
Jain Irrigation Systems Ltd — Feb 2025 Quarterly Analysis

1. VERDICT & BUSINESS QUALITY SNAPSHOT

Result: Inline on EBITDA | Miss on Consolidated Revenue | Beat on Operating Cash Flow (OCF) One-line: The

structural pivot to a "Retail-Cash" model is delivering robust deleveraging (₹103 Cr debt reduction in 9M) and

high-quality cash flows, but the top-line remains suppressed by a deliberate exit from EPC and a sluggish

domestic piping market.

Dimension This Quarter Signal / Evidence Sentiment

Beat/Miss vs Guidance Miss (Top-line)
9M Revenue is down 11-19% across segments; H1 shortfall not

fully recovered in Q3.
🔴

Earnings Quality
High (Core

driven)

9M OCF of ₹560 Cr against near-zero PAT indicates massive

working capital release.
🟢

Guidance Confidence Weak
Management expects FY25 to be "at par" with FY24, requiring a

record-breaking Q4 (~₹1,800 Cr+).
🟡

Management

Credibility
Neutral

High marks for debt reduction; however, the "at par" revenue

guidance feels mathematically aggressive.
🟡

Business Quality

Signal
Improving

19.2% YoY growth in Hi-Tech Agri (Retail) proves the core moat in

micro-irrigation is intact.
🟢

Key Q&A Exchange Q# 2 & 9
On the logic of Rivulis stake sale vs. interest costs and "book"

interest vs. cash interest.
🟡

The Street's Primary

Anxiety

Growth

Stagnation

Analysts fear that the exit from EPC/Government projects is

shrinking the company's scale.
🔴

Capital Cycle Stage Consolidation
Aggressive debt repayment; utilizing excess capacity rather than

new capex.
🟢

Margin Trajectory Improving
Consol EBITDA margins up 30bps YoY despite lower revenue;

Standalone up 200bps to 16.2%.
🟢

Pricing Power Stable
Maintaining margins despite polymer price volatility and high

competition in pipes.
🟢

FCF Conversion &

Quality
Exceptional

CFO/EBITDA > 100% due to aggressive inventory and receivable

liquidation.
🟢

Competitive Moat

Signals
Widening

Desalination pipe orders (2.5m diameter) highlight technical niche

beyond retail pipes.
🟢

Balance Sheet

Strength
Improving

Net Debt reduced by ₹103 Cr since Mar-24; Term debt in main entity

to be zero in 12-18 months.
🟢

Working Capital

Efficiency
Improving

Standalone NWC reduced by ₹66 Cr QoQ; absolute reduction of ₹73

Cr YoY despite volume drop.
🟢

Mgmt Guidance Track

Record
Mixed

Accurate on deleveraging; consistently optimistic on "at par"

revenue recovery.
🟡

Key Vulnerability H4 Dependency
Thesis relies entirely on a Q4 "hockey stick" recovery in

Maharashtra and Piping.
🔴

Management Tone
Cautiously

Resilient
Shift from "defensive" to "optimistic for FY26" as liquidity improves. 🟢



Sentiment: 🟡 Neutral

Key Takeaways * Positives: JISL is effectively trading revenue for cash. The 9M OCF of ₹560 Cr is the highest

in recent history relative to scale, allowing for debt reduction despite flat P&L. The Hi-Tech Agri segment (the

crown jewel) has returned to double-digit growth (+19.2% YoY), signaling that the retail dealer network is healthy.

* Negatives: The Plastic Piping business is in a deep cyclical trough (-20.1% YoY) due to the exit from Jal

Jeevan Mission (JJM) projects and lower government spending. The 9M revenue decline of 18.1% in Plastics

creates a massive headwind for consolidated growth. * Street Concern: Analysts are frustrated by the slow P&L

transition. Management clarified that while reported interest (₹375 Cr run-rate) looks high, it includes non-cash

"unwinding" of 0% NCD gains. The cash interest outgo is significantly lower and falling. * Forward Watchpoint:

Monitoring the recovery of ₹150 Cr in net receivables in Q4. If this targets is missed, the timeline for clearing the

0% NCDs (tied to project collections) will stretch into FY26.

2. BUSINESS PERFORMANCE

2A. KEY METRICS DATA SOURCE: PPT Slide 1 (Standalone/Consol tables). Concall for OCF and FY25

outlook.

Metric
Current Qtr

(Q3FY25)

YoY

Change

QoQ

Change
Trend Mgmt Commentary

Revenue

(Consol)
₹1,318.0 Cr ↓ 10.9% ↑ 9.8% ↓

YoY drop due to lower Plastic Pipe volumes; QoQ

recovery as Agri season starts.

Revenue

(Standalone)
₹799.7 Cr ↓ 0.7% ↑ 12.0% →

Flat YoY; Hi-Tech Agri growth (+19.8%) offset by

Plastic Pipe decline (-26.1%).

EBITDA (Consol) ₹175.8 Cr ↑ 2.9% ↑ 24.1% ↑
Margin expansion (+120bps) due to better product

mix and lower SG&A.

EBITDA Margin

%
13.3% ↑ 120bps ↑ 140bps ↑

Driven by Hi-Tech Agri Standalone margins

jumping to 20.4%.

PAT (Consol) (₹0.12 Cr) → — →
Breakeven; weighed by interest/depreciation

despite positive EBITDA.

Cash Flow (9M

OCF)
₹560.0 Cr First Entry — ↑

Strongest metric; driven by collection of old dues

and inventory control.

Net Debt (Consol) ₹3,668.7 Cr ↓ 2.7% ↓ 0.7% ↑
Reduction of ₹103.3 Cr since Mar-24 (from ₹3,772.0

Cr).

Interest Coverage

(x)
~1.3x → — →

Improving as term debt is repaid; includes non-

cash interest.

Standalone NWC

Days
194 Days ↑ 39 Days ↓ 6 Days ↓

Absolute NWC reduced by ₹66 Cr QoQ; day-count

high due to lower TTM denominator.

Order Book

(Consol)
₹1,711.4 Cr ↓ YoY — ↓

Intentional reduction as company exits EPC/low-

margin projects.

2B. SEGMENT BREAKDOWN | Segment | Revenue (₹ Cr) | YoY Growth | Margin | Trend | vs Co. Avg | Key

Development | | :--- | :--- | :--- | :--- | :--- | :--- | :--- | | Hi-Tech Agri | ₹536.3 (SA) | ↑ 19.8% | 20.4% | ↑ | Above |

Exports grew 2.5x; Retail segment grew 5.6%. Maharashtra recovering. | | Plastic Products| ₹261.2 (SA) | ↓

26.1% | 9.3% | ↓ | Below | Impacted by JJM slowdown; 2.5m diameter desalination pipe orders are the silver

lining. | | Agro/Food | ₹430.0 (Cons) | ↑ 3.4% | 7.2% | → | Below | Overseas food grew 10.3% (Europe); India hit

by poor mango season. | | Tissue Culture | Not Stated | ↑ Positive | ~30% | ↑ | Well Above | Core growth driver

within Agri; expanding dealer reach in South India. |



3. MANAGEMENT OUTLOOK & EXECUTION TRACKER

Dimension Category
Management Target /

Claim

Required Run-Rate / Mathematical

Feasibility

Historical

Delivery

Risk

Flag

Guidance Revenue
FY25 to be "at par" with

FY24 (Approx ₹5,800 Cr).

Needs ₹1,800 Cr+ in Q4. 9M Consol

Rev is ~₹4,000 Cr. Needs 50% QoQ

jump.

Mixed HIGH

Guidance Debt
Term debt in main company

to be zero in 12-18 months.

Requires ~₹200-250 Cr repayment;

H1 delivered ₹225 Cr.
Reliable Low

Guidance Growth
FY26 sustainable growth in

"high teens" (17-20%).

Dependent on Piping recovery and

Solar Pump rollout.
New Moderate

Strategy
Solar

Pumps

Complete ₹100 Cr order in

next 2 months.

PM-KUSUM payment terms are

favorable (30-90 days).
Consistent Low

Strategy EPC Exit
Complete remaining

₹250-300 Cr of project work.

90% of old projects closed; focus on

final measurement/billing.
Slow Moderate

Macro Seasonality
Strong demand expected in

Jan-May.

Rabi crop and water levels are

positive for MIS.
Reliable Moderate



4. ANALYST Q&A



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

1 4.0
Rahul

Kapur
Receivables Financials

Progress on

recovering

₹700 Cr in old

receivables

in H2?

Net

receivables

down by ₹120

Cr in Q3;

expecting

another ₹150

Cr+ reduction

in Q4.

Investment

Implication:

Direct debt

reduction via

these

collections is

the primary

re-rating

trigger.

None 4.0
Quantified

timeline

2 4.5
Rahul

Kapur

Rivulis

Stake
Strategy

Why not sell

the Rivulis

stake to end

the

"frustrating"

debt/loss

cycle?

Management

is open to it

when

valuation is

right but

current focus

is on

operational

deleveraging

first.

Investment

Implication:

Stake

remains a

"hidden"

asset (~₹1,500

Cr+ potential

value) not

currently in

the valuation.

None 3.5
Tactical

dodge

3 3.5
Rahul

Kapur
Debt Target Financials

What is the

debt target

for March

2026?

March 2026

term debt will

be zero (excl.

0% NCDs);

0% NCDs to

fall by ₹500 Cr

based on

project

collections.

Investment

Implication:

Total debt

could fall

below ₹3,000

Cr,

Specific

2026 total

debt figure

4.0
Clear on

structure



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

significantly

lowering

interest.

4 3.0 Gaurish Structure Strategy

Any plans to

demerge or

hive off

business

verticals?

External

consultants

are working

on a 2030

strategy;

structure

update

expected in

April/May

call.

Investment

Implication:

Potential

value

unlocking in

the Food or

Hi-Tech Agri

entities by

FY26.

None 3.0
Work-in-

progress

5 3.5 Rishikesh Growth Outlook

What is the

FY26

revenue and

EBITDA

guidance?

High teens

revenue

growth;

EBITDA to

outpace

revenue as

capacity

utilization

improves

fixed cost

absorption.

Investment

Implication:

Positive

operating

leverage to

drive PAT in

FY26.

None 3.0 Directional

6 4.0 Praneeth Inventory Financials

Why is

inventory

higher than

last year

(₹2,129 Cr vs

₹2,028 Cr)?

Primarily in

Hi-Tech Agri

to stock up

for the peak

Jan-May

season.

Investment

Implication:

High

inventory

signals

None 4.5

Logical

seasonal

logic



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

confidence in

a strong Q4

sales

season.

7 3.5
Sanjay

Kolhi
FX Loss Financials

Why is there

a significant

FX loss in

Consolidated

vs

Standalone?

Strong USD

hit Euro/GBP

values in the

Food

business;

Standalone

benefited on

rupee

depreciation

exports.

Investment

Implication:

Natural

hedge exists

but

temporary

volatility in

overseas

food

subsidiary

margins.

None 5.0 Transparent

8 3.0
Pankit

Bansal
Growth Outlook

Why only

flattish

performance

in a

seasonally

strong

quarter?

Hi-Tech Agri

grew 19%,

but Piping

drag was

material;

expect piping

to reverse in

current

quarter.

Investment

Implication:

Recovery is

lopsided; Agri

is the current

engine, Pipes

are the

laggard.

None 3.5
Admitted

weakness

9 4.5
Sumit

Kumar

Interest

Cost
Financials

Why did

interest cost

rise QoQ if

debt is

falling?

Includes non-

cash ₹16-17

Cr reversal of

0% NCD fair

value gains

as per

accounting

standards.

Investment

None 5.0
Forensic

clarity



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

Implication:

Core cash

interest is

declining;

P&L

overstates

the actual

financing

burden.

PATTERN FLAGS & SENTIMENT * The "Book vs. Cash" Interest Gap: Analysts are increasingly focused on

the P&L losses, but management successfully defended the gap by identifying the ₹16-17 Cr non-cash

accounting impact of NCDs. This is a critical nuance for long-term investors tracking FCF. * Receivable Fatigue:

The market remains skeptical about the timing of project collection. Management's shift to "95% complete" and

"last mile" status provides some comfort, but the final proof lies in the Q4 balance sheet. * Segment

Divergence: There is a clear "tale of two businesses." The Hi-Tech Agri unit is firing on all cylinders (Export +

Tissue Culture), while Piping is struggling. Management's pivot toward specialized pipes (desalination) is an

attempt to escape the commodity trap.

Analyst Sentiment Verdict: Analysts were skeptically optimistic. They appreciate the cash flow generation

(₹560 Cr) but are fatigued by the lack of P&L "cleanliness" (PAT). Credibility on deleveraging is high, but the

Rivulis stake sale remains a major point of friction for investors wanting a quick exit from the debt overhang.

5. WHAT CHANGED vs PRIOR QUARTER

What Changed Prior Quarter (Q2FY25) This Quarter (Q3FY25) Direction

Agri Revenue Declining (Rain impact) Grew 19.2% YoY ↑ Improving

Cash Flow H1 OCF ₹340 Cr 9M OCF ₹560 Cr (Q3 added ₹220 Cr) ↑ Improving

Piping Demand Slowdown expected Confirmed -20% YoY decline ↓ Deteriorating

Solar Outlook Initial orders ₹100 Cr execution in progress ↑ Improving

Interest Tone Vague Forensic detail on non-cash NCD unwinding ↑ Improving

Debt Profile Consolidated focus Standalone term debt heading to zero ↑ Improving

Revenue Guidance ₹7,000 Cr Target "At par" with FY24 (Walk-back) ↓ Deteriorating

Trajectory Signal: The business is successfully completing its "Balance Sheet Surgery." While the P&L is still in

recovery (flat revenue, marginal losses), the Cash Flow and Deleveraging are well ahead of schedule. The

thesis moves from "Turnaround Hope" to "Operational Execution." If Q4 delivers the promised recovery in piping,

the company enters FY26 with a significantly leaner debt profile and a high-margin Agri core.
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