
Ideaforge Technology Ltd — Jan 2026 Quarterly Analysis

1. VERDICT & BUSINESS QUALITY SNAPSHOT

Result: Miss (P&L) / Strong Beat (Order Inflows) One-line: The long-term thesis is intact as ideaForge

successfully migrates from a niche ISR player to a diversified Combat & Logistics drone OEM, evidenced by a

record ₹440 Cr YTD order booking that provides massive (but high-risk) revenue visibility for Q4.

Dimension This Quarter Signal / Evidence Sentiment

Beat/Miss vs

Guidance

Miss (Earnings) /

Beat (Orders)

Revenue (₹31.5 Cr) missed seasonal expectations, but YTD order

booking of ₹440 Cr is a historic high.
🟡

Earnings Quality
Low (Product Mix

Drag)

Gross Margin collapsed to 23.7% from 50.0% QoQ due to an 88%

Civil revenue mix.
🔴

Guidance

Confidence
Neutral

Management expects to execute 40-45% of the ₹368 Cr order

book in Q4 (implied ₹147 Cr+ revenue).
🟡

Management

Credibility
Strong

Successfully converted ZOLT (Tactical) and SWITCH (EW-

resilient) prototypes into ₹100 Cr+ EP orders.
🟢

Business Quality

Signal
Improving

Pivot from "Observation" to "Combat" drones (ZOLT) and US

manufacturing JV expands the TAM significantly.
🟢

Key Q&A Exchange
Q2 (Execution

timing)

Management confirmed supply chain readiness for a massive Q4

ramp-up despite global geopolitical constraints.
🟢

The Street's Primary

Anxiety

Execution

Bottlenecks

Can the company scale quarterly revenue by 5x (from ₹31 Cr to

₹150 Cr+) in 90 days? Mgmt: "Liquidity is not a constraint."
🔴

Capital Cycle Stage
Investment / Ramp-

up

Heavy R&D on YETI (Logistics) and US JV (First Forge) formation

costs are front-loaded.
🟡

Margin Trajectory
Volatile but

Recovering

Q3 was a trough (24% GM); management re-affirmed 50%+ GM

for the full year FY26 based on Q4 mix.
🟡

Pricing Power Strong
"EW-resilience" is now a baseline requirement; ideaForge’s

proprietary stack allows them to win EP orders over assemblers.
🟢

FCF Conversion Distorted
Massive inventory buildup anticipated for Q4 deliveries; OCF will

remain negative until Q4 collections.
🔴

Competitive Moat Widening
US JV with First Breach and NATO Stock Numbers (NSN) create

structural barriers for Indian competitors.
🟢

Balance Sheet

Strength
Adequate

Supported by cash reserves and working capital limits; taking

short-term debt to fund the Q4 inventory spike.
🟡

Working Capital

Efficiency

Deteriorating (Short-

term)

Preparing for the highest delivery cycle in company history;

inventory and payables will spike.
🔴

Mgmt Guidance

Track Record
Reliable

Delivered on the promise of "fructifying demand" into firm orders

(₹440 Cr YTD).
🟢

Key Vulnerability
Supply Chain /

Geopolitics

Shift in global postures causing subsystem constraints; Q4

revenue depends on on-time arrivals.
🔴

Management Tone Confident / Validated Shifted from "waiting for orders" to "executing the mission." 🟢

Sentiment: 🟢 Positive



Key Takeaways: * Positives: The core bull case—that ideaForge is the "National Champion" of indigenous

drone tech—is validated by the Indian Army’s ₹100 Cr+ order for ZOLT/SWITCH V2. The YTD order booking of

₹440 Cr is ~4x the FY25 revenue, providing a massive multi-quarter growth runway. The formation of the 'First

Forge' JV in the US is a critical strategic pivot to bypass "Buy American" barriers. * Negatives: The P&L remains

lumpy and unpredictable. Q3 was an "execution air pocket" where revenue was too small to cover the fixed cost

base of ₹34 Cr (Employee + Other expenses), leading to a ₹23.9 Cr EBITDA loss. The reliance on Q4 for ~50%

of annual revenue creates immense operational risk. * The Street's Concern: Analysts are skeptical about the

supply chain's ability to support a ₹150 Cr+ revenue quarter. Management acknowledged "geopolitical supply

constraints" but claims readiness. * Watchpoint: Q4 Gross Margins. If the company hits ₹150 Cr revenue but

margins stay below 40%, it indicates pricing pressure or cost overruns in the new ZOLT platform.

2. BUSINESS PERFORMANCE

2A. KEY METRICS

DATA SOURCE: PPT figures primary. Concall used for commentary.

Metric
Current Qtr

(Q3)

YoY

Change

QoQ

Change
Trend Mgmt Commentary

Revenue (₹ Cr) ₹31.54 ↑ 79.1% ↓ 22.6% 🟡
Low revenue base in Q3; Q2 was ₹40.76 Cr. Growth

YoY is high due to depressed base.

Gross Margin

(%)
23.7%

↓ 2,230

bps

↓ 2,630

bps
↓

Hit by product mix (88% Civil mapping, lower margin).

Expect 50%+ in Q4.

EBITDA (₹ Cr) -₹23.91 ↓ 90.0% ↓ 199.2% ↓
Q2 loss was ₹7.99 Cr. Negative leverage due to flat

fixed costs on lower revenue.

EBITDA Margin

%
-75.8% ↓ 440 bps

↓ 5,620

bps
↓ Distorted by small revenue denominator.

PAT (₹ Cr) -₹33.85 ↓ 40.9% ↓ 72.5% ↓
Impacted by higher Depreciation (₹10.97 Cr) and

interest on WC loans.

Order Book (₹

Cr)
₹368.0* ↑ 12.6% ↑ 54.6% ↑

*As of Jan 2026. Prior Q2 was ₹238 Cr. Massive

expansion.

Order Inflows (₹

Cr)
₹217.0 N/A ↑ 193.2% ↑

Inflow includes ₹102 Cr large orders + ₹115 Cr run-

rate/smaller orders.

Cash Flow

(OCF)
Not Disclosed N/A N/A 🟡

H1 was -₹30.3 Cr; Q3 likely negative due to inventory

build for Q4.

Net Debt /

(Cash)
Adequate N/A N/A 🟢

Cash used for WC; borrowings likely increased to fund

Q4 inventory ramp.

Interest

Coverage (x)
Negative N/A N/A 🔴

Operating losses prevent coverage; reliant on ₹200

Cr+ IPO-fund liquid assets.

Working Capital ~450 Days N/A ↑ ↓
Inventory building for Q4 execution of the ₹368 Cr

order book.

2B. SEGMENT BREAKDOWN



Segment
Revenue (₹

Cr)

Mix

%
Margin Trend

vs Co

Avg
Key Development

Defence ₹3.78 12% High ↓ Above
Q3 was a transition period; ₹100 Cr+ EP orders secured

for Q4 delivery.

Civil ₹27.76 88% Lower ↑ Below
Driven by geospatial/mapping; revenue stable but lower

margin profile.

3. MANAGEMENT OUTLOOK & EXECUTION TRACKER

Dimension Category Management Target / Claim
Required Run-Rate / Mathematical

Feasibility

Historical

Delivery

Risk

Flag

Guidance
Revenue

Execution

Execute 40-45% of ₹368 Cr

order book in Q4 FY26.

Needs ₹147 Cr - ₹165 Cr in Q4.

Current Q3 was only ₹31.5 Cr.

IN

PROGRESS
🔴

Guidance Margins
Full Year FY26 Gross Margin

target of 50%+.

Needs ~65% GM in Q4 to pull YTD

9M avg (42%) up to 50%+.
MET (Q2) 🟡

Guidance Profitability
Confident of turning profitable

in Q4 and full year.

Requires ₹150 Cr+ revenue with

55%+ GM.
MISSED (Q3) 🟡

Strategy
New

Platforms

ZOLT (Tactical) and YETI

(Logistics) commercialization.

ZOLT already won ₹100 Cr order;

YETI prototype 1 validation

complete.

ON TRACK 🟢

Strategy US Market
First Forge JV for local

assembly and GTM.

Formation phase; requires US

regulatory clearances for

"Substantial Transformation."

NEW 🟢

Macro
Defence

Outlay

Reports of ₹20,000 Cr fresh

procurement for ISR/Combat.

ideaForge is bidding for multiple

programs to sustain order book in

FY27.

ON TRACK 🟢



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

Jai

Chauhan,

Trinetra

Partners &

WC
Financials

"In state

tenders with

partners, who

bears the

deposit/BG and

working

capital?"

Management

clarified that

partners act

as lead

bidders in

some cases,

bearing WC,

with

payments

typically

settled within

30 days. This

partner-led

model de-

risks the

company’s

balance

sheet for

smaller,

fragmented

state-level

contracts.

Specific %

of revenue

through

partners.

4.0
Strategy

clarified

2 4.5

Jai

Chauhan,

Trinetra

Procurement
Business

Overview

"If you are not

the L1 bidder

but have better

specs, how

does it play

out?"

Management

explained

that in Indian

defense,

technical

superiority

only helps if

"Enhanced

Performance

Parameters"

are specified;

otherwise, it

is strictly L1.

This

highlights the

risk of "over-

engineering"

products that

may not be

price-

competitive in

basic RFPs.

None 4.0
Pricing

risk noted

3 4.0

Hardik

Rawat,

IIFL

Order

Pipeline
Financials

"Are you

expecting any

other large

orders in Q4?"

Management

indicated no

other large

Emergency

Procurements

(EP) are

expected in

Q4, with

None 4.5
Visibility

confirmed



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

focus shifting

to executing

the existing

₹440 Cr

booking. This

suggests a

peak in the

current order

cycle, with

FY27 growth

dependent on

new 20k Cr

outlays.

4 5.0

Dipen

Vakil,

PhillipCap

Sustainability Financials

"What

sustainable

visibility exists

beyond the 12-

month EP

orders?"

Management

is banking on

'MAKE'

programs and

reports of a

₹20,000 Cr

defense

drone outlay

to provide

multi-year

demand.

Success in

'MAKE-II'

milestones in

early 2026 is

the key

trigger for

shifting from

lumpy EP to

steady capital

orders.

Specific

number for

'MAKE'

pipeline.

3.5
Pivot to

'MAKE'

5 3.5

Tushar,

Peace

Wealth

Combat

Drones
Strategy

"What is the

potential for the

ZOLT loitering

munition

category?"

Management

view ZOLT as

a entry into

the combat

drone

segment, with

the platform

already

winning EP

orders after

Op Sindoor.

This expands

ideaForge's

addressable

market from

ISR

(Surveillance)

None 4.5
TAM

expansion



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

to Kinetic

(Attack) roles.

6 4.0

Jatin

Jadhav,

Sahasrar

EW

Resilience

Business

Overview

"How do you

navigate in

GPS-denied

and comm-

contested

environments?"

ideaForge

has

developed in-

house CRPA

antennas and

Visual

Positioning

Systems

(VPS) that

allow

navigation

without GPS

using day/

night

snapshots.

This technical

moat is what

allows them

to win

contracts with

50%+

indigenization

and "EW-

resilience"

mandates.

None 5.0

Tech

moat

validated

7 4.5

Nikhil

Gupta,

Vayu Cap

Strategy

Pivot

Management

Commentary

"How are we

expanding

beyond ISR...

move away

from monolithic

products?"

Management

is shifting to a

"responsive

platform"

approach,

using a

modular stack

that can be

adapted

quickly to

various

airframes/

missions.

This "lego-

block"

approach

reduces R&D

lead times for

new defense

requirements.

None 4.0 R&D shift

8 4.0

Mithun

Aswath,

Kivah

Execution

Run-rate
Financials

"Are we

expecting ₹200

Cr of execution

in Q4? Will

Management

confirmed the

Q4 ramp-up

while

None 4.0
Execution

heavy



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

lumpiness

continue?"

admitting that

large defense

orders will

always create

lumpiness,

though the

"baseline"

run-rate

business is

stepping up.

Investors

must accept

that

ideaForge is

a "H2-heavy"

business by

structural

design.

9 3.5

Ishani

Jain,

MAS Cap

DaaS/SaaS Financials

"When will

DaaS/SaaS

contribution

become

meaningful

(FY27)?"

Management

sees

FLYGHT

CLOUD as a

sales enabler

for hardware,

with some

stand-alone

revenue, but

hardware

solutions

remain the

primary

driver. It is

currently a

margin-

protector

rather than a

stand-alone

revenue

pillar.

SaaS

revenue mix

target.

3.0
SaaS as

enabler

10 3.0
Shubham

Thorat

Supply

Chain

Business

Overview

"What issues

did you face in

the last 9

months?"

Management

cited

"geopolitical

supply side

constraints"

as a primary

challenge for

high-volume

procurement.

This is a

critical risk

factor for the

Q4 delivery

Specific

components

constrained.

3.5
Supply

risk flag



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

guidance of

₹150 Cr+.

PATTERN FLAGS & SENTIMENT * The Execution Anxiety: Analysts were hyper-focused on the feasibility of

the Q4 ramp-up. Management’s posture was one of "calculated confidence," emphasizing that the orders are

firm (EP cycle) and liquidity/banking limits are in place to fund the working capital. * The Tech Moat: Multiple

questions on EW (Electronic Warfare) resilience and GPS-denied navigation suggest the market is now

recognizing ideaForge's R&D stack as its primary differentiator against cheaper Chinese-component

assemblers. * Sentiment Verdict: Cautiously Optimistic. Analysts were impressed by the ₹440 Cr order

booking (a massive jump from the ₹238 Cr seen in Q2), but the 24% Gross Margin in Q3 was a "sticker shock"

that management had to explain away as a temporary mix issue. The credibility of the ZOLT order win (₹100

Cr+) significantly boosted management’s standing regarding R&D-to-Revenue conversion.

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

Walk-back | Risk to Thesis | | :--- | :--- | :--- | :--- | :--- | | Gross Margins | Targeted 50%+ stability. | Hit 24% in Q3.

| Product Mix Drag: Heavy Civil revenue (88%) in Q3 severely diluted margins. | Medium (Quarterly volatility). |

| P&L Break-even | Goal for FY26. | EBITDA loss widened in Q3. | Execution Gap: Profitability is now entirely

dependent on a "perfect" Q4 execution. | High (Operating leverage risk). |

5. WHAT CHANGED vs PRIOR QUARTER

What Changed Prior Quarter (Q2 FY26) This Quarter (Q3 FY26) Direction

Order Book Visibility ₹238.0 Cr (Oct 28) ₹368.0 Cr (Jan 23) ↑

YTD Order Inflow ~₹250 Cr ₹440 Cr ↑

Gross Margin Profile 50.0% 23.7% ↓

Revenue Mix 63% Defence / 37% Civil 12% Defence / 88% Civil ↓

New Platform Status ZOLT in "Pilot series" ZOLT secured ₹100 Cr+ EP order ↑

US Strategy JV in "early discussions" JV 'First Forge' in "formation/execution" ↑

Operational Scale 750,000+ total flights 850,000+ total flights ↑

EBITDA Performance -₹7.99 Cr (narrowing loss) -₹23.91 Cr (widening loss) ↓

Thesis Signal Recovery in sight Orders booked; Execution is now the only risk ↑

Investor Notes: * The Thesis Pivot: ideaForge has successfully de-risked its "Demand" side (₹440 Cr orders)

but has increased its "Execution" risk. The business is now a pure play on Q4 operational scaling. * Gross

Margin Logic: The drop to 23.7% in Q3 is a "mix anomaly." Long-term investors should look at the 9M FY26

margin of 42% as a more realistic baseline, heading toward 50%+ in high-defense quarters. * Earning Quality:

The CFO-to-PAT ratio is currently non-comparable due to the massive inventory build-up (Raw Materials for Q4).

A forensic watchpoint is the "Other Expenses" (₹18.1 Cr in Q3), which remained flat QoQ despite lower revenue,

proving the high operating leverage/fixed cost burden. * Strategy Watch: The Strategic MoU with C-DAC for

India's Emergency Response Network and the First Forge JV in the US are the two most important long-term

TAM-expanders identified this quarter. * Final Word: The quarter was a financial miss but a strategic triumph. If

Q4 execution meets management's 40-45% target (₹150 Cr+), the stock will undergo a significant re-rating as

the "National Champion" narrative shifts from promise to profit.
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