
Jain Irrigation Systems Ltd — May 2024 Quarterly Analysis

1. VERDICT & BUSINESS QUALITY SNAPSHOT

Result: Weak Miss on Revenue | Inline on Margins One-line: The long-term thesis of a strategic pivot from high-

risk Government EPC to high-margin Retail is effectively complete, but the "receivable tail" of legacy projects is

longer than expected, delaying the massive deleveraging event to FY25-26.

Dimension This Quarter Signal / Evidence Sentiment

Beat/Miss vs

Guidance
Miss

FY24 Standalone EBITDA of ₹554.2 Cr is significantly short of the ₹900

Cr consolidated target signaled in Q3.
🔴

Earnings Quality Moderate
EBITDA growth (10.3%) outpaced Revenue (5.7%) for FY24; however,

Cash PAT (₹204.9 Cr) is still hampered by legacy provisioning.
🟡

Guidance

Confidence
Neutral

Re-guided for 15-20% growth and ₹1,000 Cr+ EBITDA in FY25;

depends heavily on recovering ₹600-800 Cr from legacy Govt dues.
🟡

Management

Credibility
Neutral

Successfully exited 87% of Hi-Tech project business but missed the

FY24 consolidated EBITDA target by a wide margin (~₹150-200 Cr).
🟡

Business Quality

Signal
Improving

Retail business now 82% of mix; Tissue Culture (30%+ EBITDA

margins) is growing at 40%+ YoY.
🟢

Key Q&A Exchange
Q#16

(Receivables)

Mgmt admitted legacy funds (₹894 Cr) will take 12-18 months to

recover, not the 4 quarters previously expected.
🔴

The Street's

Primary Anxiety
Deleveraging

Debt is stuck at ₹3,660 Cr (Consol) due to stalled receivables; analysts

focused on the pace of debt reduction.
🔴

Capital Cycle Stage Consolidation
Focused on maintenance capex (₹225 Cr) and utilizing FCF for debt

servicing rather than expansion.
🟡

Margin Trajectory Improving
Standalone margins expanded 60 bps YoY to 14.5% as low-margin

project business was replaced by Retail.
🟢

Pricing Power Stable
Managed to grow Plastic segment EBITDA by 66.7% in FY24 despite

RM volatility, indicating strong retail brand pull.
🟢

FCF Conversion &

Quality
Weak

FCF (₹170 Cr) is suppressed by "stress payable" reductions and 12-

day increase in Consol working capital cycle.
🔴

Competitive Moat

Signals
Widening

Brand "Jain" remains dominant in non-subsidy markets (65% share in

Maharashtra) despite peers struggling with liquidity.
🟢

Balance Sheet

Strength
Stressed

Consol Debt (₹3,660 Cr) is high relative to EBITDA, though the

extinguishing of ₹100 Cr SAFL guarantees is a win.
🟡

Working Capital

Efficiency
Deteriorating

Consolidated NWC rose to 188 days (vs 176 YoY); Standalone

improved by 15 days, showing a divergence in global ops.
🟡

Mgmt Guidance

Track
Mixed

Consistently delivered on "Project Exit" but over-estimated the speed

of "Legacy Collection."
🟡

Key Vulnerability Rural Liquidity
Maharashtra state elections in Oct 2024 and monsoon timing remain

the two biggest near-term variables for Retail.
🔴

Management Tone
Cautiously

Confident

Focused on "Jain 2.0" structural shifts while being honest about the

"complex" nature of the legacy wind-down.
🟡

Sentiment: 🟢 Positive | 🔴 Negative | 🟡 Neutral 



Key Takeaways: * Positives: The structural transformation is undeniable. Retail now drives 82% of revenue (up

25% YoY), and the company successfully walked away from ₹411 Cr of risky project business. Tissue Culture is

emerging as the high-margin crown jewel (₹250 Cr revenue, targeting ₹325 Cr in FY25). The total

extinguishment of the SAFL NBFC corporate guarantees (₹100 Cr) removes a major "dark cloud" of contingent

liability. * Negatives: The debt reduction pace is frustratingly slow. Despite a "strategic exit," consolidated net

working capital days increased. The target of recovering ₹600-800 Cr from the government has been pushed to

a 12-18 month horizon, meaning the major deleveraging re-rating is deferred. * Street Concern: Analysts are

wary of the "missing" EBITDA. Management had signaled a ₹900 Cr run-rate for FY24; the miss suggests that

the core business is not yet large enough to offset the massive overhead and interest costs (₹340 Cr cash

interest) without the project volumes. * Forward Watchpoint: Monitoring the Q2FY25 collection report. If the

₹600-800 Cr recovery does not begin showing absolute debt reduction by then, the "turnaround" story may face

another credibility crisis.

2. BUSINESS PERFORMANCE

2A. KEY METRICS (Standalone unless noted)

Metric
Current Qtr

(Q4FY24)

YoY

Change

QoQ

Change
Trend Mgmt Commentary

Revenue ₹1,065.3 Cr ↓ 8.6% ↑ 12.0% ↓
YoY drop due to 75% reduction in project business;

Retail grew 15.5%.

EBITDA ₹168.3 Cr ↓ 2.4% ↓ 13.9% ↓ Margin expansion offset by lower revenue base.

EBITDA

Margin %
15.8% ↑ 100 bps ↑ 240 bps ↑

Improved mix (Retail/Exports) and better cost

absorption.

Cash PAT ₹204.9 Cr ↑ 7.9% Not in doc ↑
Driven by operational efficiency and lower stand-

alone debt.

ROCE (%) Not in doc N/A N/A →
ROIC remains suppressed by ₹1,600 Cr in

strategic land assets.

Cash Flow

(OCF)
₹170.0 Cr First Entry N/A 🟢

Free cash flow available for debt servicing on

standalone basis.

Net Debt

(Consol)
₹3,772.0 Cr ↑ 1.3% ↓ 1.8% →

Net debt (Consol) is ₹377.2 Cr (Slide 12). Concall

notes ₹3,660 Cr.

Interest

Outflow
₹340.0 Cr → → →

Annual cash interest outflow (Concall); Reported

p&l higher due to NCDs.

Working

Capital
235 Days ↓ 15 Days ↑ 24 Days ↑

Standalone improved YoY; Consol worsened by 12

days to 188.

2B. SEGMENT BREAKDOWN (Standalone FY24)

Segment
Revenue (₹

Cr)

YoY

Growth
Margin Trend

vs Co.

Avg
Key Development

Hi-Tech

Agri
₹2,001.0 ↓ 8.5% 17.9% ↓ Above Project biz cut 65%; Retail grew 19.7%.

Plastic

Prod
₹1,785.0 ↑ 27.9% 10.7% ↑ Below Retail grew 31.4%; Exports grew 53.5% in Q4.

Agro/Food ₹3,821.1* ↑ 5.0% 10.3% ↑ Below
*Segment P&L shows 12M revenue growth of

5% in Food.



3. MANAGEMENT OUTLOOK & EXECUTION TRACKER

Dimension Category
Management Target /

Claim

Required Run-Rate / Mathematical

Feasibility

Historical

Delivery

Risk

Flag

Guidance Revenue
15-20% growth for

FY25.

Requires ~₹4,500 Cr standalone

revenue; retail momentum supports

this.

Missed (FY24

was 5.7%)
Medium

Guidance Margins
₹1,000 Cr+ Consol

EBITDA in FY25.

Needs ₹250 Cr/quarter; Q4 standalone

was only ₹168 Cr.

Missed ₹900 Cr

FY24 target
High

Guidance Debt
₹600-800 Cr debt

reduction.

Depends entirely on "milestone

completion" of 54 legacy projects.
Delayed High

Strategy Project Exit
Winding down direct

Govt EPC.

87% reduction in Hi-Tech projects

achieved.
Delivered Low

Strategy
Tissue

Culture

₹325 Cr revenue in

FY25.

Currently at ₹250 Cr; needs 30%

growth (historical is 40%).
Delivered Low

Balance
SAFL

Cleanup

Extinguish ₹100 Cr

CG.
Repaid fully in May 2024. Delivered Low



4. ANALYST Q&A



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

1 4.5
Sanjay

Kohli
Deleveraging Financials

"The time is

now should

come when

the owners of

this

business...

must start

enjoying the

fruits."

Management

confirmed the

pivot to a

"Jain 2.0"

model where

growth is

funded by

internal

accruals and

deleveraging

is the priority.

This signals

a shift from

capital-

hungry EPC

to a FCF-

generating

retail brand.

None 4.0
Strong

Commitment

2 3.5
Sanjay

Kohli
Assets Financials

"The noncore

assets... can

we see more

detailed

commentary

on that?"

Management

promised a

detailed

breakdown of

low-yielding

non-core

assets by the

September

quarter.

Monetizing

these assets

is the

secondary

leg of the

deleveraging

thesis.

Timing of

sales
3.0

Delayed

Disclosure

3 4.5
Madhur

Rathi
Guidance Financials

"Is our

guidance of

15% to 20%

growth and 4-

digit EBITDA

margin for FY

'25 on track?"

Management

reaffirmed

the target of

15-20%

revenue

growth and

₹1,000 Cr+

EBITDA,

despite Q1

election

headwinds.

Achieving

this would

require a

significant

scale-up in

the retail

Impact of

piping price

cuts

3.5
Ambitious

Target



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

distribution

network.

4 4.0
Madhur

Rathi

EBITDA

Discrepancy
Financials

"There is

some kind of

difference

between the

EBITDA

margin in our

numbers and

presentation."

Management

explained the

presentation

excludes

legacy

provisioning

related to

discontinued

project

business to

show

"normalized"

core

performance.

Investors

should track

reported

EBITDA to

capture the

real cash-

drain of

legacy

issues.

Exact

provision

quantum

3.0
Accounting

Nuance

5 5.0
Madhur

Rathi

Tissue

Culture

Business

Overview

"Can we

expect the

whole tissue

culture

business... to

hit the ₹1,000

Cr guidance

in 5-6 years?"

Management

expects

Tissue

Culture to

reach ₹325

Cr in FY25

(up from

₹250 Cr) with

high

profitability.

This segment

is the

highest-

margin

engine and a

lead indicator

for drip

irrigation

sales.

None 4.5
Quantified

Growth

6 4.0
Darshil

Jhaveri
Interest Financials

"Interest cost

that's now

nearly around

₹100 crores

per quarter...

would it

continue on

Management

clarified that

cash interest

is ₹340 Cr

annually (₹85

Cr/qtr), while

P&L looks

None 4.0
Cash vs

P&L clarified



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

the same run

rate?"

higher due to

non-cash

NCD

accounting.

Lower cash

interest

improves

debt

servicing

ability.

7 4.5
Darshil

Jhaveri
Demand

Business

Overview

"How are we

seeing the

demand

environment

currently?"

Piping

demand is

currently

strong, while

micro-

irrigation is

expected to

pick up in

late May/

June

following

monsoon

forecasts.

Timely

monsoons

are critical for

the Q2/Q3

retail sales

cycle.

Election

"Code of

Conduct"

impact

3.0
Seasonal

Outlook

8 4.0
Shyam

Garg
Utilization

Business

Overview

"What is the

capital

utilization for

Q4 and FY

'24?"

Overall

utilization is

50-55%,

meaning the

company can

double

revenue with

only

maintenance

capex. This

low utilization

highlights the

massive

operating

leverage

potential in

"Jain 2.0."

None 4.0

Asset

Heavy/

Efficient

9 4.5
Sumit

Bhalotia
Subsidies

Business

Overview

"How is the

cash and

carry

business

playing out...

Management

is moving to

a model

where

farmers pay

None 4.5
Strategy

validated



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

one of the

competitors...

business has

substantially

come down?"

upfront and

claim

subsidies

later,

reducing

Jain's

receivable

risk. They are

actively

gaining

market share

from

competitors

who were

over-exposed

to delayed

govt

payments.

10 4.0
Sumit

Bhalotia
Provisions Financials

"Is there a

possibility of

any kind of

[incremental]

provisioning?"

Management

admitted that

final project

closures in

FY25 might

trigger one-

time non-

cash

provisions.

This

suggests the

"kitchen

sinking" of

legacy

projects is

not fully

finished.

Potential

hit size
2.5

Potential

Overhang

11 5.0 Rishikesh
EPC Wind-

down
Financials

"What

execution are

we expecting

to do this

year [EPC]?

And how

much

receivable will

go for debt

repayment?"

Management

plans to

execute the

final ₹269 Cr

of projects in

FY25 to

unlock

₹600-800 Cr

of cash over

12-18

months. This

cash inflow is

the primary

catalyst for

the stock's

re-rating.

None 4.0
Catalyst

Defined



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

12 4.5 Rishikesh Pledging Governance

"Are we

looking to

take down the

pledge to 0?"

Promoters

intend to

bring the

pledge to

zero over the

next year as

family-level

financing is

repaid. High

promoter

pledge

(linked to

debt infusion)

remains a

major

governance

overhang

until

resolved.

Specific

date
3.0

Governance

Watch

13 4.0 Rishikesh
Market

Share

Business

Overview

"If you could

share the

market share

for each of

our 3

business

segments?"

Jain claims

30%+ share

in drip

irrigation

(organized)

and high-

teens share

in organized

plastic pipes.

Dominance

in the "non-

subsidy"

retail market

is their key

competitive

moat.

Market size

data

source

3.0
Directional

Only

14 4.5
Keshav

Garg

Business

Model

Business

Overview

"Why would

some farmer

go for non-

subsidized

drip

irrigation?"

Farmers

choose Jain

for

productivity

gains (65%

share in

Maharashtra)

and

willingness to

pay 100%

upfront to

avoid govt

delays. This

proves the

brand has

genuine

pricing power

None 4.5
Moat

Confirmed



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

and "pull"

demand.

PATTERN FLAGS & SENTIMENT * Theme: The Receivable Tail. Analysts are deeply concerned about the

"when" of the ₹800 Cr cash inflow. Management has moved the goalposts from "next few quarters" to "12-18

months," citing the complexity of closing 54 individual projects. This remains a live friction point. * Theme:

Deleveraging vs. Growth. Analysts questioned how the company can hit ₹1,000 Cr EBITDA while cutting

project volumes. Management’s posture was confident, pointing to the 25% retail growth and 30% Tissue

Culture margins as the "new engine." * Analyst Sentiment Verdict: Analysts are cautiously optimistic but

impatient. There is broad respect for the SAFL cleanup and the retail pivot, but skepticism remains regarding

the FY25 EBITDA guidance given the FY24 miss. The promoter pledge remains the single biggest governance

friction point.

GUIDANCE GAPS REVEALED IN Q&A | Topic | What Mgmt Claimed (Prior Q) | What Q&A Revealed | Gap /

Walk-back | Risk to Thesis | | :--- | :--- | :--- | :--- | :--- | | FY24 EBITDA | ₹900 Cr Consolidated | FY24 was

significantly lower. | Missed target due to revenue drop in projects. | Medium (Execution) | | Receivables | Rapid

recovery expected. | "12 to 18 months" now needed. | Slower cash unlock than previously signaled. | High

(Leverage) | | EPC Closure | Finalizing in FY24. | ₹269 Cr still to be done in FY25. | Project business is lingering

into a new fiscal year. | Low (Duration) |

5. WHAT CHANGED vs PRIOR QUARTER

What Changed Prior Quarter This Quarter Direction

Retail Mix ~75% of revenue. 82% of Standalone revenue. ↑

Project Revenue ₹141 Cr (Q3 Consol). ₹321.7 Cr (Full Year Standalone). ↓ (Strategic Exit)

SAFL Status Corporate Guarantee overhang. CG extinguished; SAFL debt-free. 🟢 (Forensic Win)

Debt Level ₹3,841 Cr (Consol Q3). ₹3,660 Cr (Consol Q4 per concall). ↑ (Improving)

Receivables ₹900 Cr "Legacy." ₹894 Cr "Legacy." → (Stagnant)

EBITDA Guidance ₹900 Cr for FY24. ₹1,000 Cr+ for FY25. 🟡 (Shifted Target)

Tissue Culture Growth segment. High-margin leader (₹250 Cr). ↑

Investor Notes on Earnings Quality: * CFO Divergence: Standalone Cash PAT of ₹204.9 Cr is healthy, but

consolidated FCF was hit by vendor payments ("stress payables") to improve purchasing power. * One-off

Drag: ₹48 Cr in discontinued operation expenses (Rivulis merger) hit the books this year but will not recur. * 

Accounting vs Cash: Reported interest is inflated by non-cash NCD fair value unwinding; actual cash interest

is ~₹85 Cr/quarter, which the current Standalone EBITDA (₹168 Cr) covers 2x.

STOP HERE.
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