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PPS Duration February 2009 to April 2010

Amount of PPS Support $396,153

Amount Linked to KfW Financing $100 million 

Contribution to Development 
Impacts

Climate change mitigation; good urban 
governance; pro-poor and inclusive 
development

Beneficiary population 300,000

Key Interventions
•	 Pre-feasibility study (PFS) on the ferry services investment proposal to alleviate 

road congestion and address the transport needs of island communities within 
Kochi’s extensive network of waterways.

•	 Link the project to potential financiers and assisted in institutional strengthening.
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Background
In 2010, CDIA helped the Kochi Municipal 
Corporation develop an urban infrastructure 
investment package for its ferry services project 
to cater to several of its island residential 
communities within Kochi’s extensive network of 
waterways. With a target daily capacity of 100,000 
passengers, the proposed project aimed at 
ensuring fast and direct connections, and relieve 
congestion pressures brought about by road-
based transport. Towards this objective, the CDIA 
PFS team recommended the following: 

1.	 acquisition of 12 purpose-built, low wash 
catamaran passenger vessels; 

2.	 construction of 15 ferry terminals to cater to 
five of Kochi’s ferry routes; and 

3.	 provision of terminal facilities including floating 
pontoons, covered walkways, pedestrian 
ramps, and site landscaping, among others. 

In 2015, the Government of Kerala through the 
Kochi Metro Rail Limited (KMRL) commissioned 
the preparation of a Detailed Project Report 
(DPR) on the Integrated Water Transport 
System for Kochi City.  Building on the major 
recommendations of the CDIA-assisted PFS, the 
DPR became the basis for the negotiation with 
the German Development Bank (KfW) for a long-
term loan amounting to EUR 85 million for the 
development of the Kochi Water Metro Project.  

Cover photo: A worker connects a Kochi Water Metro ferry to a charging station at High Court Terminal on the first day of its commercial operation. (Photo by Nithin via www.livemint.com). 
On this spread: A view of India’s first battery-operated electric hybrid boats. (Photo: Arun chandrabos via www.socialnews.xyz).

https://www.livemint.com/news/india/kochi-water-metro-records-over-6-500-passengers-on-day-one-11682554309771.html
https://www.socialnews.xyz/2023/04/25/kochi-a-view-of-indias-first-water-metro-boat-inaugurated-by-prime-minister-narendra-modi-gallery/


Progress of Implementation
At the time of the tracer study in 
October 2022, all of the major 
PFS recommendations have 
been taken forward under the 
Kochi Water Metro Project. 
The project has a total value of 
about EUR 120 million, EUR 
85 million or 75% of which is 
financed by a long-term loan 
from the German funding 
agency (KfW) approved in 2016. 
Following is the summary of the 
progress of implementation of 
various project components as 
of October 2022:

Acquisition of low wash 
catamaran passenger 
vessels. Five low wash, twin-
screw, aluminum-hulled, hybrid 
electric-powered boats have 
been built and delivered by the 
Cochin Shipyard. Pilot tests are 
ongoing and to be completed 
by end of October 2022. In 
total, the project will acquire 78 
passenger boats (23 with 100 
passenger capacity and 55 with 
50 passenger capacity) and 
four boats for maintenance and 
emergency rescue purposes.

Construction of water 
ferry terminals. Five 
modern ferry terminals have 
been completed with 10 
additional terminals under 
construction. Over the next 
three years, the project will build 
a total of 38 terminals to cater 
to 16 ferry routes with a total 
length of 76 kilometers.



Provision of terminal facilities. To allow 
easy and safe access to the water metro by 
persons with disabilities, the elderly, women and 
children, terminals are equipped with floating 
pontoons (made of concrete and expanded 
polystyrene) and state-of-the-art automatic ferry 
docking system. In addition, the terminals are 
equipped with battery charging stations, automatic 
fare collection system using smart card ticketing 
technology, passenger counting system to avoid 
overcrowding of boats, passenger waiting area 
with toilet and washroom facilities, and CCTV 
cameras, among others.            

Provision of ancillary infrastructure. 
The water metro operation control center (OCC) 
located at the Vytilla Terminal is almost completed. 
The OCC will be the single point command 
and control for the full fleet of vessels. It will be 
equipped with an automatic boat location and 
tracking system and integrated communications 
system, etc. Also, the project will develop access 
roads and pedestrian walkways leading to the 
terminals and promote the use of mini feeder 
buses, electric-powered rickshaws and non-
motorized transport for accessing the jetties. 

Other project components. Apart from ferry 
service development, the project will construct two 
boat yards and dredge portions of the waterways. 
Work on these components is ongoing. The boat 
yards will address the maintenance needs of the 
boat fleet while the dredging works are necessary 
to attain the required depth in shallow portions 
of the water channels. In addition, the project will 
establish solar farms to supply the bulk of the 
energy requirements of the ferry terminals.      

Project Operation and Management 
Structure. In line with the Special Purpose 
Vehicle (SPV) arrangement proposed in the PFS, 
the Kochi Water Metro Limited (KMRL) will soon 
be established for the operation and maintenance 
(O&M) of the project. KWRL is a joint venture 
between the Government of Kerala (the project 
owner) and KMRL (the project executing agency). 
Apart from its O&M functions, KMRL will have the 
power to set the appropriate fare structure subject 
to approval by the state government. The water 
metro project is set to start commercial operations 
in November 2022.



“The Kochi Water Metro is a game-
changer. It has a lot of green 
initiatives attached to it, it is a 
disable-friendly system, and it is 
connecting with other transport 

modes. We are one step ahead in the shipping 
industry, such that we are already incorporating 
a variety of innovations into the system,” 
– Shaji P.J., Chief General Manager at Kochi 
Metro Rail Limited

“The water metro was a beautiful 
experience; it was very scenic and 
fun-filled! I never knew there were so 
many beautiful places around Kochi. I 
have neighbors working in Kakkanad 

and though the distance is not that huge, travel 
takes at least 1-2 hours. The water metro would 
definitely help them and I can’t wait to tell them that 
within 15 minutes they can reach Kakkanad,” 
- Kripa George, Passenger during a pilot run 
conducted by KMRL

“Even though I have been living in this 
state for 25 years, backwaters got a 
charm of their own and I see that as 
very pleasant, away from the traffic. 
The ride was almost silent and I really 

don’t get bored seeing the water and the green, 
so a ride like this to my work every day looks very 
pleasant. Even the tourists can use it because it’s 
something really beautiful” 
- Nisha Nair, Passenger who joined the pilot run

“Through this integration, we are 
offering a seamless transport for the 
people. We are providing comfort to 
passengers so that they will leave 
their vehicles and come back to 

public transport. This is what Kochi Water Metro is 
looking into for the sustainable development of our 
city.” 
- Sajan John, Chief Operating Officer of the 
Kochi Water Metro.



Intervention Results and 
Lessons Learned

Significant benefits will be derived from the implementation of the 
project as envisaged in the PFS. These benefits include: reduced 
travel time, decongestion of roads, reduced carbon emission, reduced 
environmental pollution, enhanced mobility through multi-modal 
transport integration, improved access to water transport especially by 
vulnerable groups, enhanced employment and livelihood opportunities 
arising from better island connectivity and increased tourism potential 
along water ferry routes. When fully operational, the project is 
projected to cater to a daily ridership of 100,000 passengers and 
reduce carbon emission by at least 16,500 metric tons annually.

Factors cited by key informants that may have facilitated the project 
implementation include: 
1. alignment and consistency of the water metro project with the

existing urban transport development plans;
2. economic viability of an integrated water transport system;
3. strong political support which resulted in substantial equity

contributions from the national government;
4. appropriate project implementation mechanism that builds on

existing project management capacities of the KMRL; and
5. ability of the project to take advantage of latest technologies (e.g.,

use of hybrid electric powered boats, etc.).

Finally, this project was able to introduce several innovations in 
water ferry operations that can significantly contribute to climate 
change mitigation, good urban governance and inclusive and gender-
responsive development.

Cities Development Initiative for Asia (CDIA) 
is an ADB-managed Trust Fund that works closely with 
secondary cities in Asia and the Pacific to address gaps 
in infrastructure development and financing. CDIA uses 
a demand-driven approach to support infrastructure 
projects that emphasize poverty reduction, environmental 
improvement, climate change mitigation or adaptation, 
and good governance. CDIA conducts Tracer Studies in 
selected partner cities with the primary aim of tracking 
progress and results of its project interventions. This 
Tracer Study was conducted by Nick Baoy (M&E 
Specialist) and An Rubenecia (Communications and 
Outreach Specialist).
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