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Note to the Readers

Wh a t is presented is a short project ethnogr
Metrod6é, which is often referred to as one of
developing countries. Japan International Cooperation Agency (JICA) batedsDelhi

Mass Rapid Transport System Project, commonly known as Delhi Metro Project (the

Project) since 1997 through provision of ODA slofin to the Government of India. This
project et hnography was pewldalonexerseadd thea part
Project with an intention to shed light on the processes underlining the development of

Del hi Metr o. As many readers might not be f a
brief note is provided here on how we interpret the term and oonmeashy we decided to

incorporate it in the postvaluation exercise of the Project along with the conventional
evaluation which was separately carried out based on OECD/DAC five evaluation criteria,

the international norms for evaluating development ccdjos.

With focus on development projects, project ethnography is a genre of ethnography which
constitutes the core of anthropological study. The term ethnography refers both to a
gualitative research method involving fieldwork and participant observasis well as to

the research product based on it, usually in written form. Ethnography attempts to make
sense of various events or practices of specific group of people through reconstruction of
reality by an ethnographer. Ethnographer, one who makesbgervation and documents
stories and events through fieldwork, is an outsider, but becomes somewhat part of the
group that she/he studies about. By becoming a part, the ethnographer is able to understand
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things o6withiné. On e riea autl projett ethndégiaphy is this ppvees o n

of ounderstanding things withino, i . e. abi

foresaw that collection of accounts and reconstruction of views and practices of those who
were closely engaged in the djgct could reveal complex processes involved in the
development of urban transportation system in Delhi, which the conventional evaluation
might miss out as it focuses on the results of the development project, rather than their
processes.

Second reasdior our trial is flexibility of the ethnographic study. Project, by its definition,

has a limited life span and scope. Project ethnography, however, reckons that there is
already a long history before the birth of a project which certainly affects project
implementation. It also recognizes that impact of a project may continue long into the
future or may affect other fields which were not within the scope of the original project
design. Unlike the conventional evaluation which often rigidly focuses onjecper se,
project ethnography has a certain degree of liberty for expanding scope of investigation
across time and social space. Project ethnography allows us to explore what kird of by
product the impacts of the Project have been making beyond tkpdrasector as well.

The third and related reason is the attention to speiibical context surrounding a project

by ethnographic study. Ethnographic study presumes that there are different patterns of
values, behaviors, practices and beliefs amonigreifit groups of people or in different
societies, which are historically and sopiolitically generated. These elements strongly
shape the trajectory of development and outcome of a project as well. No one project can
produce exactly the same result wheaplemented in different localities. This attention to
sociopolitical context is, therefore, important for us to understand better what happened,
what impacts were generated and how and why, or why a certain course of action was taken
or could not be tadn at a particular point in time in the development of Delhi Metro.

It is important to know what has been done or to what degree certain goals, objectives and
outputs set at the onset of a project are achieved througteyedstition exercise. This is

the part which the conventional evaluation is good at assessing. In parallel, however,
knowing how things were done or not being done, and why they were handled in the
manner as they were, is of particular importance to us. To make things work (or to prevent
failure), we must understand what motived a person or group of individuals to take certain
actions and why they did not take other course of actions, considering a particular socio
political context where a project is implemented. To draw lessons leaonddtdire, we
wished to unpack partially these complex processes beneath the development of Delhi
Metro Project, a seemingly successful case. We believed that project ethnography could do
this task effectively, and hence, introduced it in ourestuatbon exercise of the Project.
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Being an interpretive study in natur e, wha't
trut ho. Depending on what particular events
highlights among others, the scope and orientatba project ethnography changes. The
relationship between an ethnographer and those who share their experiences to him/her also
affects the content and quality of i nfor mat i
background and personality coulshpinge on the way s/he interprets and weaves stories
eventually. The short project ethnography to be presented here is to spotlight just a part of

the whole story behind the development of Delhi Metro, but it is true, however partial the

story is. We hopethat the ethnography could guide you to explore the trajectory of
development of Delhi Metro which has become an essential part of daily life in the present

day of Delhi.

Advisory Panel on Enhancement of-past Evaluation for JICA
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Prologue

| have been working as a development professional and have had the desire to pen down
certain stories for some t i me, though it wa
stories | wanted to put on paper were about some of the development projacts iarid

the people involved in them. What | wanted to write was not about whairdject was

about, but more on people who had dedicated their lives to make these projects possible and

bring about changes.

| have seen and been associated with peope whave made | ifeds sacr
make the lives of others better. Their stories, when | am fortunate enough to hear them in
person, are filled with inspirations and challenges one might never have imagined. The
processesby which these people wortetheir way through and often overcame the
challenges are not simply tales to remember. Thoughts that have gone into them and the
courses of action taken have a much bigger message for the world at large. One may say, it
comes in the precieuform of lessos learnt- something we can all learn from. Perhaps, it

will help development professionals to do things in a better way in the future and will save

them from avoidable mistakes.

In this story of Delhi Metrol have chosen to present the story throughwiew point of

certain persons in various sections of this narrative. Certain incidents that took place are
construed from the point of view of the part
was listening to them share their experiences. Pedmpe appear in the narrative are real

people. The only exception is a young woman named Anisha and the people around her.

They are fictional characters who partially reveal how ordinary people of Delhi perceived

various events associated with the Delhi MeTroeir stories are based on real accounts.
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Delhi Metro Project

As many people know it today, Delhi Metro is a lifeline of Delhi in terms of transportation.
The project,sanctioned in 1996, has implemented Phase 1 and Ph&selPphase has
constructedhe network of 65 km and 125km. Phase 1, whichvas started in 1996 and
completed in 2006 much ahead of schedule time, started with the Red Line connecting
between Shahadend Tis Hazari, and the Yellow Line and Blue Line followed. In Phase 2,
that started in 2007, extensions to the existing three corridors were made. Green Line and
Violet Line were new additions connecting northwest Delhi and the city of Faridabad.
Another corridor connecting the citgentreand Del hi 6s international
included in view ofthe Commonwealth Game held in 2010. Currently, Phase 3 of the
projectis under implementation. This includes sections along the major arteries of Delhi,
completing the circumvention of the routes. As per the Master Plan of Delhydfet

will be concludedwith Phase dwhich will complete the entire network of about 40®.

To show the changes in its network, a map of Delhi Metro indicating the corridors of Phase
1, Phase 2 and Phase 3 (under construction) with some of the station names that appear in
this story is given at the end of this document.
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Beginning of the Beginning

Delhi is said to be as old #% Indian epicMahabharata It has beeithe seat of many great
rulers All along, it was exposed to constant turmasb the city was built, captured,
plundered and rebuilthumerous timesProphecy has it that whosoever builds a new city
upon ruins of anotheis destined to see it devastated. Delhi $@esn seven different cities

in the pastthe current being the eighth. The place in which the city of Delhi stands today
was conceived by MUl emperoras aplace where heaven and earth met. This was one
of the reasons the great Mughal emperor Shah Jahan decided to build his new imperial
capital on the banks @he YamunaRiver andrelocatingit from Agra. Shah Jahan did not
merely move his &pital but had a vision. Muhammad Salédmboh, an official historian

in Shah Jahans  cdesaribédhe city of Shahjadnabad (present day old Delhi) in 1659
AD as

fWhen finally completed, the city was magnificent. Travellers spoke of Shahjahasadad
place thatlacked none of the amenities of urban life. Neither Constantinople nor Baghdad
could compare with it 0

His portrayal of the cityvasno exaggeration. The city was at the heighthefpre-modern
urban process in the Indian Subcontindntits most glorious daysncient Delhi captured
the heartf traveersand scholars alikavith its marvels Another noble from the court of
Shajahanabadescribedhe city thus:




fits avenues are so full of pleasure that its lanes are like the roaparaflise. Its climate
i's beautifub and pleasanté

But that was more than 300 years ago. Although these descriptions pettarhigiorical

part of the cityconnected to the Mughal periodne would not find sucimstancesn any

parts of the city today. Most parts of Old Deé#ire choked due to narrow lanes atie
presence of toanany people all jostling for space witha plethora ofgoods carriers
carrying wares to and from the markets héviore modern parts of the cigreno better
sincethe arteiial roads are always congested with cars, buses,ansthreewheelersThe

side effects of this traffic circus have been severe. Year 2015 saw Delhi in global news as a
city suffering from acute air pollutigrparticularly n the winter months. Some even said

that Delhi is worse off than Beijingthe Chinese capital notorious for severe air pollution
due to industrialization which poses a serious threat to public health

The Problems

Some charms of ancient Delmveremaired unchangedHowever, the beautiful city once
described by Persian scholars is a thinghefpast. After 1947, independelnidia traversed

a path of fast growthThe population of Delhi has more than doubled between 1961 to
1981 from 2.6 million to 6.2 ftion. By 2001, it doubled reaching 13.7 million. More and
more people migrated to Delhi in search of better opportunities. tWatnflow of people

and more vigorous economic activities taking place, the city started to expand. The life of
Delnhi was ndonger confined within the wallof the old city as ithad beenn the Mughal

era. When a city grows, other amentities essential to everyidapuist grow with it. While

the population surged, the pace of public transport development could not keep itp with
As people started to afford tweheelers and cars of their own, the ratio of people using
public transport declined from 69% in 1991 to 55% in 2001 in urban India. This meant
more vehicles on the roaslowly unleashing the proble m thffic jams andcongestion. In
Delhi (asin many cities of India), vehicle are not the only objects that navigate through the
roads. The problems of traffic congestion are often aggravatéiiblpyesence of bullock
cars, horsecarts, camelsanoccasional elephants asdaller livestockapart fromvarious
formsof threewh e el er s . Wor se st i | lraffic tulbseandemarthersn 6t s e e
adding to the horrible conditisnlt is a vicious cycle of urbanization when the city does
not have a solution in placés the population grows, traffic increasesong with the
associated problems of traffic jams, pollution, health hazdods of timeand a growing
incidence of road rage

A

ltés a city predicament sit aggavatedthe.proflemar t f r o
of crowding in the city, the situation on the rosdfurther aggregated bthe growing
middle class. Aspiratianfor wealth hae prompted those with monetary means to own
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vehicles, evenwhen it mears a degree of inconvenience. If one is of ertain status in
Delnhi (or in India), he needs to be perceived particular manneby those around him. So
it is essential fothe well-off to owna car, preferably a big onand be chauffeured around
town. Although these problems started gradually,hDebs been putting up with this
situation for quite a whilaow.

Anisha, a college student, haseld/in Delhi her whole life. Maybe because she was

young s he doesndt remember t hemall Buanifdéfintely t o be
had signs of it. Each year, the traffic e major road of Delhi got worse. As the snarls

got longer andnorei nt ol er abl e, t Wwent the eotbep Wa/Today, fheyt i e nc e
seem to have simply run out of patiengith more honking and more brawls on the r@ad

Lately, Anishahasstarted to hatéheroads of Delhi, not that she $iany betterchoicethan

to use themOnce, she and her mother were to take a flight from Delhi to Kolkata, where

her mother is originally from. They leftell in time for the flight to the airport. It was early
August . The sky | ooked gloomy but tdnéy di dn
beenanyrain during thelast one weekAs soonasthey left ther home from New Ashok

Nagarin east Delhi, itstartedo pour.

The dain reactions that followed on the road were miserdbigated eople started to
rushas cars compet to maketheir ways to reach wherever thesere heading. Bikers
parked under bridges to escagetingdrenched. A conglomeration of fleeing bikeo®k

up half of the available space on the road. Wivas worse, in certain stretches, the
rainwvater had no place to run, owing tbe poor drainage system. Water started to rise
creatingwaterlogging andfurther traffic jams. As the vehicle they wergavelingreduced

its speed and eventually cameadnalt, Anisha and her mothg@rew anxioussince they
might not reach the airport on time. ald they miss the flight?Nani (maternal
grandmother) was on her delagll. They needed to reach Kolkata at the earliest possible.
Anishawas only ten at that time, but she knew ttaimaticeffect of missing the flight.
She wanted to get out of the car hawvabeen st art |
faster?

Il tés been t en -cawsesnwstniissedtm:-flightimcidentafi Anisha and

her mother. They only madeon the flight that day because her mother started to sthe at

checkin counter where they were told too latfter much pleadingn total desperaon,

the airline staffagreed sayingij ust D fihe snextmomaet, they dashed to the

boarding gates ifa demon washasing hem. Ani shads mother r e me mi
it was a courageous act she had put together. Anisha, on #ehathd, gets a stomach

ache to this day thinking of . It still makes her nervous whenever she heads to the airport.
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So she leaves home now at least three hours before her flight time even if stkitiéag
quite a bitof time sitting boredon atermiral bench.

Setting the Stage

It is believedthat planning for a metro system generally starts when the population crosses

one million so that by the time the city population is touching two to three million, the
system would be in placéelhi Metro Projectonly took off in 1996. It seems astlie

planning in Delhi had a sluggishstaout t hat wa s n 6 Whieurbanizatienl v t he
was fast taking plageMetropolitan Transport Projeatas set up in late 1960s. Since Delhi

was not alone in thitrouble, three othdvletropolitan Transport Projestwere established

in Bombay, Calcutta, and Madrake big cities that were more or less in the samé. boat

In 1970, the CentlaRoad Research Instituteonducted a study on traffic and travel
characteristics based on transport demand projections. The bgioentrd Road Research
Institute was probably the first one that mentioned the need for a mass rapid transport
system in Delhi.Metropolitan Transprt Projectwas an agency manned by the Indian
Railways to prepare an urban transport development plan. Each dfidétrepolitan
Transport Projechad studied and planned for ways to deal with the traffic situations in
their city. Calcuttd now Kolkatai decided early on that they will go in for a metro system.
Del hi opted for a Ring Railway, a circular
The system was constructed in 1975 and subsequently got upgraded for the Asian Games (a
parrcontinental spdas event that takes place every four years, also called Asiad) hosted in
Delhi in 1982. Since the route touches close to some of the government offices, it was for a
while a popular mode of commuting, particularly for the civil servants. However, the
statons are mostly located in places difficult to access and are not properly connected to
other transport modes. Coupled with other issues, the Ring Railway was living a slow death,
much to the dismay of Delhids commuters.

Growing Pains of Calcutta Metro

While the Ring Railway was established in Delhi, Kolkata, around the same time period,
was already in for the mm® system. The Calcutta Metmoject was sanctioned in 1972
and construction started in the following year. The very first corridor of theu@aMetro

ran on a nor#south axis from Dum Dum to Tollygunge. At that time, the target was to
complete the length of 1Km by August 1987. Being the first ever metro system in the
country, Calcutta Metrdhad gone through growing painkinancial crunch diverting
underground utilities, traffic diversions, shortages of materials, and land acquisition
problemswere some of the issues they had to deal with.
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Delay in project imple mentation was triggered by a number of problems. In some sections,
the constuction came to a halt midway leaving the dug up underground seatidhe

open. This caused a great deal of inconvenience to the residents of Kolkata by dividing the
city almost into two halves. The citizens of Kolkata were greatly inconvenienced &y nev
endingwork on the road. The metro was supposed to have come and saved them from
agonizing traffic jams. Instead, its work triggered more traffic jams that seemed without
end. Gradualy, the momentum for the first metro project in the country was lost.

In 1984, Calcutta Metro was partially commissioned for a length of 3.04 km. However, it
took another decade before the project would be fully completed. What was supposed to be
a fanfare of building the first metro in the country turned out to be a disspgent. But

this bitter experience of Calcutta actually set the foundation for another metro system to
come as many later found out.

The First Metro Man

It must have been 1987A former engineer of the Indian RailwayB,l. Singal had just

returned to India from Taiwan finishing his stint as a designagar working for Taipei

Metrogp oj ect . Since itdod been years, he deci dect
old acquaintance who had now become theaging director of the copany'. The then

managing director was delighted to see Singal and listened to his stories about the metros

from the Far East. After he completed the story, the managing director looked straight into

his eyes. AYou must | oi nidvwihadal® voice mthwith aa way, S
aura of command. The managing director had a plan in his mind. Looking at the ground
situation in the metropolitan cities of India, the country would soon need a solution to urban
transport problems. The requirement forlthuig mass rapid transit system would surely

arise sooner or later. In all likelihood, the metro system in which perhaps only Singal had
familiarity at that time in India, would be a mostly likely option. After much deliberation,

Singal agreed to pin RITE and to start an urban transpor |
established a fufledged team though not necessarily with the experience of metro systems

on board. It would have been impossible to find another professional with working
experience of meds in the country. However, he made sure that his team had a few
professionals who had previous experience of working with the Calcutta Metro.

After leaving the job at the Indian Railways, Singal joined a foreign fo be part of Hong
Kong MTR project. From there, he moved on to Taipéie spentll yearsbuilding and
planning for the metros abroabh those years, he witnessed the A to Z of metro systems,
learning some of the challenges and best practicd®e wisdom that would go into the
making of Déhi Metro in a few years hence.
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Soon RITES was appointed by the Delhi Government to prepare a feyasiitly on an

integrated multimodal mass rapid transport system. Metro was one component of i.

During his days at RITES, Singal once called=o®sreedharanwho later becomes the first

managing director obelhi Metro Rail Corporation@MRC), to travel to Dhaka with him.

Singal and his RITES team were there on a reconnaissance visit for a railway project in
Bangladesh. Sreedharansvaorking at theKkonkan Railwayat that time and SingaVas

well acquainted with Sreedtan and his technical calibeiSingal wanted to take

Sreedhrads opinion on the project. As the talk o
home, one night in Dhaka, they discussedualihe future of urban transport in Delhi.

Among several options, which the city may benefit from, the metro system seemed most
reasonable. Their conversation rolled late into the raghteringaround how the networks

should be planned, how the systehowsld be integrated with other transport modes, and

what kind of technologies should be brought into. The talks on possibilities of what could

be done and how travel across the city would be with the new system were all very exciting.
Nevertheless,theyboh knew t hat t here couldndét be anot |
thus turned what had to be done differently to avoid all the things thatdmedvgrong in

t he met rCiay of Joyid One bbgioudithing to them was an institutional setup.

Hong KongMTR, 1979 Ring Raiway in Delhi

(Photo courtesy: B. I. Singal) (Photo credit: Sumirharan)
Working in the Konkan Railway, Sreedharano u | d n 6 t but hel p feel k

unnecessary interference by the government. Despite being the chief management director,
he was exposed toumerous such instancésat made him feel helpless at times. He was
certain that a structure that allowedlifical interference would only be a bottleneck to a
large-scale project. At this point, Singhhd a suggestioroping in his experience from the

Hong Kong MTR known for completing the project within time and buddetad what

looked like a suitable ddution. The institution that implementhe project should be
independent of all interferences and have full powers to make the decisions it needed. In the
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days of the Calcutta Metro, the project was within the jurisdiction of the Ministry of
Railways (athough the metro projestare now the portfolio othe Ministry of Urban
Development). Since a metro project would be located in a particular State, there would be
a stake of the State government, too. The ownership of the project, it appeared, should
neither be vested to th€entral or State governments exclusively. However, if they only
had equal shares in the institution, neither one could overpower and dictate terms to the
other. Both Singal and Sreedharan agreed that there could be no better optidimistha
model.

In 1990, subsequent to the feasibilty study, RITES was now onto the preparation of the
detailed project reporta document detailing the elements required for project approval.

When thedetailed project repbmwas prepared, it had 50 teadel reports, 101 tender

packages and 2,066 drawings. The reports addressed various aspects of the proposed Delhi
Metro, one of them being its institutional setup. It is not difficult to imagine that equal

equity paricipation from the Central and fate @vernments was part of the
recommendations. Thi s, by far, was the Dbigg:
metro man.

Fifty Years Too Early

Inttially, there was a thought within the government to have Delhi Metro project
implemented by private concessionairésideo Omori, a Japanese engineaho was

working fora company calle@acific Consultants Internationat that time heard about this

new venturd. His guess was that no one would come forward. He was right. When bids

were called, there was no interested party. Omori had Weking n railway sector in
Jakarta for many years and he saw a great po
the bid invited by the India governmentlosed unsuccessfully, Omori was quick to take

action. He arranged for some grants and supijporh in and out of his company and

decided to investigate thwpportunity further.

His plan was to have a Delhi Metro pecj financed by the Japanese government while

bringing necessary technologies from Japan. He landed in Delhi in 1991 with the aim to get

other Japanese players onboard. Although numbering only a handful, there were several
Japaneséusiness firmgresent in IndiaHe visited them one by one and explained them

the project. Despite flomdiscodnrymenxeceiindiéereptnt , r e s
Most thought his talk to be a dream and considered it impos€ibiee he was told Mr .
Omori,youare5 0 years too early to think of such &
back after 50 years?o
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Determined to bag a big project, Omori did not give up even after getting adverse, often
bitter, comments from his fellow citizens. He made an imple mentataonfpl the project

and provided it to theJapan International Cooperation Agency (JI¢AAlthough the
reaction ofJICA was no better than that of the Japanese companies he had already met, he
knew that with or without the Japaned® project would oneay becomea realiy.

The Final Push

Singalmadea series of presentations, 70 to 80 of them, from the time of the feasibility
study, detailed project repartand then until finally the project got approved in 1996.
Luckily, he had partners. First, it was S. Regunathan, the then Transport Secretary of Delhi.
By virtue of his position, Regunathan was fully involved in the process of planning. From
1987, until ® was transferred toutside Delhifew years later, he would meet the team
from RITES quite literally every week to discuss various matters. One such matter was
about underground corridors. Because Delhi was already highly congested in the 1980s, it
looked impossible to have surface or elevated corridors everywhere. But having
underground corridors was also not so simple given that there were many utilities
crisscrossing underneath the city. Meetings were called with agencies like the Delhi Jal
Board, which was in charge of water supply and sewerage to consult with them on the
possibilities. This exercise prompted everyone to recall the difficulty faced by the Calcutta
Metr o. Synchronizing with multiple organiza
countty. Realizing how much of the precious time could be lost if not done correctly,
Singal and his team suggested in their report to have coordination for utilty diversion and
land acquisition among other things. If these preliminary things were taken cate of
major construction could be done much more easily.

Around the same time when RITES had submittedd#étailed project repoih 1990 N.P.

Singh was appointed as an Additional Secretary in the Ministry of Urban Development (it
was called the Minisy of Urban Affairs and Employment then). Prior to coming to Delhi,

he was a Principal Semtary in KarnatakaSingal had all the nittyitty details of what had

to be done to transfor the project into realityOne of the greatest challenges, Singal felt
however, was getting the finance needed for it. It was at a conference on mass transit in
Paris that the two men met and discussed the possible financial arrangements for the Delhi
Metro project.Oblivious of the loud conversations and chattering of ofbenticipants in a

large banquet hall, the two men sat next to each other at a round table. Although it was the
first time they were meeting, they exchanged idaathusiasticallyas though they had been
working on a common cause together for some time.

As Addttional Secretary at th€entral government\.P. Singh was given the responsibility
to prepare a paper on an urban transport system for Delhi. It was around this time that
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representatives frodlCA came to meet him. The very first meeting WHICA felt like a
casual meeting. The Japanese representatives informallj.®l&ingh that they might be
interested in financing the Delhi Metro project and would like to look into the technicalities
of it. It was a welcome suggestion. The Japanese vidlit®d Singh several more times
before taking up their own study. First they did a study on the technical feasibility and then
on financial feasibility.

N.P.Singh scanned through volumes of earlier studies on urban transport. Given the gravity
of the isse, many expert bodies had been formed and reports prepared in the past. The
Planning Commission, the Ministry of Transport, the National Commission on
Urbanization and its Working Group, the Ministry of Urban Affairs and Employment, all
had their own taken the issue. One thing that was common in existing reports and was
clear to him was thahass rapid transit systewas not going to be commercially viable. It
would not have been possible to finance the entire project solely on the revenues from the
fare box. The project needed to be treated as a social necessity to free people from suffering
time losses, inconvenience, pollution, and mounting anger. At that time, 88% of the metro
systems in the world were running in the red and were subsidized. Thexoaftien was

Hong Kong, but it had taken them 10 years into operations to taomimercially viable.

Nevertheless, in anticipation of the project, thass rapid transit systepmoject in Delhi

got inprincipal approval in 1994. Based on the RITES neme ndation of a joint venture
between the governmentsf India and Delhi a corporate structure with equal capital
contributions from both governments was created. Although the final investment approval
was not in place, the institution responsible for pheject, DMRC was registered in May
1995.

JICA initially hinted at financing 85% of the project cost as a-tgn debt. Although
secured funding was essential for the project, Singh knew it would have been too much and
called upon Singal to discussteame. Just as they had once sat in the Paris conference hall,
the two now sat ilN.P.Si ng h 6 s o f fBhasanto puttheiNheadsnimgether once
again. Hour after hour, they discussed to find out the most suitable option. Then an analysis
by RITES found that there was no need to have 85% of the project cost covered-by long
term debt.

As 1996 was approachindyl.P. Singh gt a promotion. Normally, a civil servant would be

transferred from his post upon promotion. However, the government was already aware that
something was brewing in Singhoé6s office. Th
Gowda, was a former Chief Min&r of Karnataka. Althoughl.P. Singh did not know the

Prime Minster intimately, beindfrom the Karnataka cadre, the Prime Minster knew of
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Singhds wWNoP Singhrwgs. retad@d where he was. Most of the officers working in
t he Pri me Miahthestime wedesalsoofforh Karnataka cadre . Singh
shared a good understandmgth them. It was double lucky that the Prime Minister had
urban development as one of his portfolios.

Although the requirement for enass rapid transit system Delhi had already become
something nobody could ignore, the sheer volume of capital required to build the system
and a traumatic experience of the past made cestaitionsof the government wary of the
whole plan. The project cost at that time was estimatedb¢ Rs. 48.60 billion
(approximately $1.36 billionfor Phase 1. The request for final investment was taken to the
Cabinet in August 1996. However, given the magnitude of its cost and finding the project
not so financially viable, the Ministry of Financeeated a tide againstP. Singh. With the
financial internal rate of return pegged at less than 3%, it did not look like a project that
could recover its costs. He almost found the situation ironic as his counterpart at the
Finance Ministry was his predessoriDoe s n6t ever yone know Del hi
N.P.Singh reasoned it was a social necessity to have metro system in tHgutite was

hitting a roadblock.

In the following month,N.P. Singh was called by the Prime Minister to come to his
residence and present the case in front of all concerned before a final call could be taken at
the Cabinet meeting. By this timd,P.Singh and Singal were partners in the struggle. For
several days hey sat late into the night . P . Si n gréaparsg tlefpfesentation.

They made a tefeet by terfeet miniature model of Delhi. The model with the suggested
metro network was specially made for this occasion. Singal thought it would help the othe
visualize and understand the whole project better.

The day before the Cabinet meeting, they drove togeth@ Race Course Road, the
official residence of the Prime Minister. Tall jamun trees frehigeth sides of Race Course
Road. They were lush gea and the place was silent except for the occasional cooing of
doves. This part of the town was so unlike restof bustling city A welkbuilt man in

khaki uniform with a walkytalky in his left hand checked the identities and let the vehicle
throughhe gate. i NHPi Singh ismiling duietly as ©iealookkd at the bundle of
files on his lap. Singal nodded without a word in response. There was nervousness in the air
because of the great responsibility on their shouldgursboth the men knewat the back of

their mind that everything would be okalhe day Singal visted the RITES office ten
years ago, he neveeally thought he would come such a long way with nieev project.

Over the last one decade, planning for Delhi Metro was not thetbimyg he had been
doing, though, by far, he spent more of his time and effort on it than anything else he had
put his hands on.
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Soon they were standing in front of a power packed audiences. The Prime Minister,
Lieutenant Governor of Delhi, Chief Ministef Delhi, Secretary from Ministry of Finance

on behalf of Finance Ministeand Principal Secretary to the Prime Minister. The
presentation went on for more than an hour. The main discussion was on the commercial
viabilty of the project.N.P. Singh justiied that the aspects beyond finance had to be
considered as well. The economic benefits of having the metro system in place, he argued,
would be tremendous. Such benefits would include monetary savings that woutd resu
from saving of time by trawmg by the metro, reducing the number of road accidents, and
reducing pollution, among numerous other things. When he finished talking, the audience
were silentas though they were spellbound

That week was unusual in the sense that three Cabinet meetingheldré\fter much
deliberation, the Finance Ministry was finally convinced. It had taken more than 30 years
since the metro system was first mooted for Delhi. Not surprisingly, Shaghkpent as
many years in planning as the construction of the Phaseultl wake. But finally, Delhi
Metro project was now on the verge of seeing the light of day.

——
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Making of Delhi Metro

Whenthe Delhi Metro poject was originally approved kize Union Cabinet in September
1996, it had three corridors. Out of 5%® length for Phase 1, it was to have k2B from
Shahdara to Nangloi, 1&Bm of underground section from Vishwavidyalaya to Central
Secretariat and 19/8n from SubziMandi to Holambi Kalan.

DMRC started its operation in a modaste with very few officials in place. WhedlCA
sanctioned its share of fundingtine form of a loan, itdid so under th conditionthat the
managing director of DMR®e in place After much search for right candidate turned out

to be unfruitful, JICA indicated that they may stop the funding. Sensing the urgeiney,

then Chief Secretary of Delhi called on Sreedharan one day. Sreedharan was told over the
phone thathe Lieutenant Geernor of Delhi wishe to see him Sreedharan agreed and
made a trip to Delhi. As he was not familiar witie Lieutenant Governor, he firstent to
theChi ef Secr et avheyedhe two Mmémiet ® thé offcenof the Lieutenant
Governor togetherAs t hey walked i n, Sreedharan sense
meeting as hbadexpectedThe Lieutenant Governor was not alone. Alongh him were

the Chief Minister andhe Transport Minister of Delhi. They alflad welcoming looks on

their facesbut seeing them together, Sreedharan suddenly felt the air §grgdharanook

his place orthe sofahe was still wonderings towhy they had suddenlycalled for him.
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It was theLieutenant Governowho started to speatuietly. ALook heaswlyo he sa
his voicetinged withat one of seriousness. AWebve been t
for the Delhi Metro poject, but we have been unsuccessful in findingr i g ht person. 0

Sreedhran knew the situatiowell as he himself was on the committisat wassearcing
foramanaging director. nWe f eel t boatnued/itkeu c an e
Lieutenant Governormrevealing the reateason for calling him heréVhile Sreedharan

continued to listenn silence, the Lieutenant Governowent on to explaiwhy Sreedharan

would be the right persdiorthejob i Pl e a s e hedidaly saidt up, 0

Sreedharan took a deep breath. He felt grateful that they acknowledged his technical
capacity andelievedin his ability todrive this unique project to fruitiorBut honestly, he

never thought of running the Delhi Metro show on his own. Had he wanted to live and
work in Delhi, Sreedharan would have done it years earlier when he retired from Delhi. In
fact, e was never keen on staying on in Dé&lltiwas not a place he considered home. He
came from the South and his heart always remained there. At this age, why would he
relocate to this bustlingovercrowded and dustyity again?

Straightening himself othe sofa, Sreedharagently explained why hecou | d n 6 t be th
DMRC managing director. First of all, he was still fully immersethmKonkan Railway

Project. They still require his service and the Indian Railwagwere unlikely tolet him go.

AThat ai spr ddideheliedtenant Governor lookg inquiringly at Sreedharan
NnGetting you released from I ndi ahwilReeitol ways i
it that you are released. 0

As his first excuse fell flatSreedharatried toexplainthat since was past the age of 65, the

top men sitting in front of hinmay notbe able to benthe rulesaseasilyas they thought

The Central government never appoints someone of thataagkhey would not clear his

name he continued explainingMucht o Sr e e d h a rthe higutenantd Govemary ,
replied in confiden&hesadlSdmsi n@@oSr dedcdhower dndg o
take their offer, the Lieutenant Governor lowered his vojcstopped smiling, and then
explained that if no onokup the post of managing director, thevas a danger of losing

the funding secured fromlCA and thatSreedharamught to consider this point arndke

over. Sreedharan wagell awarethatthe Lieutenant Governor was t b.Thefroom n g

fell silentfor a few moments asveryone seemed to be waiting for Sreedharan a.ns we r
He took another moment to think, closing his eyes for split of second in seachrgwer.

And then he decided to takiee plunge.
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From his earlier experience and his ongaostiguiggleat the Konkan Railway, Sreedharan

knew too well that uninvited interference would ruin the party. He set his condition forward

that if he was to be the boss at DMRC, he should be given complete freedom to run the
organizationT h e r e s h myihtetfarénte frone poliicians and bureaucrats. And he
should be able to c hooapledtheheiutsnand Governorevithout A Agr e e
any hesitation thusstaring the long journey of Sreedharan with Delhi Metro.

Money Matters

When Sreedharawalked into the modest office of DMRC temporarily housed in Rail
Bhawan on his first day, he smiled in the corner of his nkimowing wellthat the most
worrying hurdlehad alreadybeenclearedfor the Delhi Metro poject The financial loan
extended bylICA tothe projectwhich made up 58% of funding required for Phase 1, came
in six tranche$ This meant thallCA haddecided the amount of loan to be sanctioned for
the project in six different years based onirtliisc ussios with the Indian side. The first
loan fromJICA hadalreadybeensanctioned in February 1997.

In May 1998, Operation Shakti was launchedn¥olved detonating five nuclear bomlag

the Pokhran Test Range the Thar Desert of Rajasthan. While Indiatesnuclear bombs,
Sreedharan was tested for his optimistic speculation. The nucleardeastviad economic
sanctios on India froma number of countries, Japan being part of it. Most of the officials
closely asociated with the Delhi Metror@ject, both onthe Indian and Japanese sigdes
believed that theravould be no discontinuity in funding of Delhi Metro since it was a
tranche project. And that is tlsorymost people would telsaying that there was no doubt
in their mind. Howevemn the groundj t wa s n Gafictuaesfor &few. g h t

Soon after the nuclear tests, criticism from the international community came and some
nations reacted with varying degree of sanctions on Inthe Japanese government
announced that it will freeze all new despinent assistance loans and grants exitege

for humanitarian groursd One day, representatives frotme JICA office in India visited
Sreedharan. He was not informed precisely why they wished to see him, but wihattdld
had to do withsomething abat funding the project. As soon as the Japanese walked into
his office room, Sreedharan sengleatthey had come to see him f@omeseriousbusiness

He greeted them and they smiled in respotiseughtheir expressiorcertainly looked
superficial. Despitg¢he soaring temperature outsidée Japanese came farmal business
attire as usual crisp white shirs buttoned to the top to make room for the ties they
certainly never forgt to wearfor official meetings. It must have fe¢venhotter for the
Japanese.
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Thewwvo men adjusted themselves in tdeaskOneevol vin
of them put his hands on the table, clasping them together. He leaned forward a little and
cleared his t hr oasHd, takiigMrdeep [Beath ketble @antmuifigWe h e

may have to stop financingeD e | h i Metro Projecto he said bl
no explanation. i How c ohadstdrted/picking gpasgeedt Yoat ? T h
know how importantyour fundingis to uso said Sreedhararreacing hastily.

The Japanese responded apologeticallylow voice i Y e s,  woeheylsaidd lmenthe
two men went on to explaiteking turnswhat ha been already broadcasted in the news
hundreds of timesabout how India conductethe nuclear test, what the international
community tlought of it and that the Japanese governmemtas stopping the official
assistance and so on.

With the originally sanctioned amount of funding, DMRQllsready started prepag the
ground for major works to come. Procurementla very first batch of civil works and
rolling stockswere underway. Ithe money stopedflowing into DMRC now, all the work
would come to a grinding halt

It was forthe first time, Sreedharan Idsis te mper withthe JICA officials. From the day he

took up his position as the managing director of DMRC, Sreedharan felt his team and the
Japanese have been building a strong partnership. But this conversation felt like the bond
they have nurtured waing jeopardizedWith rising voice, Sreedharan demanddGA
representativeso decide on the spot whether further fundinguhd be provided forthe

Delhi Metro pojector not Otherwise he continuedhe would look for an alternative. With

or withoutJICA funding, DMRC will continue the work, so he needed to know what step
he hal to take next.

The wo Japanese men looked each other but said nothing. Sreedharan kel that

they were not in position to take the final call. They exchanged a few more words with
Sreedharan buwithout anyconclusios. Insteadthey told himthatthey would re mainin

touch with him regarding this matter atithnked him for the time. As the memlked out

of his office room, Sreedharan saw erof them loosening his tie as if to relieve himself
from a tension

From 1993 to 1997, the amount of external assistance provided by Japan tetbodia
aboveRs. 40 billion. In 1998,in response to the nigar test, it plunged ta mereRs.5
billion. The share of Japanese otiitdevelopment assistanae total external assistance
received in India also dropped from 24% to 6%. thernext three yearg|CA did not take
up anynew projects in India untihe economic sanctisrwerelifted.
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However, soon after the two Japanese met Sreedharan, he was informed that for those
projects for which fundindpadalreadybeenagreed, the funding would not stofhe JICA
representatives never explained to Sreseahwhat kind of discussions had taken on
Japanese side or how they managed the situation to continue the funding. Next time he saw
them, they had a great relief on their face. And the news was a great resphestor
working onthe Delhi Metroprojectas well.

Standing Ground

The very first thing that needed to be done at DMRC waselect a general consultant.
General consultant & team of foreigmand Indianexpertscontracted by DMRG@vho would

help in implementing the projedby getting involved in designing, contract tender,
supervising construction among other thin§sce it was considered the first metro project

in the line of urban transport in Indid|CA insisted and set a condition to empaael
general consultant. Tharoject being funded byICA, the process of selecting the general
consultant was clear. When Sreedharan came to DMRC, the bidding process was already
on. All he did was to finalizet.

A Japanese firmPacific Consultantsinternationaland their jointventure partners were
found to be most technically qualifigdr the jobandanacceptance letter was issu@ilt

this was not meant to be a trouble free ride for Sreedharan. Almost immediately after, he
felt the pinch of poltical interference hkad tried so hard to avoidThe Minister
summonechim andwanted DMRC to withdraw the letter of acceptance citing that other
bidders would have been cheaper. The selection process followed the guidelines laid by
JICA, which allowed them to open the financial bid of only the first ranked technical bidder.
Only if the financial estimateof the first ranked bidder was unreasonable, cahédy
consider the others. Sreedharan stgamuindfirmly, fully aware that he and hteam hal

done nothing wrong. He also knew that bringing a Japanese consultant would prove to be
beneficial. Japan lobe xcellent metro systenand high speed raMaysacross the country.
Given that a large chunk d@he Delhi Metro projectwas made possiblevith the funding

from Japan, he felt that the selected consultant tearnu@ct as a usefliridge between
DMRC andJICA, if needarose His job as managing director was not merely to decide on
technical matters, he hadsoto make sure that his orgaaiibn worled properly.

After much deliberation, although there was nothing to give in, Sreedharan decided to
consult a Cabinet Secretary. The Cabinet Secretary reminded Sreedharan that he was in
chargeAfterall, wasndét t his t hegathadtheughsyearsggatcahave n h e
a system of institution thatoald prevent vested interestfrom influendng important
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decisions even befotkeDe | hi Metr o project was almdroved?
boldly demanded certain condit®te metvhen he was asked take charge asanaging
directorby the Lieutenant Governor of Delhi? Sreedharan and DMRC stood their ground

with unflinching belief. They had nothing to hide as the selection procedseka fair and
transparent. DMRC disclosed thading process and provided explanations. Eventually

those whahadmadethe unnecessarglamour quietened down and the bid was accepted.

This was justthe first incident when everyone at DMRC felt thankful for having an
institutional setup that allowedrsingle party to hava majority sayin anything that hdto

be decided. Sreedharan, being a seasoned engineer, wasted no time in making decisions
based on his technical knowle dge.tthe yearsthat followed at DMRC, he wasted no time

to take advantage ohe situation where he had the ultimate say in most of the things that
had to be done in DMRC. Because he knew his job, he never thought twice on taking
decisions that would otherwidwveaffecedthe pace of the project.

Bringing Japanese on Board

Years earlier, Sreedharahad had the good fortune of seeirig; the first time how things
worked in Japan. He visitethe Tokyo Metro. He was certain that the wtye Japanese
worked and their technology would ba great benefit tothe Delhi Metro. The most
attractive trait of all thathe Japanese possessed was the way they stuck tothenavay
they valuel time, andthe way they adhedsto scheduls. It was almost like an obsession.
But it was also necessary for urban transport totliteeebjective.

There were times whedICA hinted at possible discontinuation of funding, Sreedharan
actually wanted to tell thertinat DMRC could opt for other financing. Bube considered
more important for his men to work side by sitie Japanesend learn their tunnbihg
technologies, the managemenéthos ther value fortime. Foroperatingrailway systers

in Japananythingmore thama minute was considereé delay when the rest of the world
was far more lenient.

When Omori from Pacific Consultants International, now the project director for general
consultant team of Delhi Metranet Sreedharan for the first time, Sreedharan already had
the principal of not allowing anything to be late beyond one minute. It wagssinig even

for the Japanese. Speed and precision are the soul of urban transport. If they are not
respected, the metro system will be no different from the railways. And this is why despite
initial plans to make the metro interchangeabigth existing hdian Railways systems,
Sreedharan rejected the ideatright. The purpose of Indian Railways was different, they
had a much bigger coverage across the counftoy a longdistant travel To be
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interchangeable with the Indian Railways meant forfeiting ey ore principle of the
urban transport system.

Learning the Japanese way would be an asset to India as a whole. Sreedharan knew that
soon there will be need for more metro systems in India. Thees no better way to take
advantage of Japanesgpets while theywer e her e. He di dn@dtdowant t h
their part in the project and leavebut let Indian engineers absorb as much knowledge and
skills as possible. Thern the near future, Indiansauld do it on their own, not only in

Delnhi Metro but in other cities, too. So it was not a simple consultancy seRawdic
Consultantsinternationaland their partners had to provide to DMRC. Sreedharan wanted
Omori and his team to make sure they tramsfitas much technical knowledge and kil

to his engineers. DMRC staff also made sure thatwesg central to the project instead of
having the general consultants handle things. This was their way of making sutigethat
DMRC brandwas established and marketed by none other than themselves.

Omori was highly surprised and impressed with the demaatlby Sreedharan. It was a
sign of commitment, an indication that the projecowd head to success. Omori,
appreciating the genuine commitment on the part of DMRC, decided that his t@ach w
openhandedly support this cause. In his first speech to the contractors who attended a pre
bid meeting,he emphasized that when Delhi Metro become operational, no more than a
oneminute delay would be tolerated and the same principle of adherence to sahedul

be observed if they were to be part of the project.

Diversion of Utilities

Therewere quite afew thingsthat theDelhi Metro project learned tackle correctly after

the agonizing experienc@ makingthe Calcutta Metro.Ask any Kolkata residerdabout

those years and they would roll their eyes before describing their ordealfdradxample,

Ani s ha 6 svhogrew up &ith two youngdsrothers livedin Kolkata untilthe 1980s.

Once the works othe Calcutta Metro started in bits and pieces gldre whole stretch, the

dug up earth divided the city into half, [ it
open heart surgey Unf ortunately for Kol kat a, t her e
those days that allowed the contractors to make lmg holein the ground instead of

digging up theentire stretch othe metro corridor through which a humongous excavation
machine would be lowered for boring undergroufidchnological advancementer the
yearsbenefitted theédelhi Metroimmensely byreducing public inconvenience.

Alt hough 100% Bengal. herself, Ammstba 6 s mo |
reminiscence abothe Calcutta Metrssayingfiy ou donodt l et t haelt Bengal
would be followedby sayingfit hey are good f or poet factes and
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that thest at e ment of d&amsesmea 6t5r ntolt ,heirt bwatlsen ot
Bengali character. To start with, Kolkata only had about 4% as road in total surface space
compared to 25%n Delhi or 30% in other cities in the country. It was the old congested
city, the rainandthe moving earth that madeso difficult to builda huge infrastructure
especially since it wasithout any precedence in India.

AWe had to wadnktoooss ditoigs dagdA n ip$ h a 6 ,gementbénig e r
the way she had to reach school pulling the hands of her younger siblings. Part of the
reasonwhy people were put through such a testing experience wathe shifting of
underground utilities. To budl underground sectisrof the metro, the ground #do be
excavated. Before oneould godeeper, there would be complicated network of water
supply and sewerage pip#isat needed to be shifted out of the wé@ther government
agencies in charge of thesglities had to be roped ibeforeMetro Railway Calcutta (the
metro project implementing agency, now Kolkata Metro Rail Corporation)d gettheir
handsto it. In some casesheseother agencies were reluctant in such a manner that gaps
were left in the ground so as not to actually shift the utilities. Coordination among multiple
agencies has never been an easy task in India. \WHelanetro agency had its own
timelines, the otheis workedat their own pacecaudng inordinate delas:

Assembling of a tunnel boring machine
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Engineers at DMRC were well aware thfe fallouts from the Calcutta experience The
current managing director, Mandgiingh, had worked on the Calcutta Metro project in the
past. It was based on this experience Braedharan insisted Mangu Singtjoin DMRC.
Watiting for someone else whodao stake irthe projectwould not yield fruit. Instead of
requesting the utily owning agencies to shift the pipes and wires, DMRC decided to take
the responsibiltyuponthemselves. Singh recollects how other agencies intially resisted
this new found idea. Afterall, it is their property, their territ@yd they had their own
traditional way of working things.

After much persuasioa compromise waseached The factthat DMRC was staffed by
Indian Railwayg engineers helped convince the other agencies. DMR@dwe in control

of the diversion work, butwould involve the other agncies in preparation of detzd
drawings and approwaWwould be sought from them. During the execution, if they so
desiral, they ould supervisethe works Besides,the contractors whavere experienced
with other agencies ould be used. To make things smooth, DMRC at times recruited
retired personnel from utilty owning agencies who would liaise with their old colleagues.
This way, civil contractors of Delhi Metro wouitbt suffer, by having their machinelying

idle on the sidewaiting for the utility diversion tobe implemented

The benefit of shifting utilities on their own not only advadthe speed of workhis way,

DMRC could make suréhat thepublic would be least disturbedhe first few instances

where the utiltyowning agencies agreed, were used to demonstrate the capability of
DMRC. Havi ng directly witnessed DMRCO s compet
confidence in DMRCIn one instancea 1.2 m water main needed to be diverted. It was
supplying water to 500,008e0ple. Where the water supply agemeuld normally ke 48

hours to completa similar undertaking, DMRC did it in 12 hours. The motivation behind

was fairly simple: on the account of Delhi Metro work, people should not be
inconvenienced. This canasagreat surprise tthe other agenciefoo.

Other Noble Things

DMRC taking control of utility diversiaahas proven to be a noble idééevertheless hat
wasnoét the only t hi forghe bBr& tinteiin th®l eountryo Shitingdther i g h't
utilities on their own eliminated unwanted tinbess in construction. Furthermore,by

reducing the time required for civil workihe Delhi Metroproject was ultimatelyeducing

the time the public wasconvenismmced DMRC has employed and deployed their own

traffic marshals around the construction sites to guide the vehicle on the roads that are
forced to meander throughe work sites Behind the traffic marshabtooda series of sky

blue metal barricades thathysically separated the construction sites frtha rest of
everydaypublic space. India was not used to cordoning off the work site from space for
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everyday living evenwhena large infrastructure was being built. It was one of the things
insisted upon by the general consultarfior the safety of public These Delhi Metro
barricades are common sight today. The blue barricades that have become iconic to Delhi
cityscape were a real eye opener to ordinary citizens when they were first set up.

When some of the first sets of barricades wired DMRC logo came up in central Delhi,
Anishaés mot hewihasmever .pasWonderm what they ar
curtaind  ssdick expressing her doubt agigting them a quick look from theorner of her

eyes. It was a practice no one was used to seeintheldays ofthe Calcutta Metro,

everything took place ianopen theat. In contrastthe magical works othe DelhiMetro

were taking placebehind the metal curtain in DellVhen the wdk was donefor the

underground secti@nthe barricade would be removed and the familiar road cameimack

view as if nothinghad happenedSomewhat cynicallyA n i s h a 6 svoukhextlding r

iHa'! I wonder if they @weally did anything un

But DMRC certainlydid their job and moved orAlthoughthe elevated sections weomly
partially veiled,sincethe erectegiers were much taller than the height of the barricades,
veiling the real ground activities behind the cordons gasense of vanity to the whole
mission. In fact, the manner in whidlne Delhi Metro poject approached the construction
completely overhauled the culture of construction in India. Apart from cordoning off the
work sites, DMRC imposedseveral safetyneasuresipon the workers that are worthy of
mention Workerswere strictly guided to put on gears like helmets and glévesmething
unheard of for most who were used to workvyeba, if not wearing tattered footwear.

Barricade of Delhi Metro Works on elevated section
(Photo credit: KaushilRamaswamy)

It must have been around year 20Qthe ofAni s ha és ms whowas adrking nc | e
for a local dailyat that time dropped bytheir flat justas supperwas being servedeing a
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bachelor, he would drop by fa weekly supperi Ca n y o u heé saa gluringetheo

course of conversation at the dinner tabliehe Delhi Metro people are making those poor

workers wear helmets on their headdg | oves on t heir (¢lecodes. 0 Del
his beat and thus, the young journalist was following the happeomgslay to daybasis

He often had firshand information from press visits organized by DMRC. More often than

not, he would enter the house with exctement, particularly afeenigit to Delhi Metro

work site. A Man, t hese peopol eHearwo udaodi negx psloan
Anisha, i ttrbcksdeaving the work site are cleansed off of their wheels so as not to take

sand and dust out of the designated area. DMRC evésrsahe streets so the fine dust
accumulated due to construction will not flare up in the a@a h e eAniphh eoulch e d

feel her uncledés enthusiasm but failed to un
would then explain that in Indiasfar as public organizationgere concerned, no one tha

displayed such degree of care for the public whom whae supposed to serv®n the part

of DMRC, it  was n o0 toinduce mastly sineduecated migranteworkerstto

buy into the idea that thegmarswere for their own safety. The workehad never worn

these items nor lobkthey seen otherdoing so. It wasertainlyuncomfortable for them to

grab tools withthethick glovesas theirfingers would not move freely.
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Branding Delhi Metro

In December 2002, the first section tbie Delhi Metro opened to the public with great
fanfare. By the time the short corridor was commissioned, most Delfpgepleliving in

Delni), had heard ofthe great speedat which the project was advancing. Since the
constructionreachedull swing, people hd withessed the works athe ground atsome or

the othemoint in time somewhere in the city. However, the outdoor was not the only space
that constantly remindeBelhi residentsabout the modern marvel the making.

In fact, if one is a subscriber to any of major newspapers in Delhi lik&ithes of India
andHindustan Times t here i1 snodot a week that goes by
Now that there are more tha200 km of operational network around the capital and

knowing that theDelhi Metro project has been aroufmt close to two decades, one would

almost wonder if the people of Delhi aaay longer interesteid the happenings with Delhi

Metro. What importarce would it have for the people in the city to know what kind of

signalling system is going to be used for upcoming lines? Is it coincident that the major
publishing houses all carry similar storieis Delhi Metro from time to time, ois therea

dearth ofmore important issues to cover in the city?

The media in India are generally fierce and quite critical of government projecés. In
country where large infrastructure projects often fail to meet the deadlineand
surrounded with scandals, the mesdigws little mercytowards themContrary to thisa
close look at thestories reported on Delhi Metro reve#tiat the media is inclinetd report

it in posttive light.
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This is a surprisingrend since the media cauhave, if they so wished, unearthed and
reportednegative storiesParticularlyin the case obelhi Metro, they had to acquire land,
demolish what was on the lgrahd buill the infrastructure causing great inconvenience to
the public. Any of these incéhts couldhavebeentaken up as a story that desatyiblic
attention.So why did it not happen?

The reason is not difficult to se®MRC was ully aware of what the medienight be
interestedin and what kind of repercuss®m@any negativepress coverage would haes
public opinion. Delhi Metro, thereforeonsciously built tsapport with the media. In fact,
public relatiors was an areaghat DMRC strategically addressed from its early stage
imple mentation.The public relations team @MRC paid great attention tase the media
as a meanef projectng a positive image to society to build confidence in the projébis
by itself is a departure from the norm since neitlagiway nor urban transport projeckad
ever given much importae to public relationdn this country earlier.

Selling dreams

Anuj Dayal head thepublic relations team and has been worlkan®MRC for the pastl8
years. Coming with previous experienge public relations, his task was to act as an
interface between DMRC and the media. To build Delhi Metro, the project authority had to
acquire, destrgyandcausehasslsi all rathernegative things.

Dayal was aware that if negative stories are projetdethe public, the peoplevould
perceive Delhi Metro to be another inconvenience, if antailure like its poor cousimn
Kolkata. He could easily imagine how such a pessimistic perception can snowball into
catastrophelf the people whose landas beng acquiredand whose everydayis would

be disturbeddue tothe construction of the metro had no confidence, their feelirgddv

only become a roadblock for the project. Dayal alkmew very well that the media,
particularly inthe Indian capital, was aggressive and having them carry correct facts about
the Delhi Metro was essential for successful implementation. No ownkeqb#ée so far
thought of how important public relations can be in railway or urban infrastructure project
But it was obvious to him that careful handling tké media required great attention.

In the initial days of DMRC, Sreedharamas averse toneeing the media because of his
bitter experience with the medé@uring his Konkan Railway daysSreedharan fekhat it
wasbetter avoided.

Media persons were not allowed in their office. When a negative rejpsrpublished, his
attitude was to take legal action against the publisher. Thicerésnly not a good start.
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The first thing Dayal had to do was to chantihe mind of his bos$o Dayal called two
journalists from theTimes of Indianewspaper one day tprovide them aconfidence
building interview with Sreedharan. Sreedhanaas quick to realizethat when the
informationwas provided properly, the mediataally repored positive storiesSlowly, but
surely his attitude started to changaedD a y a | Osstareed td frauctify.

Another painstaking effort Dayal took was to regularly brief the medith@happenings

of Delhi Metro while ensuring that the information given wats centrally controlled. He

ensuredthat any itemslikely to createnegative notios were projectedin a positive
perspective. It wasnot stinstaadhe was selirgisedreaanni pul at
of Delhi Metro to the people through the media.

By 2000, Delhi was at the height of chaotic traffic congestions. With madding ssowed
reckless buses on the road, people were actually fed up with it. Instead of projecting how
many months the metro constructiorowld obstructhe traffic movement on the road, he
made sure that the focus of the story was on how transit within theveiid be eased

once the metro b@me operational. But these words he was feeding to the medie hed
backed bywork onthe ground. Once the work of Delhi Metro visibly started moving and
people could begin imagimg the life of traveling in the metro, the positive story effects got
magnified andstartedworking.

In fact, it was more than just méeg the press to supply them something theydera

living out of. Many months preceding the opening of the metro, the people of Delhi were
provided a peek intevhat an experience it would be to traveltte metro once itwas
completed. The narratives ofelbi Metro centered around how the openinghw metro
system would reduce traffic congestion in the cityhereby resolving other associated
problems like pollutionand how comfortable it wuld be to travel in the metro, an iconic
modern transit systeimdia was deprived of until then. First the media, and then through
the media, public support was garnered. This was all so important in gaining patronage
from the public to help the project achieve its target ridership.

In the years to follow, the works of Delhi Metro progressed and expanded. The gtz of
public relations team a lssonmtinsdlinothelsame gianeew and L
Dayal knewthe psyche of journalists. Stories are bread and butter for. thehe axd his

team continud to actively passon information about Delhi Metro. Dayal also made sure

that the technical aspects dhe metro were converted into neengineering words the

common personauldcomprehend. Their rapport building was such thatotild not be an
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overstatement to sapat most of the publishing houses are welkhers of Delhi Metro
today.

One must also not forget that, perhaps for the first time, people witnessed a massive urban
infrastructure projeatinfolding in front of their eyeshat adhered strictly tstringent safety

measures dts construction site andin meeting deadlines. Such feaisheard of in India

wonthepe op | e 6 $his b ecato sasthatDe | h i Metro doesnodt ever
raising stories. They sometimel®. Butthese are glossed over atie mediagenerally

shies away frormegativereporting After all, they say,fiThe Delhi Metro has done so

mucho

The role of a googublic relatios strategys perhaps most understated in railway or urban
transport projest But thepublic relationsstrategy of DMRC has provehis wrong. While
DMRC never really spent money on advertising the prpjeédcused on working directly
with the media and savedlions of rupees in its place.

Opening of the Metro

An i s hegbbsy Mr. Agrawal always talkked about how he was looking forward to
having the metro systenup and runningn the city. In those days, he often recalled his
college days fronthe 1980s To commute, he heavily relied on unreliable buses. He would
stand waiting for the bus to come without a clue as to whewoutd finally arrive athis
stop. When it did come, it was like making a dash for sometg melyprecious. The
bus never reallseemed to stop properly regardless of how many paogrewaiting for it.
Curious by nature Mr. Agrawal was a wetraveled manBeing aware of metro systesn
alreadyrunningin other countrieshe wasverys ur e t hat | nwbildréqgeire me ga cC i
similar systers in the not so distant future. After what seemed like an eternal wait, the
dream was finally taking shape.

In December 2002, the first section of Delhi Metro was opened. The inauguration was
obviously a big event. Service ¢ime Shahadra Tis Hazari elevated section of 8.2 km was

launched in a event attended bhewh o6 s who of | ndi taatthgptbd i t i c s .
metro was inordinatelylate in coming to India,partially becauseCentral and State
governments could not agree onoiice the project started to show sigri progress and

was able to gain public support, political parties rushed to claim the credit for it. This
antagonism between theentreand State as inevitable sincethe BharatiyaJanataParty

wasat thecentrewhile Delhi was in the hasdof its opposition, th€Congresgarty.

Politicians from both factions who stood at the dais and gave speechhat memorable
day describedhe Delhi Metro likeafidr eam c ombefiteseadt andd a syner
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media, ontheir part, lighlighted the tugpf-war between the political rivals. Nothing was
said abouthe viability of the project. Everyone was more interested in projecting Delhi
Metro as agamechange for the city. For the political parties, it was strategic move to
claim credtt to help beinge-eleced This gave Delhi Metroeven greatefree publicity.

The Accident

Despite all the effogtof public relationsanunfortunate event struck DMRC in JulyG®
Construction alongarridors of Phase 2 wais full swing trying to meet the deadline for
commissioning the line before the Commonwealth Gamegan athletic event of
Commonwealth nations). On &golet Line, the corridor was being extended from Central
Secretariat to Badarpuhusconnecting the citgentreto the satellte town of Faridabad. A
long steekectionof launching girder supporting the construction of a bridge lost its balance.
The bridge collapsed. Conseqtlgnsevenlives were lostand morewereinjured In a large
infrastructure sitesuch mishapbkappen unfortunately. But the magnitude of the mishap felt
graver because eight months earlier, another acchimhttakenplace in east Delhat
Laxmi Nagar along the Blue Line. Theteo, a launcherhad collapsed and cshed two
people with it.

This incidentwas a litmus test tthe credibility of DMRC. The situation looked evatore

dire the next day. In the aftermath of the accident, theees \@huge crowd of media and
onlookers at th accident site. A crane walkaring the mesat the site but the weight of
the launchey it was trying to lift, turned out to be too much for it ama&ame tumbling
down. All this happened in the full view dhe public. For the first time, DMRGelt the
heat of a medidacklash and public criticism. Did DMRC put too much emphasis on
adhering tothe deadlineand overlooked quality and safety? Will Delhi Metro be safe
enough? Woies, such as thesegerelooming large and the public wanted to know what
was happening.

In an average situation, the tendency is to hide or avoid dealing with the media. But DMRC
did quite the opposite. Their public relations already had established, by thadimage

of DMRC asa honest and transparent organization in the eyes of the larger public. An
accidentcould not beallowed to bea turning point for worse. To turn away from it would
have mean risking everything that hth been accomplishedlrue to this spirit, DMRC
addressedhe media about the incidents andsmavailable to respond tany queriesthat

arose

An i s jpanalstuncle was quite impressed with the way DMRC handled the situation
under the glare of the media A Ot her government dep&sidasments w
he watchedthe flashing newson the television withgreat admiration. Though e had
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stopped covering Delhi Metro about a year dgorecalled pastccidentsof minor nature,

taking place aDMRC. He rememberethemso clearlyjust because of the wdlie public

relations teanhadmanaged tbsesituatiors. A r e me mb e saidlaoking ovéri me , 0
his shoulder fromthe coucdndt a | ki ng t o Wit hislkdgsa @Epedoport thee r

coffee table facing the TV.

There waslboding in one of the houses duethe construction activities a Delhi Metro
site. It must have been Dayal, although lmeucl deméniber clearly, who called uys
newspaper office and informeddem abouthe incident. Knowinghatuncle was covering
Delnhi Metro,Dayalexplained what rhhappened. No one was hamdarrangemesthad

been made to clean up. At the esidhe conversatiohe saigi Let me know i f
any information. o This was an HNestagmeshing
govanmentor gani zations normally donét give out

differentd saiduncle reassuingly, turning back to thdV screen again.

A Oh, haexdlaimedthe next moment whilestill watching the newsThe TV channel
was broadcastg a close up of Sreedhard®ing interviewed The metro marwore an
uneasy looksurrounded by screaming voices of reporters shooting quesiibaswere
unmindful of the facthatnothing ould be heard properlyBut thered flashingbandwith

h

y 0

bold white letterssaid everythingBr ea ki ng news ADMRC CHI EF STEP

Recovery from Damage Control

Everyone in and out of Delhi Metro project
Ani s ha 6, sthouglcynicad finally started payingattention to what was happening.
Indeed, Sreedharan claimed responsibiiifythe recurring accidents and announced his
resignation. But Phase 2 of the project was only half way through and the big deadline of
the Commonwealth Game was approaching. It would not be prudent to lose the man who
has driven thus far at this juncture.

While Delhiites were still in a shockhe Chief Minister came out and took hold of the
situation. She told Sreedharan it would not veise decision to take. Some of the corridors
being constructed are important sections linking the venues of the Commonwealts Game
with other parts of the city. And there is the Airport Express Line that has to be built to
connect Del hi Oeway irdirda Gandhiarternatioradirporgta New Delhi
station. Without his leadership, the project wil possibly be in a soup.

Sreedharan was persuaded and stayed on. But DMRC did not simply go back to work
looking at the set of deadlines. Similar inaitke needed to be avoided athe confidence
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of DMRC staff and the public needed to be regained again. Funding the major chunk of the
project, JICA was also particularhconcernedabout safety at work sites

Prior to the accident, DMRC haah online system of seismic monitoring of construction
sites. This method of monitoring dhdoeen in use for some time at tunnel excavasiod
bridge constructiorsitesto check ground conditien But the system fthnot been used
beyond monitoringat Delhi Metro wok sites and the observatisnneeded to be
communicated to people at the site case any changeccured especially ifthey posel
danger.A device wasnstalledto indicate the level of danger atwork site Resuls of
monitoringwere transmitted to & ED signal which would turn either blue, yellpar red.
Like a traffic signal, blue meant it was safe to continue about their work at the particular
site while yellow meant it required attention and needed to be reparidded indicated
people to evaate from the spot. By employing the concept of traffic sgnawas easy to
understand even for illiterates who made up a large portion of constrigbarers After
piloting the system, the same device was used exeawvation s¢ under Phase 3.

The Airport Express Line

There was a big fanfare about hosting the Commonwealth &Sarbe Ihi. Sincelndia had

never been a vender a major sports event as thibe excite memnivasto the magnitude of
hosting theOlympics. For a few years preceding theent, the Bday seemed like the
ultimate target of all there was to in Delhi. Stadiums like Jawaharlal Nehru Stadium and
Indira Gandhi Stadium were being revamped in a big way. A new sittdgames village
where athletes would be put ,upas being deeloped. Roads were being readiedh
exclusive lane for buses to ply between the venues. It was as though the entire city was
putting on a makeup to look its best.

Airport Express Line stood within the <circle
have a direct rail connection from the international airport located 15 km southwest from

the citycenterto New Delhi station that provides connectiorthe rest of he city as well

asis therailway head tahe rest of the countryAirport Line was to be 22.7 km length

consisting of six stations. When completed, it would only take 19 minutes to travel between

the airport andhe city center Otherwise, the same distantook at least 40 minutes by car.

While the trains on the main line of Delhi Metro operated at a speed of 80 km pethieour,

Airport Line was expectetb reach 120 km per hour. According to the project planning for

the Airport ling it was expected toacry 42,000 passengers each day when its opesation

reached full swing.

Forty-eight percent of Phase 2 project cost was financed by JICA, and although the plan for
the Airport Line was inthe pipeline forsome time it was not part of the external fundin
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Insteag Airport Line opted for a ybrid PublicPrivate PartnershipMRC was well aware

of the fact it would be difficult for the concessionaire, the partner private company, to deal
with the land acquisition related the Airport Express Line projecBy this time, DMRC

had gained confidence and sufficient experiemeeexecuting civil works particularly d

the cutandcover technology for underground sectiorRecognizing the strengthand
weaknesssin PublicPrivate Partnership formation, DMRGok up the task of civil works
while the concessionaire was responsible for systems works digealling and
telecommunication, electricalystemsand roling stock.

Regrettably, the deadli® complete and commission tlarport Line was missed. Adr
missing the deadline several times, the line finally started its service in January 2011 much
afterthe Commonwealth GaraeSoon after its operation starte@yt clouds descended on

the ine when cracksn iron beams wereoticed due to inadequate fitlg of materials

below the bearings. Apart from the cracks on girders, other technical problems came to
light. DMRC was ofthe opinion that the problemaould be rectified while the service
continued. However, the concessionaire felt it was necessaryttthbaservice and the
operation was stopped indefinitely. The incident dented the public confidetieeAirport

Line.

Al snét that scary? Iwhiethecradson trosebeanswidergdpon t he
Ani shads moas $hevatcleg theoraporiage on the TV one day. Coacheshen

Airport Line were different from those on the main line of Delhi Metro. Ses® not
arrangedalong the side of the coaches facing each other buthe moving directioras

individual seat. Even the exteritboked more fashionablith black windows and red

ribbors dancingalong the side of the coach body.

Since she first saw the photographs of the trains, Anisha wanted to take a ride on it. The
problems on Airport Line were attendexdfinally and operabns resumed in January 2013.

But now her mot her was full of concern. AY ou
woul d you want to r%$hdsadlom ftaat, fAndidddya otsr ali oc
hawe easy access tthe Airport Line, so even féer the service reopened, Anisha dret

family continua to reach theairport inthe old mannerin a car along with
anxiety of missing the flight.

No one knows for sure, but the concessionaire must have stiugigden the line reopened.
The sged of train was only 50 km per hour, making the trip from New Delhi Station to the
airportin 45 minutes, no faster than vehicles on the road. Amid loss of public confidence,
the first thing the concessionaire did was to hike up theffare original Rs. 100to Rs.
130(the difference of Rs. 30 would get common man a liter of niiiko months later, the
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fare rose taRs. 180 the upper ceiling fixed by the regulatdihen camethe final blow:
they suddenly announced that theyuld no longer operatthe Airport Line.

When the private partner walked away, the ridership avasere 10,000 daily. Although
DMRC was not prepared for this orphaned line, they now had to take over the openation
public interest. DMRC hcome a long way already but tasked wathever expanding
network and its operatisnit seemed like they were forever the learning stage. And
operational failure on the Airport Line were no exception. Instead of taking a plunge,
DMRC decided tanake a cautious start.

In the first year btaking overthe Airport Line, DMRC retained the old fare &fs. 180. It

was a conscious decision to keep it at that level so that revenue will not swamp further by
reduci ng t hestrategyrwas to filsMeRI@Gcs efficiency and capacity. Tracks
were improved so that the speed of the trainldtbe increased to 80 km per hour. This
would allow passengers to reach the airport in 19 minutes from New Delhi Station. The
frequency of traimwas brought down to 10.5 minutes fraine previous 15minutesduring

the peak hours. This meant there would be more trains running throughout the day. DMRC
also slasheall unnecessary resourcesaneffort to reduce expenditure.

Airport Express Line

Delnhiites were still warof using Airport Line even if it was DMR@hat wasoperating fit.

So efforts were mad® increase visibilitythroughmarketing. Promotional activities were
carried outat several locations in the city. By improving seng@nd marketinghem the
ridership increased by 40% one year. Now was an opportune time for DMRC. The fare
was brought down t&s. 100. In that one year, they also noticed tthatAirport Line, in
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contrast tahe original beliefthat it would be mainly patronized by international travelers,
was used more by those working at the airportSeptember 201,3hereforethe fare was
reduced tdRs.60 once againFrom then on, the ridership has beerasteady rise.

An Iconic Leader and His Making

Whaever the case may be, DMRC has kept its integrity. Be it building its brand image,
dealing with accidest or tackling unexpected problems. The organization started in a
modest way but made rapid growth in terms of number of its employees. Their business
activities haveexpandedinto many areas. It is almost a wonder to see this undaunted
attitude throughout the organization and its history. One of the greatest reagbisswas

the man atits helmand the consistently high values he set for the oraj@oriz

Eighteenyearsaga when Dayal joined DMRC, he was somewhat reluctant of leaving an
established organization, the Indian Railways. Like many others who took up theicareer
the early daysat DMRC, one part of him was exciteabout thenew challengs and the
opportunites of building an organization from scratctvhile the other part was the feeling

of uncertainty in working folan organization that had no previous standiBgt today,
almost two decades latdDayal recallsthat his worries were soon wiped away working
with the great leader, ne other than Sreedharan.

Like many other DMRC officials who worked directlyith and krew Sreedharan, Dayal

has a great admiration for him. If one talks to-taiders in DMRC, it is apparent that
Sreedhan was not just a celebrated figure but a real peismrHis working and personal
qualiies were such that he was able to move the hearts of nkd@mycommanded real
respect from the people around hi@ne ofthet hi ngs t hat transfor med
hesitation towards working with an infantile organization into pride was the kind of
motivation he got from Sreedharan and his senior associates. It was not an exception made
for Dayal, it wasthe style of Sreedharan to trust in the ability of his juniord give them

space tanake decisions rotheir own. Thiswon the hear of many in DMRG especially

for those coming fronbe hemothdike the Indian Railways where liberty of inde pendent
decision making was not vestad them and wasrare indeed Officers wee given
opportunities to come up with new ideas and Sreedharan would enc theage¢o do so

They were allowed to pursue and achieve what thdyskéheir sightson.

AWor king with hi mexperienceloi kDracgda the eadlier tdays withr e
Sreedharan. Each day was a challenge one would want to take up kenthenenost of It
was in these qualitithatthe young loat DMRC found a leader to follow. The leader was
never short of living the example himself. Hid not preach the work ethics like
punctuality and hard work but he lived blgem Although when he was appointed the
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managing director of DMRC he was alreadytghe normal retirement age, he was no less
fit than his youngr counterparts. He was in hadfice everyday doat nine. Site inspectias)
that could at times become physically demandmere never a problem, either. It was not
simply the way Sreedharan lived; he knthat setting an example himseffas the key to
inculcating important valuesoff professional lifein others around him. Heage much of
the credit to his upbringing in being able to do so.

But hewas not short of mentioning his own mentor who helped him shape the work ethics
which brought Delhi Metro tats claim as a success stp. It was G.P. Warrier, a former
Chairman of Railway Board. G.P. Warrier was saich&ve been an extremely efficient
officer. During his days irthe Indian Railways, Sreedharan has worked under Warrier.
When Sreedharan started as a trainee, Warrier \gagxXecutive Engineer. And it was
Warrier who saw technical skills in Sreedharan and nurtured his talent. Sreedharan, in turn,
saw an inspiration in Warrier.

The metro man is certain that many of his vahgssticularly integrity he stresdeso much
asone of the foundations of Delhi Metro work culture and concern for people around him

evolved whileworking with Warrier. And it was Waei 6 s concern for h i

landed Sreedharahis associabn with the Calcutta Metro in 1971. At that time,
Sreedharan was already posted in Kolkata as a deputyasfgefieerof Eastern Railway
but wasabout to betransferred. Since his children were attendingew school after his
transfer from the South, Sreedharan was in aHe ¢ o ledvehis Gamily in Kolkata
and goelsewhere When Sreedharan went to meet Wayides he used toftendo, Warrier
must have sensed his pligithough e never asked Warriéor help in this regard, Warrier
made arrangemenfor Sreedharan to be postedtiag Calcutta Metto so he ould continue
to stay in the city with his family.

Great leadex arenot born out ofthe blue. Hs inspiration helpednould his leadership and
personal character. In fact, Sreedharan was fortunate to have a few others who helped him
excel in hs early career. lhis biography, Sreedharan recalls the first trip to Japan to study
the metro system in place of his senior officer who declined the offer and recommended
Sreedharands name instead. The r et ifeltd ment
wasin the best interest of the country to send a younger officer who will have more years to
use the knowledge he would absorb frarforeign country. Limited opportunds andthe

costly nature of foreign trgpoften make civil servants grab aollance that comes across.
However, this ationaland well thought ougesture ofhis senior officer remained with
Sreedharan for many years to come.
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Just the way Sreedharan was inspired and shaped by leaders aroundrhanke Berethat

there would be enough officers like him evexiter he wasgone. And in reality, his legacy
seems to surviveo this dayeven after he stepped down from the post of managing director.
Mangu Singh, the present managing director of DMRC was selected intersiaihgu

Singh has been with DMRC from the beginning, so he has seen all phases of Delhi Metro
and was no outsider the work culture and ethics fostered in DMR@Without doubt,he is

not alone in saying that the legacy created by Sreedharan lives on.

Sreedharan waalso a man of vision. Although he did riatve love foDelhi, he once told
someone that he wanted Delhi Metro to genetlagekind of vitality for Delhithatthe city
of Kyoto hal in JapanKyoto is an ancient cityn Japan. It is widely believed due its

cultural importancend being the center of Japanese cultural conscioysgse escaped
being destroyed during the World WarT.h e c i t ynass haveNaaed moff the evil
doing. Kyoto toSreedharalis what Shajahanabasas inthe Mughal era. Egeptthat the
latter could not escape the fate of destruction of different kinds.
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Changing the Lifescape of Delhi

AThe doors slid open
And | stepped iné
What a great relief it was
To be so far away
From the madding crowds,
The smokeand the chaotic traffic,
The rashly driven blueline buses,
The stray cattle on the roads¢éo

That 6 s h owitteraby @ Dedhimreside niasbirChatterjeeabout theDelhi Metro
starts. It was written in 2006 and depicts the street scene of Delhi filddp&bple,
vehicles, and cattle side by side. People who are familiar with Delhi would agree that the
poem is no exaggeration. The poem goes on to say:

AThe doors cl osed
And the train started glidingé
What a great relief it was
To be so far away
From thescorching heat,
The terribly long power cuts,

The little, gnawing worries,
The daily drudgery of existenceé
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| spotted a vacant seat
And | sat downé
What a great relief it was
To see
Everything so spotlessly clean;
Not a single scratch,
Not a singlespeck of dust,
Not a single perverted message
Scratched on the wall séo

The poemcaptures the contrasting atmospheres prevailing inside the metro train and the
world outside. One can also feel the sense of relief a passenger experiences the moment she
or hesteps intcaDe | hi Met r o c o ateahis If th® mudside street séese ishao w
dusty battlefield one has to struggle to navigate through, inside of Delhi Metro is a stark
contrast it was so difficult to imagine earlier in this city life.

On the road, people brave the heat and dust ahdimes the unsuspecting risko their

safety and lifewhile traveing. Blue-line buses have ceastmoperate irDelhi However,

when they were in operation, they mauled quite pewpleasthey recklesshspedaround

Such was the way Delhittes went about their daily busirssse there were no means

unless you wersomewhat betteprotected in your own car. Ball that has changed with

the Delhi Metro. For the first time, peopleave beergiven the priviege of travding in

clean and air conditioned compartmewti t h door s t hat actually s hu
in Delhi arenow able to go from one place to anotheth a fairly accurate estimatd the

time required for travel, instead of sayinyvel,t hat depends on the traf

It is the very quality of lifethat Delhi Metro has changed for the residents of the city.
Although the netro is only one mode of transport, it has brougiut therealizationin
people that they, even if they are tigi in India, have the choice to trawelcomfort that it

is possible iracountry like India to have the meamshich earlier seemetd bea privilege

of those liung in the more developedorild. No government policy or religion ideen
able to achieveéhe kind of featthe Delhi Metro has achieved.

Valuing Time
Delhi Metro, by providing reliable and comfortable services, has transformed the way

Delhiitescommute. In the city where travel time was so difficult to estimate, it has brought
a service that is etime. This has inculcated a sense of timekeeping in the city for the first
ti me. Bef ore Delhi Metr o, t he wo DdhiteB,punct ua
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particularly when it came to moving around the city. To start witlgeneralkeeping time
has mverbeen a strong virtue in India. In any case, it was difficult for people tm bene,
when there was no tirable for buses and one cowddly gauge theime after looking at
the situation on the roadraffic often forced people to set aside extra tioretraffic jams.
With VIP movements and watéwgging during the monsogno name a few, there were
numerousadditionalreasons why peopleould not reach places before time, if not on time.
It was simply not in harslof the people to decide how much time it would take from one
place to the other.

With Delhi Metro, approximating travel time between two points became unimaginably
easier. Now peple are entitled to satpat they will reach there in 30 minutdastead of
saying thatthey will be there in 335 minutes if the traffic situation is good. At times,
Delhi Metro obviously experiences problems like power tripping and slelag to too
many passengers. Howevére punctuality ofthe Delhi Metro service is said to be .9%.

This means 99% of the trains reach stations within less than two minutes delay.

Ushering the Change
Physically separating the outside world from ittishs and trains, Delhi Metro has created

a space for differertbehaviourinside. The use of Delhi Metro has prompted passengers to
behave ira certain manneby keeping the place clean and having a kind of modern system
people aspiredor.

It was onlya few years after the first section of Delhi Metro started opesatimtAnisha
experiencederfirst ride. In her locality of east Delhi, people sdlidtthe metro will be
coming their way, but that was goinghappenmuch later. To take a joy ridde neighbar

Mr. Agrawal took Anisha to Connaught Place, a central business district in the city. From
there, they had a short ride one Sunday morning.

Anisha was mesmerized by the technologies in place she had only seen in the films taking
place in othe counties. There was automatic entry. There were escalators (Wadfer,
seemed to ascend and descend a little too fastinBxperiencedusers). There were
electronic display boasdndicating the time tilthe next train arrives in the station. Auiitd

was clean! There was no litter on the floor, no smpitrks andno bloody marks opaan
anywhere.

It was almost impossible to understand the atmospbezatedinside the Delhi Metro

premises. If peopleauld behave iside theDelhi Metro, why © u | dhayddd so outside?

Al snodt i t Asked MrdAgnaviialak Bie@ mi | ed real i zing Anishat
Just three days ago, she had an English grammar exam at her school. The tesagaper re
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AFi 1 in the blank swith appropriate
1.Dd hi is a _ and _ city

Anisha wrote in these blanks Adirtyo and Aj a
the metro, she would have writtentoierl eano
neighbe what she should have given as answethédotest question. MiAgrawal laughed
outaloud on hearing thisndsaid D@ 1 h i Metro is a vehicle of sc
sounded too difficult for Anisha tanderstandSo he explaineéurther by telling herthat
the people in India hdpotential to change. But they needegtasonthey needed someone
else to show the way.

Safe Mobility for Women

More than ten years fia passed aftener first metro ride. Anisha is no longer a school gir|

but attends collegaow. She has grown up nowa started going around the town on her
own, attending classes, visiting friends and what not. By the time she was allowed to go
beyond her locality, the metro servicedhaready reached New Ashok Nagar. As far as
Anisha can remember, metro has been teama of mobility for her. The picture has been
quite different for a generation older than her, including her mother.

Anishaédés mother never Jlearnt to drive a vehi
knowing to drive would help her move aroufigely. It would have reduced much
responsibility on his side as wel. Before New Ashok Nagar was connecttée: Belhi

Metr o, Anishads mother always thought twice
she reach the destination? Until what timen che stay out without worryingboutthe
return trip? She never really took the bus,

look good fora woman of her status anyway. In any case, taking-limee buses would

have been a risklhe aito-rickshawwas a plausible means to reach other parts of the city,

as long ashe returned homeeforet wast oo | at e. Despite Anishabds
havinghada bad experience using autickshaws totravel, the facthatshe had to worry

about it deterred her at times to go AAttother timesshe would depend on her husband to
accompany her.

It is pertinent for Delhiites to admit that the city has never been a safe place for women.
The city has been disgrace@dhumber of times, particularly imore recenttimes in the

name of crime committed against women. Public space has been one of the most notorious
places women face harassment of all sorts. And public transport was by no arssas
haven That was untithe Delhi Metro cameThis is not to saythat theDelhi Metro is free

of problems for women passengers. It still constitutes the list of places the city women most

——

39

'



frequently experience harassment. Female only coaches in the metro are only a response to
the persistencef such problems.

But, in comparison to other modes of travel like public buses andriakthaws, Delhi

Metro is by far the better way to travel. One can travel with ease and peace of mind.
Coaches will never be deserted in the metro. déeches and stations are always wiell
Passengers are better behaved than those on the buses. Help is always available at the
station, in case one requirés

Undoubtedly,it means that the metro has given better mobdityl a safer option for
Delhid svomen to travel. In fact, many women take advantage of this safe mode to go out
more than they ever did. Wittme opening of metro Blue Line (not the bHiee buses!)
connecting New Ashok Nagar to centmaher Del hi
learnt quickly how this new mode of transpooutd alter her life.The gartment in which

she and her family live is located amere fiveminute walk from the metro station. As
long as she is going to places that are swetinected byhe metro,the old worfescease to

crop up in her mind. She has more freedom to gowithtout worryingaboutthe timeand
without depending on someone else. It is not only intoag thatwomennow go out more
frequentlythan before usinghe metra It has givera chance for women to step adiiring

late hours as well.

Barakhamba Metro Station

Once the metro station was constructed and became operational, the area around the station
was also transformed. Apart from being wi|Ilthere were more people around the station.
Passengers are one, but many vendors popped up in the area seiziey thesiness
opportunity. This meant the area became active until late at night. This has created an
atmospherdahat issafe for women to walk alone at least withicertain distance from the

station. Indirectly, the metro has improved the security ofatel lareag runs through
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Sense of Identity

Delhi is said to have had seven avatars beforett@durrentone iscouned asthe eighth.

The Pandavasand Mughals alike, the former occupants of Dedttiained glory and
disappeared. Modern day Delhi owes much to thetfatthe Partition after Indepe ndence

has reshaped its population. In 1947, many Muslim residents of the city fled to Pakistan
while there was amflow of Sikhs and Hindus ithe oppositalirection. Today, most of the
people who inhabit the city trace their roots to Delhi anlyeneration or twolhe city has

also attracted other migrants from all corners of the country. Average Indians have strong
tiesto their ancestral places, so even those and brought up in Delhi or sometimes third
generation residents of Delhi consider themselves from Patna, Nasik, @ridhgy host of

other places Despite having several world heritage sites and many other landmark
monuments likethe India Gate and Lms Temple and being home to many higher
academic institutions and government and corporate offices where peopleariake,

Delhi has been an unfortunate child. No one ddine city to be fully their own.

Just as several civilizations came and tyeach in its distinct waythe peoples of Delhi are
unique, each itheir own ways. It is this distinaéteness that madaep asegmented society
where Delhiites hadho bonding witheach other in modern history. Everyone was part of
the city but no one led up to sayt was theirown. No one had a long enough heritage to
identify themselves with the city. Heritage monuments that are landmarks of Delhi were
always considered things of the paGutllectively, modern day Delhiitetiave nothing in
commonto identify themselves with.

The dilemma, however, is changing witlte coming of theéDelhi Metro. The underground
section compriseonly about 25% othe total length of Delhi Metro. Elevated corridors
have become very much part thie city landscape today. It cross#® River Yamuna,
seemingly in slow motion from a distancéhe Qutub Minar looks down orthe Yellow
Line from above the sparsely covered Aravailis. It is these passing landscapes that one
sees from the windows @f Delhi Metro train, he becomes familiar with particular scenery
that passes by and starts to develop affection.

For Anisha,the view between Nehru Placand Kalkaji Mandir stations isher favourite

The train glids by the side ofthe Lotus Temple giving hea magnificent view ofthe

marble clad structure at eye level. When she started her course atMiflii Islamia
University, she found it to be a treat every morning on her way to college. Now it has
become a daily routine to be greeted by the enoday wonder. Her secret vigwoint,
however, is located between Akshardham Temple and Yamuna Bank stations, another route
she must taketo commute between her hormand college everyday. Mondays are
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particularly special when Akshardham Temple, one of the feevaiourist spots for
domestic tourists, is closed and Anisha getsuadisturbedview of the pink sandstone
complex.On other dayshe premisess generally swamed by visitors. But it is not the
architectural monument that is her preferred sight. Just beyond the Akshardham station
towards Yamuna Bank, a twsecond view of waterhole crops up where a pair of black
headed ibis nestle. Obscured by thick bushesbitds have made safe haven jastew

meters away from the nearby road. Above the bushes is an expanse of farmland that
stretches until the banks tife River Yamuna. On days Anisha does not find a seat in the
coach, sheries tofind a spot by the doorhl'Se woul dndt be tleprstm@ poi nt e ¢
white bodyof the ibiscontrasted byts pitch black head moving about. It is the best kept
secret she found one day gazing out of the dias. only because the train runs @m
elevated stretcthat shegets a vantageiew from above othe surroundingvilderness. She

will miss this secret view point once a new corridortled Delhi Metro opens for service
allowing her to skip this section of the city and reach college much faster.

The everyday view of Blhi Metro has given people something they can identify with. This
hasgiven thema new sense of belongingness. And it is not only the view from inside the
trains but Delhi Metro itself is now a landmark in the city that makes average Delhiites
proud. A ciy that has beewlifficult to commute and navigatéhrough was a constant
irrtant in the mina of its residents. But Delhi Metro hahanged all that androught a
reason for Delhiites to like the city they live ifihe increase isuch awareness has only
been possible because constructiontted Delhi Metro has been well received lige
residents of the cityToday, its service is an essential parttbé daily lives of Delhiites.

Metro train cross the Yamuna River
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Riding into the Future

Delhi Metro has come a long way. It started journeythrough a treacherous path where
most believed it to be an impossible task. The deception was strong simply because it was
in India. An Indiathat had seen the agony in KolkatBut Delhi Metro has proveiits
skeptics wrong. Once it glided intbe implementation phase, it picked up speec way

thatno one in India hd seen before. Construction of Phase 1 was completed much ahead of
time without compromising the quality. Thadt it is happening in India wasnaarvelous

act put together.

But this is no miracle story. Seeing the achievement of Delhi Metro, olies” across the

country are following its path. Soon after Delhi Metro, Bangalore seized the opportunity.

Today, here are twenty plus metro systems either being built or planned in the country.

Imagine the way Delhi Metro transformed the lives of peapB e | h i . No, it I sn¢
way the people of Delhi go about their daighoresi it is the construction culter, the

belief that large scale infrastructurprojects can be successfahd the realization tha
governmeninstitution canserve the customers. But will other metro projects be able to do

the same?

Institutional Setup That Worked for Delhi Metro

Learning from past difficulties and examples of trendsetters in other countries, Delhi Metro
has done a few fundamental things right. Witlke base on which the project was planned
had strong bearing, it also needéd right mix of ingredients to make jgerfect One such
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thing isthe institution in which neithe€entralnor State governments had majority control.
This was coupled wittheright leadership to take advantage of the system.

With careful consideration, DMR@as established with equal equity participation from the
Government of India anthe Delhi government. Such structure was uncommon at that
time in India. In principle, it would have avoided one party having more voice than the
other. This structure wgsoven to be ideal budy itself could not haveéeeneffective. The

other metro agencies in Indmvhich followed the footsteps of Delhi Metravere setup

more or less in the same manner. However, not all of them are on the right track today. A
brief look at the other metro projects reveals several reasons why the same equation may
not have necessarily produced the saewiltselsewhere.

We ought to ecall that Sreedharampon being posted as managing director of DMRC,
insisted on complete freedom. Thact is, bosses of other metro projects can be also
entitled to the same freedom but many are perhaps hesitant to demand or exercise the
power. Sreedharan, though nominatediyDelhi government, had no real obligation to

the government. This must havéoakd him to take decisions fré®m compulsions.

This is not to saythatonly Sreedharanould haveachievel this. Although only time will

tell, there are a select few who seem to be traversmthe samepathas that ofDelhi

Metro. One thing they have in common is that they have men on top who know the
business. And they know it well because they are technocrats. Their background enables
them to be confident and comfortable enough to make decisiahe apeed needed ifo

smooth implementation of projectBarring a few, the metro organizations in India today

are headed by bureaucrats. In fact, many things the managing director would have decided

in DMRC, others would take up at Board meetings. Sreedharan himskefiorded out

once sayingii ( Bur eaucr at s) should have the <courage
take decisions and not | eave everything to t

Do the bureaucrats have the conviction? Sreedharan was the captain of the ship. Whether
the shipfloated or sank was in his harel And Sreedharan was the captain at DMRC for 14
long years. When a bureaucrat is appointed, he will have little say on how long he is going
to stay in the post. In turn he has a limited sense of ownership to the project.

One must also not forget that Sreedharan was a visionary. He was not justreasaeskbut
wasaninspiration tothe many who worked with him. Because he was a living example, his

gualites percolatedo those around him. Many people who worked close Wi Delhi

Metro project observedhat Sr eedhar anos Vi s i pennseatedthed wor k
organization from top to bottom.
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How many Sreedhararwould be there in the country? Not too many, most are quick to
respond. sBroethinghat drdy Sneetldran carachieve If the right environment

is providedand an individual has certain qualities, the right mix of these ingredients can
perhapsnanoeuvrethe situation in better ways.

Metro and Other Modes of Transport

Success ofthe Delhi Metro project defined by being able to implement the project within
the planned time and cost has inspired the risetlwr metro systems across the country.
As in the case ofhe share holding pattern dfe implementing agency, upcoming projects
followed several other aspeas the pattern othe Delhi Metro. It may be too early to say
whetherwhat has worked fothe Delhi Metro would necessarily work the same way
other metro projects. Learning frothe painful experience of makinthe Calcute. Metro,

the Delhi Metro was able to avoid many practiddat would haveotherwise costed the
projectdearly

But that is not necessariiyto saythat whateverwasdone bythe Delhi Metro is the right

way or the only way forwardNewbies are also learning frorthe Delhi Metro experience

and doing things differently. For instance, Delhi Metro has struggled to integrate itseff with

other modes of transportation the city For varying reasons, DMRC was unable to plan

for multimodal integation early on in the project. Second generation reelike the

Chennai Metro hae put strong emphasis onighsame issue from the very beginning.
Prompted bytheD e | h i Metrods case o-fnotoriZzedaneps ®aelnger s
fro the metro statiog) Chennai Metro be lie vetthat asimilar scenario would prevail in their

city. So they felt it was important to have an efficient means of transfer. Othgpecse

would opt for private vehicie Today, Chennai Metroalthough still very limited in its

operatiors, is integrated withstaterun transport buseshe suburban railwaymass rapid
transitandthel ndi an Rai |l ways. Chenna std be fdrirgaevellle r b us
so far It hasthoughtfully connected many of the stations keeping in mhed ¢ase of

access to surrounding facilities by providing foeetrbridges and pavingsidewalks, etc.

The case of Chennai has to be also looked at in different light. Unlike Delhi, its
underground section has a larger share wisilelimatic conditiors have also proven to be

tougher. Just as Kolkata was disadvantaged by its timing in history and its own set of
problems, if one was to look for a right mix of ingredientsd@ucceskl metro project,

therewould benumerous factors thatould need to be awsidered.

Having said that, theris no doubt thathe work culture nurtured and passed down among
DMRC employees abeen of tremendous wealth to the proje&t.modern transport
system that India had not seearlier has also triggeretie havioual changs among the
masses. Above all, it has made the commuting much easier for the people of Delhi.
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End of Success Story?

Delhi Metro is still expading In fact, DMRC isexpectedio operatean ever expanding
network while construction of new stretches conésu It has not hadhe time to
consolidate itself. When the first works started and people waited in anticipation, there was
shining hope. When it started its operation, there was much excitement. Witnessing nearly
two decades of buildinthe metro, peoplehave gotten used to the usual sight. More than
ten years of its operation has mada fiart ofthe routine life in the city.Quite naturally,

the initial shine has wanesbmewhat

In its Phase 3 network, DMRC s tirelessly working to baifdadditional 159 kn of lines

In the backdrop of praise the project has received, particularly for completing Phase 1
earlier than its target, now any dedageem out of proportion. DMRC is also confronted
with surging ridership. Despite slow growth of rigkip inttially, in 2016 it has recorded

the highest ofidership of3.3 million in a single day. In some busy sectiogight coach
trains ply ataf r equency of 120 seconds. Athigtdh9%®u g h D MR
seconds eventually, that would beetbest they can d®@uring rush hours, some stations

are overcrowded. Even though additional automated fare collection (entry and exit gate)
machineshave beernstalled,it takestime for peopleto pass through the entry gatae to
security chec& Thisoften leads tdong queus of peoplethat spilloutside the statioand

onto thenearbystrees.

The rew challenge therefore, appear® be toreinvent the wheel. Ithe years to come,
people will b&éeometoo used to havinghe Delhi Metroaround Its glory may diminish. On
the other hand, someomeustlook back and see what their story would be bBitea further
point in history.Becausahe experience and significanoeDelhi Metromay begin to hold
adifferent meaningn the future.
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Afterword

To uncover what has gone into the making of Delhi Metro, a series of interviews were
conducted with people who have been associated with the project in a multitude of ways.
These include former and current officials of DMRC, Ji@ad the governments of India

and Delhi, consultants who have been involved either at the planning or implementation
stages, civil and systems contractors, passengers, journalists who have been covering the
project, and officials from other metro projeatisthe country.

Inttial interviews began with JICA officers who have worked with the Delhi Metro project

in the past and the top management of DMRC. Through these interviews, some names of
individuals who are considered to have made substantial comtributr played key roles

in certain incidents were recommended. Subsequent interviews were conducted based on
earlier recommendations. In some cases, | have gone back to the same individuals to get
more detailed accounts of things. Some others have beeperagnal acquaintances or
whom | met by chance. Most of the interviews were conducted over the course of two and a
half months. Whenever interviewees agreed, the conversions were recorded by an audio
device which helped me to concentrate on the conversedther than jotting down notes.

The audio records were particularly helpful for revisiting the conversations. For instance,
specific statements of an individual that did not make sense at the time of the interview
began making sense after gaining infatimn from other interviews. Because this exercise
was not just about collecting facts, some interviewees found it difficult to share certain
kinds of information. On the other hand, some had stories they wanted to share and were
extremely gracious to opaip.

Delhi Metro, being a huge project and having comparatively long history already, has

countless number of people who are associated with it in one way or another. Despite my
wish, it would have been impossible to interview them all. Although | caedumore than
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50 interviews, it is a very small fraction of what | could have discovered. Through these
interviews, | have also realized that each persorundglie storie®f their own. Describing

each and every story here would be an impossible tas&e $ive starting point of my
exercise was JICA and DMRC officials, subsequent discourses were strongly influenced
from their points of view. Had | ventured off in different manner, perhaps this narrative
would have taken a different turn. Within the givemitations, | have selected certain
stories that | felt particularly meaningful at this point in time.

Although t was sheer coincidence that | was given this assignment to write a story on the

Delhi Metro Project, the environment in which this opportyiceame could not have been

better.| am extremely thankful to JICA Evaluation Department, particularly Ms. Eri
Kakuta for remembering me from years back t
developmeniproject. Ms. Yasuko Matsumi, a pioneer in profeethnography, has been a

mentor for me in the process of making this story. It was only through this assignment we

met for the first time, but she has given me unconditional support along the way. She once

said thatfthere are stories waiting for someoteewrite 0 | happened to be the particular
isomeone 0 thbpe $ hateidone justic® delhi Metro story There are many

other wonderful stories that need to be discoverad sharedh the field of development.

The story of Delhi Metro is just one such case. This type of work may or may not find an
appropriate pl ace in JI1I CAO6s evaluation wor k
wonderful if similar effort is continued in the futurBecause, only if the stories are told,

they wil begin to hold meanings.
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Endnotes

' Cities of Bombay, Calcutta and Madras are now called Mumbai, Kolkata and Chennai. Similarly, the
Calcutta Metro, the first Indian metro system, is now known as Kolkata Metro.

"RITES is a public sector undertaking created to provide technical services in the transport sector.

" Consulting businesses of Pacific Consultants International was later transferred to Oriental Consultants
Global.

Y The agency was originally known @serseas Economic Cooperation Fund (OECF). In 1999, OECF has
changed into Japan Bankfor International Cooperation and subsequently in 2008, the operation of official
development assistance loanwas merged with JICA. The funding agency changed its nabaghihiletro
project was underimplementation, for the convenience of readers, only the name is JICA is used.

Y Financialloan of JICAcalled official developmentassistance loan) is-ioterest and longerm
concessionalfund. The loanis providedto developing countries to assist their effort in tackling development
issues.
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