
Jain Irrigation Systems Ltd — May 2025 Quarterly Analysis

1. VERDICT & BUSINESS QUALITY SNAPSHOT

Result: Inline on EBITDA | Miss on FY25 Revenue | Strong Beat on Debt Reduction One-line: JISL has

completed its "Balance Sheet Surgery," delivering a massive ₹257 Cr debt reduction and ₹842 Cr in OCF for

FY25, though the top-line remains in transition as the company swaps low-quality government EPC revenue for

high-margin retail and export growth.

Dimension This Quarter Signal / Evidence Sentiment

Beat/Miss vs Guidance Miss (Top-line)
FY25 revenue of ~₹5,800 Cr missed the "at par" (₹6,183 Cr) target

significantly.
🔴

Earnings Quality
High (Core

driven)

OCF of ₹842 Cr against PAT of ₹26 Cr for FY25 indicates aggressive

working capital liquidation.
🟢

Guidance Confidence Neutral
FY26 target of "high teens" growth (~18%+) requires a complete

reversal in the Piping segment.
🟡

Management

Credibility
Improving

High marks for delivering on deleveraging; however, the revenue

forecasting remains overly optimistic.
🟡

Business Quality

Signal
Improving

Hi-Tech Agri margins hitting 18.7% (Consol) proves the resilience of

the core micro-irrigation moat.
🟢

Key Q&A Exchange Q# 14
Management acknowledged past guidance failures, claiming FY26

targets now include "cushion."
🟡

The Street's Primary

Anxiety

Growth

Credibility

Can JISL grow at 18%+ without the Jal Jeevan Mission (JJM)

volume? Mgmt says yes via exports/solar.
🔴

Capital Cycle Stage Harvesting
Utilizing excess capacity to fund growth; no major capex needed for

the 18% growth target.
🟢

Margin Trajectory Stable
Consol EBITDA margins up marginally YoY; standalone Hi-Tech

margins robust at 19.3%.
🟢

Pricing Power Stable
Maintaining margins in Agri; Pipe pricing power is weak due to resin

volatility and retail competition.
🟡

FCF Conversion &

Quality
Exceptional

FY25 OCF/EBITDA > 100%; business is a cash-generating machine

during this de-risking phase.
🟢

Competitive Moat

Signals
Stable

Tissue culture (Banana/Pomegranate) remains the primary moat and

cross-selling driver for irrigation.
🟢

Balance Sheet

Strength
Improving

Net Debt reduced to ₹3,591.5 Cr; Target to reach ~₹3,000 Cr by

Mar-26.
🟢

Working Capital

Efficiency
Improving

Standalone NWC reduced by ₹250 Mn YoY in absolute terms;

absolute reduction is the focus over "days."
🟢

Mgmt Guidance Track

Record
Mixed Reliable on cash/debt; historically poor on revenue/EBITDA targets. 🟡

Key Vulnerability Retail Demand
Thesis is now fully exposed to rural monsoon sentiment as

government EPC buffers are removed.
🔴

Management Tone
Cautiously

Bullish
Shift from "survival/restructuring" to "growth/optimization" mode. 🟢



Sentiment: 🟢 Positive

Key Takeaways * Positives: The deleveraging story is real and accelerating. JISL reduced debt by ₹257 Cr in

FY25 (surpassing Q3 expectations) and generated ₹842 Cr in OCF. The Hi-Tech Agri segment (the crown jewel)

grew 16.8% in Q4 with 18.7% margins, signaling a healthy retail dealer network. Exports grew 43% in Q4,

providing a high-margin dollar hedge. * Negatives: Revenue growth remains the Achilles' heel. FY25

consolidated revenue fell 6%, dragged by a 17.5% drop in Plastic Pipes (exit from JJM and lower resin prices).

Agro-processing margins (8.8%) were hit by mango seasonality and high raw material costs. * Street Concern:

Analysts are fixated on the "broken promises" of past revenue guidance. Management's response is that the

current FY26 guidance (18% growth, ₹400 Cr debt reduction) is backed by specific order visibility in Solar

(KUSUM) and a recovery in retail piping. * Watchpoint: The collection of the remaining ₹750-800 Cr in legacy

EPC receivables. Management expects >50% (₹400 Cr+) this year; if this slips, the ₹3,000 Cr debt target is at

risk.

2. BUSINESS PERFORMANCE

2A. KEY METRICS PPT available. Figures converted from Millions to Crores (÷10).

Metric
Current Qtr

(Q4FY25)

YoY

Change

QoQ

Change
Trend Mgmt Commentary

Revenue (Consol) ₹1,745.9 Cr ↑ 1.3% ↑ 32.5% ↑
Q4 seasonality drove QoQ jump; Hi-Tech up

16.8%, Pipes down 16.1%.

Revenue

(Standalone)
₹1,027.3 Cr ↓ 3.6% ↑ 28.5% ↓

YoY drop due to lack of JJM pipe orders (₹350

Cr hit in FY25).

Gross Margin (%) Not Stated — — — Not explicitly provided in Q4 summary.

EBITDA (Consol) ₹223.6 Cr ↑ 3.0% ↑ 27.2% ↑
Higher contribution from high-margin Hi-Tech

segment.

EBITDA Margin % 12.8% ↑ 20 bps ↓ 50 bps →
Expansion in Hi-Tech (18.7%) offset by Agro

(10.7%) and Plastic (9.7%).

PAT (Consol) ₹28.0 Cr
↑ (from

Loss)

↑ (from

-0.1)
↑

Significant improvement vs Q4FY24 loss;

reflects lower operational drag.

Cash Flow (FY25

OCF)
₹842.0 Cr First Entry — ↑

Exceptional conversion; driven by ₹250 Mn

absolute reduction in WC.

Net Debt (Consol) ₹3,591.5 Cr ↓ 4.8% ↓ 2.1% ↑ Reduced by ₹257 Cr in FY25 vs Mar-24.

Interest Coverage

(x)
~1.6x ↑ ↑ ↑

Calculation: EBITDA ₹223.6 Cr / Est. Interest

₹130-140 Cr.

Standalone NWC

Days
203 Days ↑ 7 Days ↑ 9 Days ↓

Day-count worsened due to lower revenue

base; absolute NWC stable.

Order Book

(Consol)
₹1,856.5 Cr ↑ 8.5% ↑ 8.5% ↑

(vs Q3 ₹1,711 Cr) Includes ₹1,173 Cr in Food

and ₹401 Cr in Hi-Tech.

2B. SEGMENT BREAKDOWN



Segment
Revenue (₹

Cr)

YoY

Growth
Margin Trend

vs Co.

Avg
Key Development

Hi-Tech Agri ₹613.8 ↑ 16.8% 18.7% ↑ Above
Driven by 43% export growth and strong retail

tissue culture (Banana).

Plastic

Products
₹587.3 ↓ 16.1% 9.7% ↓ Below

Negative impact of JJM exit and lower PVC resin

realizations.

Agro / Food ₹544.8 ↑ 14.6% 10.7% ↑ Below
Revenue led by Europe; margins pressured by

high mango/onion prices.

Tissue

Culture
Not Stated ↑ 20-30% ~30% ↑

Well

Above

Core growth engine; expanding into Rajasthan

(Pomegranate) and coffee pilots.

3. MANAGEMENT OUTLOOK & EXECUTION TRACKER

Dimension Category
Management Target /

Claim

Required Run-Rate / Mathematical

Feasibility

Historical

Delivery

Risk

Flag

Guidance Revenue
FY26: "High teens"

growth (~18%+).

Needs ₹6,800 Cr+ in FY26. Achievable

if Pipes recover to FY24 levels.
Mixed Moderate

Guidance EBITDA
FY26: 23-24% growth

(outpacing revenue).

Implies ~₹880 Cr EBITDA. Requires

fixed cost absorption on higher

volumes.

Mixed High

Guidance Debt
FY26: ₹400 Cr+

reduction.

Highly dependent on collecting ₹400 Cr

legacy EPC dues.
Reliable Moderate

Strategy
Solar

Pumps

Significant growth via

PM-KUSUM.

Orders in hand; execution expected in

Q1/Q2 FY26.
Consistent Low

Strategy
Tissue

Culture

30% growth in Banana/

Pomegranate.

Leveraging new "excellence hubs" in

Rajasthan.
Consistent Low

Balance Leverage
Net Debt/EBITDA < 2.0x

by FY28.

On track if EBITDA hits ₹900 Cr and

Debt falls to ₹1,800-2,000 Cr.
Improving Low



4. ANALYST Q&A



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

1 3.5
Ankit

Bansal

Coffee

Tissue

Culture

Business

Overview

"What is

the

progress in

the tissue

culture of

coffee for

which you

signed

MOU?"

Management

confirmed pilot

project

success but

stated

significant

revenue will

only hit in

FY27-28;

current growth

stays with

Banana/

Pomegranate.

Investment

Implication:

Coffee is a

medium-term

optionality, not

a FY26 driver.

None 4.0
Specific

timeline

2 4.5
Ankit

Bansal
Receivables Financials

"What is

the total

amount of

receivables

from

government

totally?"

EPC

receivables

are ₹750-800

Cr and drip

(MIP) is ₹375

Cr;

management

expects ₹400

Cr+ inflow this

year.

Investment

Implication:

This cash is

the "fuel" for

the ₹400 Cr

debt reduction

target.

None 4.0 Quantified

3 3.0
Ankit

Bansal
Listing

Capex and

Allocation

"Any

chances of

listing your

subsidiary,

Jain Farm

Food?"

Management

acknowledged

the probability

and ongoing

board

discussions

with PE

partners but

gave no

timeline.

Investment

Implication:

Potential

valuation

catalyst for the

parent if the

Specific

timing
2.0 Evasive



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

food unit gets

a retail-grade

multiple.

5 3.5
Vinay

Choudhary

NCD

Valuation
Financials

"NCDs

adjusted to

fair value

has

technically

increased...

how should

we look at

this?"

The fair value

increases as

the company

approaches

the 2027-28

maturity date

due to

unwinding;

JISL plans to

prepay to

avoid a

balloon hit.

Investment

Implication:

P&L interest

overstates

cash outgo

due to this

accounting

quirk.

None 5.0
Forensic

clarity

8 4.0 Prafull Rai EPC Spend Financials

"What is

the kind of

investment

we have to

do to get

the

[receivable]

money?"

Only ₹20-30

Cr additional

spend is

needed to

unlock ₹400

Cr in

collections as

projects are

95%

complete.

Investment

Implication:

High ROE on

the final leg of

these legacy

projects.

None 4.5 Specific

11 3.5 Praneet
Institutional

Pipes

Business

Overview

"How is the

institutional

business...

is it direct

correlation

between

JJM?"

Institutional

sales dropped

to ₹250 Cr (vs

₹650 Cr) due

to JJM exit;

growth now

targeted via

desalination

and industrial

pipes.

Investment

Implication:

None 4.0 Directional



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

Business

model is

successfully

pivoting away

from volatile

government

tenders.

13 4.0
Deepak

Poddar

Interest

Cost
Financials

"What's the

interest

cost we are

looking at

for FY26?"

Consol

interest

(including

bank charges)

is expected at

~₹350 Cr,

down from

~₹430 Cr in

FY25.

Investment

Implication:

Direct boost to

PAT as debt-

related drag

reduces.

None 4.0 Quantified

14 4.5
Deepak

Poddar

Past

Guidance

Management

Outlook

"Whatever

we have

been

guiding, we

have failed

to

achieve...

why do you

feel

different

now?"

Management

claims FY26

guidance has

a "cushion"

and is built on

confirmed

state budgets

and export

orders already

under

negotiation.

Investment

Implication:

The market

will likely wait

for H1FY26

results before

re-rating

based on this

guidance.

None 3.0

Admitted

past

errors

17 3.5 Ravi Capex
Capex and

Allocation

"What are

the

utilization

levels and

future

capex?"

Adequate

capacity exists

in MIS and

Pipes; future

capex will be

limited to

maintenance/

depreciation

levels.

Exact %

utilization
3.0

Vague but

logical



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

Investment

Implication:

High FCF

generation as

revenue grows

without

commensurate

asset spend.

PATTERN FLAGS & SENTIMENT * The "Legacy Ghost": Analysts (Deepak Poddar, Barakh Khari) are visibly

scarred by the FY19 crisis and past guidance misses. Management's tone was humble, acknowledging past

failures while pointing to the ₹257 Cr debt reduction as proof of a "new JISL." * The Cash Flow Pivot: There is a

clear shift in focus from "Profit" to "Cash." Management repeatedly steered questions back to OCF and absolute

debt reduction, which convinced analysts of the company's survival, if not yet its growth. * Analyst Sentiment

Verdict: Skeptically Convinced. Analysts were impressed by the debt reduction (the primary thesis driver) but

remain highly skeptical of the 18% revenue growth guidance given the 6% decline in FY25. Credibility is high on

the balance sheet but remains "under observation" for the P&L.

5. WHAT CHANGED vs PRIOR QUARTER

Comparison vs Q3 FY25 Context

What Changed Prior Quarter (Q3FY25) This Quarter (Q4FY25) Direction

Revenue Growth Declining (-10.9% Consol) Stabilized (+1.3% Consol) ↑ Improving

Debt Reduction ₹103 Cr (9M) ₹257 Cr (FY25) ↑ Improving

Hi-Tech Margins 20.4% (Standalone) 18.7% (Consol / Q4) ↓ Slightly Lower

FY25 Guidance "At par" with FY24 Missed (6% Revenue decline) ↓ Deteriorating

FY26 Outlook Vague optimism Specific: 18% Rev / ₹400 Cr Debt red. ↑ More Specific

EPC Status 90% Complete 95-97% Complete ↑ Improving

Interest Run-rate ₹375 Cr ₹350 Cr (Forward guidance) ↑ Improving

Order Book ₹1,711 Cr ₹1,856 Cr ↑ Improving

Trajectory Signal: JISL has transitioned from "Structural Repair" to "Operational Reboot." The massive cash

flow beat (₹842 Cr OCF) has significantly de-risked the balance sheet, but the top-line miss for FY25 proves that

the transition away from government business is more painful than management initially admitted. The thesis

now hinges on FY26 execution—specifically, whether the Hi-Tech Agri segment can carry the weight of a

struggling Plastic Pipe division until industrial demand recovers. STOP.
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