
Ideaforge Technology Ltd — May 2025 Quarterly Analysis

1. VERDICT & BUSINESS QUALITY SNAPSHOT

Result: Weak Miss / Washout Year One-line: The growth thesis has pivoted from "predictable leader" to a "high-

risk turnaround" as the company ends FY25 with a 49% revenue collapse and an order book at record lows,

leaving the valuation entirely dependent on binary L1-pipeline conversions.

Dimension This Quarter Signal / Evidence Sentiment

Beat/Miss vs

Guidance
Weak Miss

FY25 Revenue of ₹161.2 Cr is ~49% below FY24 (₹314 Cr); Q4

Revenue (₹20.3 Cr) failed to recover.
🔴

Earnings Quality Low
PAT loss of ₹25.7 Cr in Q4; FY25 PAT of -₹62.3 Cr masked by ₹21.1

Cr in interest/other income.
🔴

Guidance Confidence Weak
Prior "flattish growth" guidance for FY25 was missed by ~₹150 Cr;

Q1 FY26 visibility is "soft."
🔴

Management

Credibility
Deteriorating

Repeated failure to convert the ₹400 Cr+ L1 pipeline into signed

orders over multiple quarters.
🔴

Business Quality

Signal
Deteriorating

Shift from a high-margin product leader to a lumpy, sub-scale

project shop with negative operating leverage.
🔴

Key Q&A Exchange Q8 (R&D Burn)
Mgmt confirmed ₹76.5 Cr R&D spend despite collapsing revenue;

burn rate is now the primary concern.
🔴

The Street's Primary

Anxiety
Order Visibility

Order book dropped to ₹14 Cr (0.08x FY24 Rev); analysts pressed

on when "Emergency Procurement" converts.
🔴

Capital Cycle Stage
Investment

(Aggressive)

Launching 4 new platforms (YETI, ZOLT, Netra 5, Switch V2) while

core cash-cow business is stagnant.
🟡

Margin Trajectory Deteriorating
FY25 EBITDA margin crashed to -19.6% from +27.4% in FY24 due

to utilization shock.
🔴

Pricing Power Eroding
Gross margins fell to 33% in FY25 (vs 50% in FY24) as product

mix shifted toward lower-margin bids.
🔴

FCF Conversion Weak
FY25 CFO was -₹76.8 Cr; company is consuming its IPO cash

buffer to fund operations.
🔴

Competitive Moat Stable (Technical)
DGQA "Fit for Military Use" for SWITCH remains a high-entry

barrier; Netra 5 technical specs are class-leading.
🟢

Balance Sheet

Strength
Adequate

Cash/Bank balances remain significant (~₹273 Cr), but are being

depleted by quarterly losses.
🟡

Working Capital

Efficiency
Deteriorating

Negative operating leverage is extreme; expenses are "flat" while

revenue is down 80% YoY in Q4.
🔴

Mgmt Guidance Track

Record
Unreliable FY25 guidance was systematically walked back every quarter. 🔴

Key Red Flag Revenue Volatility
Massive quarterly swings (₹102 Cr vs ₹20 Cr) make fundamental

valuation models nearly impossible.
🔴

Management Tone Defensive
Emphasized "tactical hurdles" and external "macro" factors

(elections, US tariffs).
🟡



Key Takeaways: * Positives: Technical moats remain intact; the SWITCH UAV received the prestigious DGQA

certification for military use. The company is successfully diversifying into heavy-payload "Middle Mile" logistics

(YETI) and tactical ISR (ZOLT), with prototype flights underway. Strategic investment in Vantage Robotics (US)

provides a footprint in the sub-250g nano-drone category. * Negatives: The "Revenue Air Pocket" has become a

structural canyon. FY25 revenue halved, and the order book (₹14 Cr) is insufficient to cover even one month of

fixed costs. Gross margins have been structurally reset lower (33% for FY25 vs 50% for FY24), suggesting

higher competitive intensity or unfavorable mix in MoD tenders. * The Street's Concern: Management’s inability

to forecast MoD procurement timelines has destroyed near-term credibility. The focus is now on the ₹400 Cr L1

pipeline—if this does not convert in H1 FY26, the company faces a liquidity-burn crisis. * Watchpoint: Execution

of the "Emergency Procurement" cycle orders expected in early Q2 FY26.

2. BUSINESS PERFORMANCE

2A. KEY METRICS

Metric
Current Qtr

(Q4)

YoY

Change

QoQ

Change
Trend Mgmt Commentary

Revenue (₹ Cr) ₹20.31 ↓ 80.1% ↑ 15.3% ↓
Impacted by general elections and slow

procurement cycles.

FY25 Revenue (₹

Cr)
₹161.22 ↓ 48.7% N/A ↓ Massive decline from ₹314.0 Cr in FY24.

Gross Margin

(%)
35.9% ↓ 710 bps ↓ 1,010 bps ↓ Volatile due to product mix and component costs.

EBITDA (₹ Cr) -₹17.41 ↓ 186% ↓ 38.4% ↓
Scale insufficient to cover fixed employee/R&D

costs.

PAT (₹ Cr) -₹25.70 ↓ 348% ↓ 7.0% ↓
Impacted by high depreciation (₹29.3 Cr FY25) and

revenue miss.

Order Book (₹ Cr) ₹14.00 N/A ↓ 33.3% ↓
Critical low; down from ₹21 Cr in Q3 and ₹100 Cr+ in

FY24.

L1 Pipeline (₹ Cr) ₹400+ N/A → →
Predominantly international/large domestic

programs.

Cash & Bank (₹

Cr)
₹273.70 ↓ 38.6% ↓ 9.2% ↓ Converted from PPT; Mar-24 was ₹446 Cr.

R&D Spend (₹ Cr) ₹76.50 N/A N/A →
Continued investment in Tactical/Logistics

platforms.

CFO-to-PAT

Ratio
1.23x N/A N/A 🟡

Net cash flow from ops (-₹76.8 Cr) vs PAT (-₹62.3

Cr).

2B. SEGMENT BREAKDOWN



Segment
Revenue (₹

Cr)

Mix

%
Margin Trend

vs Co

Avg
Key Development

Defence ₹0.81 4% Low ↓ Below Q4 saw almost zero domestic MoD billing.

Civil ₹19.50 96% Normalized ↑ Above Driven by Survey of India/Enterprise DaaS.

FY25 Full

Year

Defence ₹95.11 59% 33% (GM) ↓ Inline Dominant segment but highly lumpy.

Civil ₹66.11 41% 33% (GM) ↑ Inline
Growing share via "Drone-as-a-Service"

(DaaS).

3. MANAGEMENT OUTLOOK & EXECUTION TRACKER

Dimension Category Management Target / Claim
Required Run-Rate /

Mathematical Feasibility

Historical

Delivery

Risk

Flag

Guidance Revenue FY25 YoY Growth (Initial).
MISSED. Ended FY25 down 49%

YoY.
Missed. 🔴

Guidance
Order

Closure

Emergency Procurement closure

in early Q2 FY26.

High dependency; needs ₹100 Cr+

quarterly run-rate to stabilize.
Delayed. 🔴

Strategy US Market
Transformation of products to

meet US Country of Origin rules.

Necessary to bypass tariff/federal

restrictions.
In Progress. 🟡

Strategy
New

Platforms

YETI prototype flight in 2 quarters

(H2 FY26).

Critical for entering the middle-

mile logistics market.
On Track. 🟢

Strategy Certification
DGQA certification for military

use.

DELIVERED. SWITCH UAV is

now fully qualified.
Met. 🟢

Macro
US

Headwinds

Tariff uncertainty and Federal

country-of-origin bans.

Impacts US public safety/defense

sales timeline.
New Risk. 🔴



4. ANALYST Q&A



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded / Not

Addressed
Credibility Verdict

1 5.0

Dipen

Vakil,

PhillipCap

Order

Pipeline
Financials

"Can you

throw some

more light on

the new

emergency

procurement

cycle... and

when are they

expected to

finalize?"

Management

indicated

trials are

ongoing for

the CICT

(Counter

Insurgency)

cycle with an

expected

closure early

in Q2 FY26.

Successful

conversion

here is the

only near-

term catalyst

to end the

revenue

drought.

Specific value

of tenders.
3.0

Delayed

closure

2 4.5

Dipen

Vakil,

PhillipCap

US Market Strategy

"How have

tariffs in the

US market

impacted off

late?"

Management

admitted that

country-of-

origin

restrictions

require a

transformation

of products

within the US

to access

federal

programs.

This pivot

adds

complexity

and cost to

the US

expansion

thesis.

Timeline for

US

manufacturing.

3.0
Strategic

shift

4 4.0

Hardik

Rawat,

IIFL

Competition Business

"What could

the execution

timelines look

like for these

[EP]

contracts?"

Management

confirmed a

12-month

delivery cycle

from the order

date,

consistent

with previous

emergency

cycles. This

provides a

long-tail

revenue

visibility once

Competitive

intensity

details.

3.5
Standard

cycle



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded / Not

Addressed
Credibility Verdict

the L1

converts.

5 5.0

Vipul

Parekh,

ABC Cap

Strategy Outlook

"After [the

Pahalgam

attack], can

we expect

faster

procurement...

have you

already

started seeing

momentum?"

Management

projected that

such incidents

drive urgency

for ISR

(Intelligence)

and "end

effect"

(attack)

drones with

EW

resistance.

The company

is positioning

its Netra 5

and ZOLT

platforms

specifically for

these

contested

environments.

Immediate

order wins.
3.0

Demand

projection

8 4.5

Hardik

Rawat,

IIFL

R&D Burn Financials

"What sort of

rupee value

amount we

expect to

spend on

R&D in the

coming two

years?"

Management

confirmed an

FY25 spend

of ₹76.5 Cr and

expects to

continue at

similar levels

in FY26. High

R&D burn

without

revenue scale

will continue

to pressure

the cash

balance and

suppress

EBITDA.

Break-even

point.
4.0

High

Burn

10 4.0

Hardik

Rawat,

IIFL

Int'l

Strategy
Strategy

"What duty do

our drone

products

currently

attract in the

UK, and how

it will fall...

relative to

other

countries?"

Management

highlighted

that the UK

FTA could

eliminate the

20% VAT/duty

burden,

making Indian

products

more

competitive

Exact duty

quantum.
3.5

FTA

tailwind



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded / Not

Addressed
Credibility Verdict

than Chinese

peers. This

represents a

major pricing

lever for the

UK market

entry.

PATTERN FLAGS & SENTIMENT Analyst sentiment has turned Skeptical and Performance-Oriented. The

primary anxiety is the disconnect between the technical roadmap (4 new platforms) and the commercial reality

(₹14 Cr order book). Management was defensive, repeatedly citing the "12-month delivery cycle" and

"confidentiality" of MoD orders to explain the lack of visibility. The "Pahalgam attack" context was used to justify

a future procurement surge, but analysts remained focused on why previous L1s have not converted.

Analyst Sentiment Verdict: Guarded/Hostile. The credibility of management's top-line forecasting is at a multi-

quarter low. The market is no longer pricing in "potential" and is demanding hard order-book numbers. The

massive R&D burn (₹77 Cr) in a year where revenue halved is the single greatest risk to the business's longevity.

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

Walk-back | Risk to Thesis | | :--- | :--- | :--- | :--- | :--- | | FY25 Revenue | Flattish growth vs FY24. | FY25 ended at

₹161 Cr vs ₹314 Cr. | ~49% Miss. Total collapse of growth narrative. | Negative operating leverage. | | Order

Book | Recovery in Q4. | Order book fell from ₹21 Cr to ₹14 Cr. | 33% QoQ Decline. Visibility at all-time low. |

High execution risk for H1 FY26. | | US Strategy | Direct Export. | Needs US transformation/assembly. | Pivot

from Export to "Local Transformation." | Margin dilution/Capex risk. |

5. WHAT CHANGED vs PRIOR QUARTER

What Changed Prior Quarter (Q3 FY25) This Quarter (Q4 FY25) Direction

Order Book ₹21.0 Cr ₹14.0 Cr ↓

Full Year Revenue ₹140.9 Cr (9M) ₹161.2 Cr (FY) ↓ (vs FY24)

Certification Pending DGQA. SWITCH UAV certified "Fit for Indian Military Use." ↑

Product Roadmap Concept stage. Prototypes flying (ZOLT/YETI). ↑

Cash Reserves ~₹301 Cr ~₹273 Cr ↓

US Footprint Direct interest. Strategic investment in Vantage Robotics. ↑

Thesis Status Growth under pressure. Turnaround play; high-burn phase. ↓

Investor Notes: * The Thesis Change: The "high-growth tech leader" thesis is officially dead. The company is

now a speculative turnaround play with high fixed costs. The IPO cash cushion is being consumed at a rate of

~₹75 Cr/year in R&D and ~₹30-50 Cr in operating losses. * The Moat Paradox: Technically, ideaForge is

widening its lead (DGQA certification, foliage-penetrating SAR, high-altitude logistics). Commercially, it is failing

to monetize this lead. * Working Capital Alert: FY25 CFO of -₹76.8 Cr vs PAT of -₹62.3 Cr indicates an

earnings quality gap; the company is unable to collect enough to cover its high inventory/development costs. * 

Watchpoint: If the ₹400 Cr+ L1 pipeline does not convert into at least ₹100 Cr of firm orders by Sept 2025, the

business will require a capital infusion or drastic cost-cutting.


	1. VERDICT & BUSINESS QUALITY SNAPSHOT
	2. BUSINESS PERFORMANCE
	3. MANAGEMENT OUTLOOK & EXECUTION TRACKER
	4. ANALYST Q&A
	5. WHAT CHANGED vs PRIOR QUARTER

