned with JICA / DMRC / Operator. 
ii. Test results will be recorded in the test scripts with relevant screenshots along with the status of the test (pass/fail). 
iii. The test scenarios and scripts will be handed over and signed off marking the completion of testing phase for each area of work.
3. Performance & Load testing:
i. Performance testing needs to be carried out on the solution to meet the expectations on the response time.
ii. Load testing to ensure concurrency requirements are addressed and there is no drop in performance of the solution.
4. Security & penetration testing: Security testing done across the layers of the application architecture
i. Core Application: Application vulnerabilities
ii. Application Services: API endpoints and prevention of unauthorized access to critical data
iii. Network: Network testing for to ensure protection of application resources
iv. Data: Data leakage prevention
[bookmark: _Toc235445831]7.6 Training 
1. The Digital Partner shall provide training to DMRC staff pertaining to handling and management of the system and supporting infrastructure including all tools, hardware, software, execution of models, usage of model outputs, workflows, dashboard and their features involved in the execution and maintenance of the Scope of Work. 
2. The Digital Partner shall submit a training plan for review and approval with the ‘Program planning & designing phase’ as mentioned in Section 8 – ‘Deliverables, Milestones and Timelines’.
3. The training shall be provided by the Digital Partner but not limited in design, all configurations/customization, software configuration/ modifications, debugging, integration testing, system architecture, installation practices and to understand the safety, data governance and quality management protocols.
4. The Digital Partner shall provide training manuals (PPT, PDF and audio-visual files) for the developed system and all supplied hardware, software, debugging tools, dashboards, etc.
[bookmark: _Toc235445832]Deliverables, Milestones and Timelines
This section outlines the key timelines for buildout and deployment of AI powered Cognitive Command Centre PoC by Digital Partner. It draws reference to the Scope of Work outlined in this RFP. All days specified in this section, unless explicitly mentioned, refer to calendar days. 
This is to be noted that list of activities / tasks defined in below implementation schedule provide broad outline and details shall be finalized by Digital Partner in mutual agreement with JICA / DMRC / Operator. Release of payment pertaining to each milestone, as applicable, is subject to successful completion of all activities/ tasks pertaining to that milestone as detailed in the table below.
[bookmark: OLE_LINK1]‘T’ shall be defined as the PoC commencement date.
	#
	Milestone
	Timeline
	Payment %

	1
	
Program Kick-off: Project kick-off, proposed solution methodology, program governance, program timelines, design phase initiation plan (including plan, agenda and PoCs required for design workshops)


	T + 7 days
	-

	2
	
Program planning & designing phase:
· As-is assessment: Report on current DMRC baseline, identified data sources / systems / applications & associated design documents, etc.
· Requirement Gathering, Design and Tech Architecture Finalization: Business design workshops, site assessments, ingestion / integration mechanism across data sources / systems, preparation and submission of final documentation such as: Technology Requirements Document, Solution architecture & infra provisioning document, Business Requirement Document (including detailed list of all functionalities & wireframes)
· Detailed implementation plan: Submission of a detailed implementation project plan with detailed milestones, adhering to RFP scope - including design, development, acceptance testing, production deployment, training, handover plan, resource deployment plan
	T + 1 month
	5%

	3
	Build, testing & launch of Wave 1 scope: 
· Development and testing (unit testing, integration testing, Smoke testing, performance & load testing, security & penetration testing) of Wave 1 scope
· User testing of Wave 1 deliverables
· Delivery signoff by the respective authority (including submission and sign-off on all documentation)
· Go-Live in production with all the criteria completed and adhered, training
	T + 3 Months
	25%

	4
	Build, testing & launch of Wave 2 scope: 
· Development and testing (unit testing, integration testing, Smoke testing, performance & load testing, security & penetration testing) of Wave 2 scope
· User testing of Wave 2 deliverables
· Delivery signoff by the respective authority (including submission and sign-off on all documentation)
· Go-Live in production with all the criteria completed and adhered, training
	T + 4.5 Months
	25%

	5
	Build, testing & launch of Wave 3 scope: 
· Development and testing (unit testing, integration testing, Smoke testing, performance & load testing, security & penetration testing) of Wave 3 scope
· User testing of Wave 3 deliverables
· Delivery signoff by the respective authority (including submission and sign-off on all documentation)
· Go-Live in production with all the criteria completed and adhered, training
	T + 5 Months
	30%

	6
	
Solution stabilization, Final Acceptance & complete handover: Stabilization of deployed solution & resolution of any bugs / issues, full production deployment of complete PoC scope & post Go-live support, along with submission and sign off on all handover documentation


	T + 5.5 Months
	15%




Digital Partner shall submit all documentation pertaining to the scope of work as per the mutually agreed Project Plan mentioned above, including but not limited to:
1. Monthly development sprint update reports with details about the features rolled out on the system
2. As-is assessment report
3. Business Requirement Documents
4. Technical Requirement Documents
5. Solution Architecture document (Solution architecture and integration architecture)
6. Detailed implementation plan including support plan
7. Test Scenarios and Test Scripts (Test cases, Test execution plan, UAT execution plan, Testing results, etc.)
8. Usage documentation
9. Admin documentation
10. Code repository libraries
11. Training Manuals in all formats specified in the RFP
12. Issue Log register
13. Provisioned cloud services with consumption pattern
14. Interface documents
15. Support execution (Ticket generation, issue resolution)
16. Handover documentation for future use, maintenance and scale-up, including Techno-functional specifications document of final deployed solution
17. Final report, including but not limited to:
i. Details of PoC activities and outline of result of PoC
ii. Quantitative & qualitative evaluation of PoC based on predetermined KPIs
iii. Preliminary scale-up deployment strategy/recommendations for more network coverage and inclusion of more features and functionalities

[bookmark: _Toc235445833]Budget ceiling
The maximum budget for the services is USD 300,000 including all taxes and expenses.
Nevertheless, this amount remains subject to discussion based on the final PoC plan and associated costs. Please note that this is the upper limit for the financial bid and the bidders are encouraged to submit competitive financial quotes.

[bookmark: _Toc235445834]IP and Other considerations
1. The ownership and intellectual property rights ("IPR") to the Deliverables specified in Section 8 – ‘Deliverables, Milestones and Timelines’ created by the Digital Partner for this PoC shall be assigned to JICA (or a party designated by JICA) upon completion of the PoC.
i. The consideration for the assignment of the ownership and rights set forth in the preceding paragraph shall be included in the commission fee
2. The Digital Partner’s solution that existed before the start of this work will be considered the Digital Partner’s pre-existing intellectual property rights.
3. The IPR in the Work Products (which includes the pre-set data, materials, documentation, source codes, computer code, web based services, audio, video, software, any customization/ modification done on the solution with data from DMRC, other digital products / solutions and all works of authorship written, invented, made or conceived [whether or not patentable or whether or not copyrightable]) by the Digital Partner solely or jointly with other parties in the course of or arising out of this PoC (but does not include Deliverables from the selected Digital Partner to Operator) will be owned by the Digital Partner for the duration of the PoC and transferred to JICA and/or DMRC thereafter at no additional cost, on terms to be finalized in the contract. The IPR to be transferred in accordance with the foregoing includes the right to use, modify and distribute the source code without restriction or additional compensation to the Digital Partner. Until such transfer is completed, the Digital Partner will grant to Operator a license to use such work products (the “Work Products”) and any IPR in the Work Products solely for the PoC. Operator may sublicense the same to JICA and if applicable, other parties involved in the PoC under the same terms. Further sublicensing or distribution rights will be addressed in the final contractual agreement. Any relevant party seeking to obtain ownership of the IPR in the Work Product or extend access to a Work Product must enter into an agreement with the Digital Partner. 
4. The handling of personal information and other data obtained with necessary consent and approval for use during the PoC shall be conducted in accordance with all applicable local and international laws, rules and guidelines.
5. In case the Digital Partner’s solution requires data provided by DMRC for implementation, DMRC will retain the ownership of data and grant the use of the data for pre-agreed purposes. The Digital Partner shall be responsible for obtaining the necessary permits or authorizations and they are strictly limited to using the data for the pre-agreed purpose. Details of the terms will be negotiated between DMRC and the Digital Partner after partner selection.
6. The utilization of collected data after the PoC, comprising both qualitative and quantitative metrics, will be contingent upon the discussions between JICA, DMRC, and the Digital Partner.
7. After the selection of a Digital Partner, JICA plans to publish the selection on their website with the Digital Partner's consent. Additionally, JICA also aims to develop content to disseminate information about the ongoing program and its impact, both during and after the PoC, and would highly value the collaboration and support of the Digital Partner in this endeavor.

[bookmark: _Toc235445835]Evaluation Criteria
[bookmark: _Toc235445836]11.1 Introduction

The selection process will be five-fold, as given below: 
1. Bid submission: Bidders to submit proposals to this RFP along with the requisite documentation in the prescribed formats.
2. Eligibility check: 
i. Eligibility of all Bidders will be evaluated basis the criteria laid down in ‘Section 4 – Eligibility’ of this RFP
ii. Bidders failing to meet the eligibility criteria will stand disqualified and their technical/financial bids will not be opened
3. Technical presentation: Eligible Bidders would be invited for technical presentations/ Q&A based on the submitted documents/ pitch deck, with key team members to be present in person, and extended project team joining online
4. Bid evaluation:
i. Evaluation criteria proposed to be adopted will be Quality and Cost Based Selection (QCBS) where Technical Bid Score will get a weightage of 80% and Commercial Bid Score a weightage of 20%. 
ii. The eligible Bidders will be evaluated as per the Technical Evaluation criteria detailed in Section 11.2 below. Only the Bidders with total technical marks of 70% or more will qualify for the commercial bid evaluation. Failing to secure minimum marks will lead to technical rejection of the Bid.
iii. Commercial bids of the shortlisted Bidders will be opened thereafter and evaluated as per the Commercial bid evaluation criteria prescribed in Section 11.3 below.
5. Award of Contract 
i. The Bidder whose bid secures the highest total score as per above evaluation will be considered as the best evaluated Bid for selection as the Digital Partner. 
ii. In case of a tie where two or more Bidders achieve the same highest overall score, the Bidder with the higher technical score will be selected as the Digital Partner. 
[bookmark: _Toc235445837]11.2 Technical Evaluation
The proposals submitted by the eligible Bidders will be evaluated on 4 broad criteria, based on the submitted technical proposals and the presentation.

	Criteria
	Sub criteria
	Description
	Documentation required
	Weight

	PoC specific scope delivery
	Relevant Project Credentials
	Bidder must submit at least 2 unique/exclusive project execution cases, with each simultaneously fulfilling one or more of following categories, showcasing prior deployment of AI systems in below areas:
· AI / ML / NLP system deployed in production
· STT or speech recognition implementation - Hindi, English, or multilingual
· RAG, LLM fine-tuning, or domain-adapted LLM model deployment

Each project must have a min size of USD 100K / INR 1 Cr and must have started within last 3 years.
	Citation – Project title, client name, scope, data sources (OT/IT/ERP), infra model, approach for LLM fine tuning / hallucination prevention, analytics undertaken, scale of deployment (#active users, #concurrent queries, size of knowledge base, etc.), deliverables, impact delivered, duration, completion date, project value, completion certification from client
	35%

	Quality/
robustness of proposed approach, solution architecture and implementation plan
	Quality of Proposed Solution & Architecture
	Bidder must articulate a detailed, phased delivery approach & corresponding architecture for the PoC in reference to the Scope of Work, covering:

1. Knowledge Base build & ingestion Pipeline — ingestion and indexing of DMRC operational manuals, PRA historical incident records, and OCC audio recordings
2. LLM + RAG Engine — knowledge base querying and generation of ranked, source-attributed resolution guidance with hallucination guardrails and confidence scoring
3. Traffic Management guidance - optimization algorithms to generate the optimal traffic decisions / plans
4. STT / ASR — real-time, multilingual transcription of radio conversations; fine tuning of STT model
5. Dashboard & Analytics — role-appropriate views for TC, Chief Controller, OCC Manager and DMRC Management, delivering insights
6. System Integration — integration with data sources / systems
7. Capability build & training
	Detailed document mentioning proposed methodology and approach; solution architecture; detailed roadmap and project plan with milestones, timelines and phase wise deliverables; Detailed view on key accelerators / collaterals to be used for fast tracked deployment; team structure & resourcing plan for the project phases - when and what type of resources are required across the phases
	40%

	
	Timelines
	Bidder must submit a detailed project plan for full PoC period, structured at sprint level with clearly defined milestones and deliverable dates
	
	

	
	Tools and accelerators
	Details of any proprietary or pre-built tools and accelerators that the bidder plans to deploy
	
	

	Credentials / Partnerships
	Credentials in Mobility & Metro domain
	Experience in Mobility / Metro / Rail / Transportation sector in India or Global
	Project work in Mobility / Metro / Rail / Transportation sector pertaining to building AI led solutions, ML models using data extracted from OEM supplied OT systems / Enterprise applications, developing LLM/RAG models, deploying STT models, etc.
	10%

	
	Credentials in Indian Public Sector domain
	Experience in public sector in India including Central Government / State Government / Public Sector Undertakings or Entities / Public Sector Banks in India
	Project work for Public sector clients in India (preferably in Rail/ Metro sector) pertaining to building AI led solutions, developing LLM /RAG models, deploying STT models, etc.
	

	
	Technology Partnerships
	Active partnerships with Cloud Service Providers and any other relevant technology / AI players that can be leveraged for PoC execution
	Documents mentioning co-innovation with Cloud Service Providers and any other relevant technology / AI players on developing LLM /RAG models, deploying STT models, etc.
	

	
	Rail / Metro Partnerships
	Active partnerships with rail/metro sector OEMs/ any other niche player in this sector
	Documents mentioning co-innovation with rail/ metro sector OEMs/ any other niche player with specific capability in this sector
	

	Talent and capability
	Quality & relevance of Team Profiles for PoC execution (CV review and 1:1 Interview, if necessary)
	Details of a named core team with details of relevant experience & credentials, along with clearly defined roles and responsibilities. Key roles of the core team to be deployed:
- Project Lead
- Solution Architect
- Data & AI Architect
- Data Engineer
- GenAI (RAG) Engineers
- Front end / Dashboard Developers
- Infrastructure expert
- IT / Cybersecurity expert
- Lead business analyst
- Testing engineer
	Detailed CVs showcasing person's educational background and employment history, details of experience in similar scope execution, relevant credentials and R&R in the program
	15%




Note:
· JICA reserves the right to check/validate the authenticity of the information provided against the parameters in the evaluation criteria and the requisite support must be provided by the Bidders. 
· Particularly, for a contract of such an impact and complexity, it is imperative that Bidders should deploy best in class professionals to ensure successful execution. 
· All the named Experts who are subject to technical evaluation are recommended to be present in the technical presentation and may be interviewed / assessed during the presentation. 
· Constraints on availability of Experts proposed must be stated. If necessary, backup resource profile shall be attached. 
· A Bidder must commit 100 (Hundred) per cent time availability of the named Experts from Day 1 of the Contract. 
· The named Experts cannot be replaced without prior approval by JICA. If replaced, the newly appointed Experts shall be of equal or higher competence. 

[bookmark: _Toc235445838]11.3 Commercial bid evaluation
1. The commercial bid scores of each shortlisted Bidder will be evaluated as (Minimum Bid quoted among all bidders / Value quoted by the bidder of the Bid) *100. The commercial bids to be calculated in USD. 
2. A Bidder to ensure that commercial bid is submitted in USD, including all taxes, levies, duties, etc. 
3. Arithmetical errors will be rectified on the following basis: 
i. If there is a discrepancy between the unit price and the total price that is obtained by multiplying the unit price and quantity, the unit price shall prevail and the total price shall be corrected. 
ii. If there is a discrepancy between words and figures, the amount in words will prevail. 
[bookmark: _Toc235445839]11.4 Final scoring and selection
Final Scores for each shortlisted Bidder will be calculated as follows: 
Final Score = 80% * Technical Score + 20% * Commercial Score 
1. Bidder achieving the highest Final Score, reflecting a balanced mix of technical proficiency, organizational capability, strategic approach, and financial competitiveness, will be selected for the issuance of the Letter of Intent and subsequent initiation of Contract for engagement on the work outlined in the RFP. 
2. Should the contracting process fail, the JICA reserves the right to proceed to the next highest scoring Bidder and so on. 
[bookmark: _Toc235445840]Proposal Format

Electronic submission must be received at JICADxLab-Metro-AI@bcg.com latest by 23:59 Indian Standard Time on 12 August, 2026. The email subject needs to be changed to "RFP- DMRC Metro AI", followed by your organization name (for instance, “RFP- DMRC Metro AI -Name”).

The submission shall consist of three separate files: Overview of General Information, Technical Proposal Pitch Deck and Financial Proposal Pitch Deck (password protected), all in the form of PDF. Note that all submission materials need to be prepared in English.

Bidders may make inquiries/information requests by email to JICADxLab-Metro-AI@bcg.com as per format specified in Attachment 4. For any inquiry, the email subject must be changed to “Inquiry – DMRC Metro AI”, followed by your organization name (e.g., “Inquiry – DMRC Metro AI - [Your Organization Name]”). The deadline for receipt of inquiry is latest by 23:59 Indian Standard Time on 31 July, 2026. 

1. Overview of General Information
i. Provide all the company-related information by filling out the form provided in Attachment 1. 

2. Technical Proposal Pitch Deck 
i. Your organization’s description and business/technical qualifications should be presented concisely in this order in a pitch deck format to include the following information:
· Organizational capacity & relevant project credentials
i) Detail previous projects and case studies, highlighting experience in developing and implementing prior deployment systems involving AI / ML / NLP systems deployed in production, STT / Speech recognition (with Indian languages), RAG, LLM fine-tuning, or domain-adapted LLM model deployment
ii) Showcase details of problem statement, solution developed / scope & specific technologies deployed, infra model, approach for LLM fine tuning / hallucination prevention, analytics, overall scale of solution (# total & active users, scale of queries, scale of knowledge base, etc.) and impact delivered (revenue / cost impact, operational efficiency, etc.)
· Technical Proposal
i) Solution/technology overview
a. Detailed description of the solution, software, and hardware components and how the technologies will be integrated to achieve project objectives
b. Detailed system architecture (i.e. technology, infra and integration), including rationale behind the choices made
c. Proposed scope of models and techniques to be explored including model fine-tuning using available datasets & accuracy improvement basis user feedback, guardrails to improve LLM accuracy, embedding cybersecurity considering critical systems being handled
d. A detailed implementation plan with detailed schedules for each Wave of the PoC, including the timeline and resource deployment plan (type & number of resources to be deployed across phases)
ii) Implementing team structure and operating model
a. A detailed breakdown of roles and responsibilities of the project team including a Project Lead, Solution Architect, Data & AI Architect, Data Engineer, GenAI (RAG) Engineers, Front end / Dashboard Developers, Infrastructure expert, IT / Cybersecurity expert, Lead business analyst and Testing engineer, and any other members as required
b. Share proposed constitution of the support team for ongoing maintenance of the solution, post development
c. Proposal should also describe the qualifications and experience of each team member, highlighting their relevant experience and expertise in developing and implementing similar solutions.
· Accelerators
i) Describe and provide details of pre-built tools and accelerators you have previously developed that could be adapted or leveraged for this PoC to accelerate solution development 
· Partnerships:
i) Experience in Mobility / Metro / Rail / Transportation sector in India or Global
ii) Experience in public sector in India 
iii) Technology partnerships including active partnerships with Cloud Service Providers and any other relevant technology / AI players
iv) Active partnerships with rail/metro sector OEMs/ any other niche player in this sector


3. Financial Proposal Pitch Deck: 
i. Provide a total expected cost (after tax) in USD and a detailed breakdown of the costs associated with the project, including personnel, hardware, and implementation resources (Details in Attachment 2).

[bookmark: _Toc235445841]Attachments

Attachment 1

Form for the Overview of General Information

Electronic submission must be received at JICADxLab-Metro-AI@bcg.com latest by 23:59 Indian Standard Time on 12 August, 2026. The email subject needs to be changed to "RFP- DMRC Metro AI", followed by your organization name (for instance, “RFP- DMRC Metro AI -Name”).

The submission shall consist of three separate files: Overview of General Information, Technical Proposal Pitch Deck and Financial Proposal Pitch Deck (password protected), all in the form of PDF. In order to be considered for funding, submission documents must be prepared in English and fulfil each of the following items.

Fill out this form and include it as a cover page of the Overview of General Information

	1. Contact Information

	Organization name
	

	Contact person name and title
	

	Address
	

	Phone number
	

	Email address
	

	Number of employees in India (split by technical and non-technical staff)
	
Self-certified letter by CEO or Head of HR to be attached

	Organization description (Max 150 words)

	














	Ownership structure and ultimate beneficiary owners, if relevant

	






	2. Documentations (a copy to be included in the PDF file)
	Check/attached

	Company/Organization registration certificate or equivalent
	

	At least 2 latest years of audited financial statements
	

	Tax certificate
*If your organization is exempted from filing tax, please submit a tax exemption certificate
	




	3. Proposal overview

	Proposed duration (Detailed timeline to be elaborated in the proposal)
	          __________ weeks

	Total costs
	          __________　USD


	Short description of the solution (150 words)

	












	Required conditions for effective implementation, if any

	










	4. Data handling statement (Max 400 words)
· Demonstrate understanding of the sensitivity of handling DMRC operational & incident data
· Explain strategies to guarantee the safeguarding of data and information

	































	5. Information request to JICA, if any

	






Attachment 2


Financial Proposal Table

	S. No
	Description
	Cost (USD) inclusive of all taxes

	1
	One Time development cost (Table #1)
	

	2
	Software, tools & licenses cost (Table #2)
	

	
	TOTAL COST OF IMPLEMENTATION
	




Table #1 – One Time development Cost
	S. No
	Particulars
	Number of Man- days (X)
	Blended Man- day rate (Y)
	One Time Development Cost
(Z) = (X) * (Y)
	Taxes (A)
	Total Cost (USD)
inclusive of all taxes
(B) = (Z) + (A)

	
	
	
	
	
	
	



Note: Provide tentative estimate of resources by category of skill set & profession. E.g., Project Lead, Solution Architect, Data & AI Architect, Data Engineer, GenAI (RAG) Engineers, Front end / Dashboard Developers, etc.


Table#2 – Software, tools & licenses cost
	S.
No.
	Software/ Tool
	Version
	Description
	License type (Perpetual/ subscription/ User based)
	Total cost
	License Duration
	Support & Maintenance Cost

	
	
	
	
	
	
	
	



Table#3 – Hardware Procurement cost (optional, as per need)

In case integration is not feasible with existing RCW workstation of TC in OCC, Digital Partner is responsible for procuring, provisioning, configuring and installing separate tablet type device / required hardware necessary for successful execution of the scope of work. 

The Bidder should provide an indicative hardware procurement cost, and note that this is an indicative amount, i.e., contracting authority is not obligated to pay it to Digital Partner unless it is used. The payment for all such hardware shall be basis the amount on the invoice for the hardware purchased (which will not be included in the commercial bid, i.e., ‘Total Cost of Implementation’ mentioned above, but its total together with ‘Total cost of Implementation’ needs to be below the Budget Ceiling as defined in Section 9). 

	S. No.
	Device
	Units
(X)
	Unit Rate
(Y)
	Subtotal
(Z) = (X) * (Y)
	Taxes (A)
	Total Cost (USD)
inclusive of all taxes
(B) = (Z) + (A)

	
	
	
	
	
	
	



Please include all relevant assumptions, terms, and conditions to facilitate JICA’s understanding and consideration.

Attachment 3

Rate Card

Rate card to be provided by Bidder - roles mentioned in the table are indicative and Bidder should fill the role suitable for the organizational structure.

	Roles
	Rates per hour (USD)

	Project Lead
	

	Solution Architect
	

	Data & AI Architect
	

	Data Engineer
	

	GenAI (RAG) Engineers
	

	Front end / Dashboard Developers
	

	Infrastructure expert
	

	IT / Cybersecurity expert
	

	Lead business analyst
	

	Testing engineer
	










Attachment 4

Query Format

	S. No.
	RFP Section
	RFP Clause
	RFP Page No.
	Brief Details/Query in reference to the Clause

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



Page 2 of 2
image1.png




image2.png




image3.png
/\ Application

@ Front End

¥ @

Cloud Load balancing Cloud IAM

Authenti
cation

Google Kubernetes Engine

3
LLM Service - 1 LLM Service - 2 LLM Service - 3

Conv grouping —» PromptEngg. —» RAG

Artifact
Registry

Services Layer

o

Cloud SQL

Cloud
Pub/Sub

CDRSdb, = Doc. Repo

Persistence

Gov., Security

& Deploy.

@

Cloud Armor

o

Cloud
Monitoring

Q

Deploy




