Ideaforge Technology Ltd — Nov 2025 Quarterly Analysis

1. VERDICT & BUSINESS QUALITY SNAPSHOT

Result: Revenue Miss (H1) / Strong Order Book Beat One-line: The business is successfully pivotting from a
"revenue air pocket" to a "delivery ramp-up" phase, with the order book nearly doubling in four months, though
P&L profitability remains hostage to H2 execution timelines.
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H1 Revenue (5B.5 Cr) is down 56% YoY; however, Order Book
(2838 Cr) reached a multi-quarter high.

H1 EBITDA loss of 2B.1 Cr; PAT loss of 43.2 Cr; Operating Cash
Flow is -80.3 Cr.

Management delivered the promised Army contract but is vague
on the US revenue timeline.

Successfully converted the L1 pipeline into firm orders and
secured NATO Stock Numbers (NSN).

Gross margins stabilized at 50% (Q2) despite volume pressure,
proving pricing power in tech-heavy builds.

Management confirmed "emergency procurement" orders require
delivery within 12 months, mostly in FY26.

Concerns on when revenue will catch up to the 60 Cr+ H1 fixed
cost base (Employee + Admin).

Heavy R&D (ZOLT/YETI) continues alongside expansion into the
US (JV First Forge).

Gross Margin (50%) is significantly up vs Q2 FY25 (24.6%) but
down from Q1's specific mix (61.7%).

NSN allocation and "EW-resilience" as a baseline requirement
creates a technical entry barrier.

High inventory build (I07.4 Cr) ahead of H2 deliveries; CFO-to-
PAT ratio at 0.70x (H1).

US JV + NATO eligibility allows ideaForge to compete outside the
"India-only" tender ecosystem.

Cash/Bank of ~B0.7 Cr + Investments of 86.2 Cr; Borrowings
increased by 29.8 Cr.

Inventory and Trade Receivables are both up as the company
prepares for a massive H2 delivery cycle.

Followed through on "command level" procurement and tactical
platform (ZOLT) progress.

Revenue realization is dependent on QA agency clearances; any
bottleneck here spikes the FY26 loss.

Focused on "validation" of tech (Op Sindoor/NATO) rather than
near-term P&L optics.



Key Takeaways: * Positives: The fundamental thesis of ideaForge being a "National Champion" in UAV tech is
intact. The order book (P38 Cr) provides ~4.5x coverage of H1 revenue. Securing NATO Stock Numbers (NSN)
for the SWITCH and Q6 platforms is a high-order credibility signal that opens Allied/NATO procurement
channels. The formation of the 'First Forge' JV in the US is a strategic hedge against Indian procurement
lumpiness and US-China decoupling tariffs. * Negatives: The "operating leverage" trap remains. The company
burnt 2B.1 Cr in EBITDA (H1) because the fixed cost base is built for a ZD0 Cr+ annual scale, while actual H1
revenue was just B3.5 Cr. Interest costs are rising (129 Cr in H1) as working capital needs drive new borrowings
(29.8 Cr). * The Street's Concern: Analysts are hyper-focused on the timing of the 238 Cr order execution.
Management expects majority execution in FY26, but the "emergency" nature of command-level orders means
they must supply fast or risk penalties. * Watchpoint: Q3 Revenue. To even match FY25 revenue (8IL5 Cr),
ideaForge needs to bill ~IB0 Cr per quarter in H2—a level they have never consistently hit.

2. BUSINESS PERFORMANCE

2A. KEY METRICS DATA SOURCE: PPT figures primary. Concall used for commentary.

Current Qtr
Mgmt Commentary

(Q2)

Recovery driven by start of deliveries from new

Revenue ([Cr) an.76 1 9.9% 1 219.0% 1 )
orders and run-rate business.
Gross Margin 50.0% 12,540 11,170 0 Mix of high-margin military vs civil; Q1 was an
(%) e bps bps anomaly at 61.7%.
Loss narrowing as revenue scales toward the fixed
EBITDA ([CTr) -7199 1 20.0% 1 47.2% 1 )
cost breakeven point.
EBITDA Margin 19,890 Negative leverage remains but is improving with
-19.6% 1 730 bps 1 .
% bps sequential revenue growth.
Impacted by higher Depreciation (I0.5 Cr) and
PAT (LCr) -10.62 1 42.9% 1 16.7% ad )
Finance Costs.
*As of Oct 28, 2025. Massive acceleration in order
Order Book ([Cr)  P238.0* 1 64.4% 1 64.4% 1 .
inflows.
Order Inflows (O Strong inflows from Command Level Emergency
~4.0 N/A 121% 1
Cr) Procurements (EP).
Cash Flow Better than H1 FY25 (-84.0 Cr) due to working capital
-80.27 (H1) 1 11.0% N/A O
(OCF) (Icr) management.
Net Debt / Calculation: (Cash 32.1 + Bank 18.6 + Inv 96.2) -
(I03.8 Cr) N/A N/A 0 )
(Cash) Borrowings 29.8 + Lease 13.6.
Interest Operating loss makes coverage negative; dependent
(6.1x) N/A N/A O
Coverage (x) on cash reserves.
Working Capital DIO (366) + DSO (234) - DPO (73) based on H1
527 Days N/A N/A ! ] ]
(Days) revenue run-rate; highly distorted.

2B. SEGMENT BREAKDOWN Mix as per Q2 FY26 PPT.



Revenue (O

Segment cn Key Development

Heavy reliance on Command Level EP; NATO NSN

Defence P5.68 63% High 1 Above .
received.

Focus on mapping (Q6 V2 Geo) and Disaster
Response Ops.

Civil 15.08 37% Moderate 0 Below

3. MANAGEMENT OUTLOOK & EXECUTION TRACKER

Required Run-Rate / Historical
Mathematical Feasibility Delivery

Dimension Category Management Target / Claim

Needs [10 Cr+ per quarter in Q3/

) Revenue Majority of 238 Cr order book IN
Guidance ] . Q4. (FY25 run-rate was ~7b Cr/
Execution to be executed in FY26. ) PROGRESS
qtr).
. . Gross margins to stay "in Achievable if product mix remains
Guidance Margins o MET O
similar lines" as Q2 (~50%). defense-heavy.
ZOLT (Tactical) trials in .
. Product . Needs ZOLT order conversion by
Guidance progress; YETI (Logistics) . ON TRACK d
Launch end-FY26 to sustain momentum.

ground runs started.

. Needs 12-18 months for
"First Forge" JV to

Strategy us Jv ) . . "Substantial Transformation" NEW ad
manufacturing/distribute in US. criteria

Proprietary autopilot/software
"EW-resilience" to be baseline P y P

Strategy Indigenization stack provides a 2-3 year lead ON TRACK d
for all systems.
over assemblers.

. Global tenders <200 Cr are Directly benefits ideaForge in
Macro Defence Policy . . ON TRACK O
"Off by default." Micro/Mini UAV segments.



4. ANALYST Q&A



Analyst /

Q# Relevance .
irm

Jai
Chauhan,
Trinetra

Dipen
Vakil,

PhillipCap

Dipen
Vakil,

PhillipCap

Theme

Categor
Cluster gory

Management
R&D Focus

Commentary
Order . .

) Financials

Execution
us Jv

Strategy
Strategy

Underlying
Concern

"Key
priorities for
R&D
beyond
ZOLT/
YETI...
focus on
Al?"

"Are orders
received in
Q2/Oct
executable
in next 12
months?"

"Will you
sell existing
products or
new ones
in the US
Jv?"

Management
Response &
Investment
Implication

Management
highlighted
autonomous
operations in
radio-silent/
GPS-denied
environments
and multi-
UAV
autonomy to
counter EW/
jamming. This
shifts the
moat from
"airframes" to
"intelligent
survivability,"
critical for
modern
combat.

Management
confirmed
majority are
Command
Emergency
Procurements
(EP) with
shorter
delivery
timelines,
requiring
completion
within the
year. Success
here is the
only path to
an H2
revenue beat
and narrowing
annual
losses.

Management
stated focus
is on the
existing
portfolio but
using the JV
to navigate
local
manufacturing
requirements
and tariffs.

Evaded /

[\ o] Credibility Verdict

Addressed

Specific
R&D spend
guidance
for FY26.

Breakup of
Q3vs Q4 4.0
revenue.

Financial
structure of 3.5
the JV.

Clear
long-term
vision

Visibility
improved

Strategy
clarified



Q# Relevance

4 315
5 3.0
6 4.5

Theme
Cluster

Analyst /

Categor
Firm gory

Krishna .
) Business
Doshi, NATO NSN )
. Overview
Ashika
Nikhil )
» Business
Gupta, Competition .
Overview
Vayu Cap
Rupesh
Tatiya, - Business
Civil/GIS TAM .
Long Overview
Equity

Underlying
Concern

"What is
the
opportunity
from NATO
countries
now?"

"A
competitor
(BonV
Aero) has a
20kg
payload
drone... are
we falling
behind?"

"Can the
Civil/GIS
segment
become a
00 Cr
business?"

Management
Response &
Investment
Implication

This confirms
a "Go-to-
Market" play
rather than a
new "R&D-
from-scratch"
US unit.

NATO Stock
Numbers
(NSN) make
products
visible and
eligible for
procurement
in Allied
systems,
acting as a
"global quality
stamp." This
significantly
lowers the
trust deficit for
exports to
Western
markets.

Management
clarified they
focus on
ISRT/Tactical
(ZOLT) and
long-range
(YETI) rather
than the
heavy-lift
helicopter
segment. This
defends their
niche but
highlights
growing
competitive
density in the
Indian drone
ecosystem.

Management
believes it
can, citing
SVAMITVA
schemes and
3D digital
twins for

Evaded /
[\ o] Credibility
Addressed

Estimated
export 4.0
revenue.

None 3.5

Timeline
for 0O Cr 4.0
run-rate.

Verdict

Credibility
boost

Niche
defended

Path to
scale



Q# Relevance

Theme
Firm Cluster

Analyst /

Category

Tushar,
Peace Diversification ~ Strategy
Wealth
Dhiraj

GST & . .
Shah, RJ - Financials
Inv Pricing

Underlying
Concern

"Why did
we stick to
mapping/
surveillance
and are
late to
target
drones?"

"Impact of
GST
reduction
on
drones?"

Management
Response &

Evaded /

[\ o] Credibility Verdict

Investment
Implication

Addressed

cities, backed
by their
FLYGHT
CLOUD
platform.
Achieving this
would de-risk
the company
from the "all-
or-nothing"
lumpy
defense
cycles.

Management
admitted to
bootstrapping
constraints
early on and
chose ISRT
as the largest
market, but
are now
exploring
attack/
precision None 3.0
payloads via
partnerships.
This
acknowledges
a late entry
into the
"kinetic"
drone market
but cites
intentional
focus.

Management
noted it
reduces
"adoption
inertia" by
~12%, but
emphasized
that drones
are utility-
driven, not
price-driven.
Implies that
price
sensitivity is
low for critical
military/

None 4.0

Fair
admission

Pricing
insight



Analyst /

Q# Relevance .
irm

Raj Patel,
SMG
Finance

Akshay
Kothari,
Envision

10 3.0

PATTERN FLAGS & SENTIMENT Analyst concern has migrated from "Are there orders?" (Q1) to "Can you

Theme
Cluster

Underlying

Category Concern

"How does
the JV help
penetrate
the US?"

US JV Logic Strategy

"Relevance
of drones
vs satellite
mapping?"

Business
Overview

Satellites vs
Drones

Management
Response &
Investment
Implication

enterprise
missions.

Management
cited
preference for
local US
manufacturing
for federal
procurement
and
participation
of the partner
as an
investment/
Go-to-Market
ally. Thisis a
critical move
to bypass the
"Buy
American"
barriers.

Management
argued
drones
provide real-
time, high-res,
persistent
patrolling
(eyes on
ground) which
satellites
cannot match.
Solidifies the
"persistent
surveillance"
thesis for
tactical border
operations.

Evaded /

[\ o] Credibility

Addressed

None 4.5

None 4.0

actually deliver and scale?" (Q2). The consistent questioning on competitors and "late entry" into kinetic
segments shows the market is beginning to evaluate ideaForge as a mature player rather than a startup.
Management's posture was markedly more aggressive and confident compared to the defensive tone of H2
FY25. The NATO and NSN data points acted as significant "credibility armor" during the call.

Analyst Sentiment Verdict: Cautiously Optimistic but Execution-Wary. While analysts cheered the order
book (238 Cr), the skepticism remains on the H2 delivery capability. The primary friction point is the "revenue air
pocket" shown in H1 results; management has repaired its credibility on order wins, but the billing cycle remains
the final frontier for a thesis re-rating.

Verdict

Strategic
clarity

Utility
validated



GUIDANCE GAPS REVEALED IN Q&A | Topic | What Mgmt Claimed (Prior Q) | What Q&A Revealed | Gap /
Walk-back | Risk to Thesis | | :---| :--- | :--- | :--- | :--- | | US Market Entry | Direct sales/EAP phase. | Now pivoting
to a Joint Venture for local manufacturing. | Strategy Pivot: Realized direct exports face too many "Buy
American" hurdles. | Medium (Execution lag). | | Profitability | Goal for FY26. | EBITDA remains -23.1 Cr in H1. |
Gap: Needs massive revenue jump in H2 to even reach EBITDA breakeven for the full year. | High (Cash burn
risk). |

5. WHAT CHANGED vs PRIOR QUARTER

What Changed Prior Quarter (Q1 FY26) This Quarter (Q2 FY26) Direction
Order Book 114.8 Cr PB8.0 Cr* 1
Revenue Scale p.8 Cr 40D.8 Cr 1
Gross Margin 61.7% 50.0% !
Net Loss (Qtr) PB.6 Cr 9.6 Cr 1
Tech Status Domestic Testing NATO Stock Numbers (NSN) Allotted 1
US Presence Subsidiary Only JV (First Forge) with First Breach Inc. 1
Borrowings Nil ?b.8 Cr !
Thesis Signal Speculative Turnaround Validated Scale-up with Execution Risk 1

Investor Notes: * The Thesis Change: This quarter moves ideaForge from "surviving a downturn” to "preparing
for a massive H2." The NATO NSN and US JV are structural long-term wins that broaden the TAM beyond
Indian MoD tenders. However, the fundamental weakness is still the high fixed cost base. * Operating
Leverage: Total Expenses (H1) were 7B.9 Cr (excluding RM) against 63.5 Cr Revenue. The company is over-
built for its current size. * Inventory Logic: Inventory grew by IB.2 Cr in H1 (to ID7.4 Cr). This is a lead indicator
of H2 deliveries; if Q3 revenue does not cross 8D Cr, this inventory will become a liquidity drag. * Forensic Flag:
The company has started taking short-term borrowings (20.8 Cr) to fund working capital despite having 96 Cr in
investments. This suggests a desire to keep liquid "IPO-fund" buckets separate from operational debt. * Final
Word: The quarter is a Tactical Win (Orders) but a Financial Miss (Scale). The thesis remains intact for long-
term investors, but the stock will remain volatile until the P&L reflects the order book reality.
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