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1. Executive Summary

This plan sets out an Adventure & Experiential-Tourism Operator in India — a principal adventure business
operating white-water rafting, trekking, camping, climbing and multi-activity programmes from an owned base camp,

with its own certified guides, its own safety equipment fleet, and rescue and evacuation cover on every guest.

The tour operator earlier in this vertical committed money against unsold departures, and that was described
as the business's defining risk. This plan describes a business where the defining risk is not financial at all:
the guest can be killed. A raft flips in high water, a trekker develops altitude sickness at 4,200 metres, a
harness fails on a via ferrata, a swimmer is caught in a hydraulic. These are not remote contingencies to be
footnoted in a risk table; they are the reason the activity is worth paying for and the reason it must be
operated by people who know exactly what they are doing. Every other plan in this library can describe its
worst outcome as a financial loss. This one cannot, and the entire structure of the business — guide certification,

equipment lifecycle, guest ratios, evacuation cover, cancellation authority — exists for that single reason.

The second point is the honest tension at the centre of the trade, and it is worth stating with precision
because every adventure fatality report in the world reads the same way. On the morning in question, the
group has paid, travelled overnight, taken leave from work and been looking forward to this for months. The
river is running higher than it should be, or the weather window is closing, or a guest is visibly unfit for what
they have booked. Cancelling costs money, disappoints eleven people, and produces an argument at the desk.
Proceeding costs nothing today. The commercial pressure and the safety decision point in opposite directions,
on the same morning, and the person making the call is usually young, employed seasonally, and aware that
the customer is angry. This plan's answer is structural rather than cultural: cancellation authority sits with the guide
and the safety officer and cannot be overridden commercially, and the rate of safety cancellations is reported
as a positive metric that rises from 4.2% to 5.8% of scheduled activities — with ¥31 lakh of revenue

deliberately forgone in Year 3 and carried openly in the accounts.

The third is that safety equipment fails invisibly, which places this business in the same category as the
rancidity problem set out in the packaged-snacks plan — a failure mode that gives no warning. A climbing rope
at the end of its service life looks identical to a new one. A helmet that has taken one significant impact looks
undamaged. A personal flotation device degraded by three seasons of ultraviolet exposure feels exactly the
same in the hand. None of these can be assessed by looking at them, and all of them are retired on a date and
a usage log rather than on appearance. An operator who retires equipment when it looks worn is not running a
safety system; he is running a hope. This plan takes equipment retired on schedule rather than on appearance

from 54% to 100%, and holds equipment past its service life in active use at NIL.

And the fourth: the guest misrepresents their own fitness, routinely and without malice. People understate
their age, omit a cardiac history, describe themselves as regular walkers, and sign a medical declaration they
have not read — because they have travelled a long way and want to be allowed on. A business that relies on
the signature has relied on the least reliable document it holds. This plan verifies declarations through a structured
briefing conversation rather than a form — 41% rising to 100% — and declines 4.6% of guests on fitness or medical

grounds by Year 3, up from 2.1%. Both of those numbers rising is the plan working, not failing.

This plan models an operator requiring £2.10 crore (388 lakh promoter + X82 lakh term loan + %40 lakh working capital),
moving from X3.80 crore revenue and a ¥30 lakh loss to ¥9.40 crore revenue and %40 lakh profit by Year 3, with

zero serious incidents across all three years and a rising near-miss reporting rate. (Principal adventure-tourism operator —



figures illustrative.)

2. Business Description, Vision & Legal Structure

Concept: A principal adventure operator run on certified guides, dated equipment retirement and non-overridable
cancellation authority, treating safety cancellations and declined guests as reported positive metrics rather than as lost

revenue.
Vision: To take people somewhere genuinely worth going, and bring all of them back.

Mission: Retire equipment on the date, not on the look; certify every guide and keep it current; let the guide cancel and
never overrule it commercially; verify fitness by conversation rather than signature; and report every near miss, because

the near miss is the only warning we get.

Legal structure options

o Private Limited — strongly recommended: liability exposure here is genuinely personal-injury in nature, and corporate
structure with proper insurance is a basic protection.

LLP — workable but weaker on liability separation in a business of this risk profile.

Proprietorship — unsuitable: unlimited personal liability against a business where a single incident can

produce a claim far exceeding the promoter's net worth.

Regulatory anchor: the framework is thinner than the risk warrants, and that fact is itself the most important compliance
observation in this plan. The Ministry of Tourism has issued adventure tourism guidelines covering land, air and
water activities, and several states operate their own rules for rafting, trekking and camping — but
enforcement is patchy and the standards are, in practice, adopted voluntarily. The consequence is that an
operator who complies only with what is actually enforced is operating at the standard of the least serious
competitor in the destination, which is not a standard at all. This plan therefore adopts recognised international and
national practice as its internal baseline regardless of enforcement: guide certification through recognised bodies for
the specific discipline, documented equipment lifecycle management, defined guest-to-guide ratios by activity
and grade, and written emergency and evacuation procedures. Alongside these: state tourism registration and
activity-specific permits (river permits, trekking permits, forest and protected-area permissions, camping-site
clearances); environmental compliance for riverside and forest camps, including waste, sanitation and the
increasingly enforced restrictions on camping in ecologically sensitive zones; public liability and professional
indemnity insurance written to cover hazardous activities specifically — many standard policies exclude them,
and an operator holding a policy that excludes his own activity has no cover at all; rescue and evacuation
cover, including helicopter evacuation where the terrain requires it; and FSSAI registration for camp catering,

employment compliance for seasonal guides, and vehicle permits for guest transport.

3. Promoter & Ownership

Led by a promoter with genuine operational adventure experience — and this plan states plainly that a promoter
without it should not run this business, whatever their commercial ability. Three competences decide outcomes:
technical credibility, because guides do not respect and will not be corrected by someone who has not done the activity; the
discipline to lose revenue, since the cancellation decision is the product and a promoter who flinches once has taught the
whole team what the real rule is; and equipment governance, which is unglamorous, expensive and the difference between

a system and a hope. Ownership, equity & investor terms are editable inputs.



4. Market Analysis — India

Indian adventure tourism has grown rapidly, driven by younger domestic travellers, rising disposable income and the
spread of destination infrastructure in the Himalaya, the Western Ghats and the coast. Growth has outpaced the

development of standards, which is both the opportunity and the risk.

Demand drivers

« Young domestic travellers seeking experience over sightseeing, and willing to pay for it.

« Corporate offsites and team programmes, which fill weekday capacity and pay reliably.

+ Social-media-driven destination discovery, which builds demand quickly in specific locations.

« Educational and institutional groups — schools and colleges — with structured, repeatable programmes.

« Growing safety awareness among guests, which advantages operators who can actually demonstrate standards.

Market sizing (illustrative framing)

TAM Indian adventure and experiential tourism Growing quickly; destination-defined
S Activities operable safely within the season and permit Season-, permit- and capacity-
AM
envelope bounded
SOM (Yr
1-3) Guest-days x contribution, net of safety cancellations Guide-ratio and certification-bounded

The competitive dynamic in Indian adventure tourism has a feature that a promoter must understand before
pricing anything: the market cannot see the difference between a safe operator and an unsafe one, and the
unsafe one is cheaper. A guest comparing two rafting trips sees two websites, two prices and two sets of
photographs. They cannot see that one operator retires ropes on a usage log and the other retires them when
they look frayed; that one runs six guests per guide and the other runs nine; that one carries evacuation cover
and the other carries a first-aid kit and a phone number. The differences are invisible at the point of sale and
decisive at the point of failure — and they cost money, which means the operator doing it properly is structurally
more expensive than the one who is not, competing for a customer who cannot tell why. This is the same
information asymmetry the home-care plan described around efficacy claims, except that here the consequence of
choosing wrongly is not a poorly cleaned floor. Three responses. First, make the invisible visible: publish guide
certifications, guest ratios, equipment policy and evacuation arrangements as specifics rather than as
reassurance — "all our guides are experienced" is what everyone says; "our river guides hold current
certification, we run 5.2 guests per guide, and every guest carries evacuation cover" is checkable. Second,
target the segments that actually evaluate — corporate and institutional buyers, who ask for documentation
because their own liability depends on it, and who will pay for it. Third, accept the pricing consequence
honestly rather than competing down: an operator who matches the cheapest price in the destination has

agreed to match their standards, whether or not that was the intention.

5. Competition & Competitive Advantage

Landscape: a large number of small local operators competing primarily on price, a few organised adventure companies
with genuine standards, aggregator platforms selling activities they do not operate and do not inspect, and resorts offering
adventure as an add-on with contracted third parties. The most dangerous competitor is the one who has been

lucky so far.



The business's edge

Certified guides with current qualifications, verifiable rather than asserted.

« Equipment retired on a dated lifecycle, not on appearance.

« Non-overridable cancellation authority resting with the guide and safety officer.

« Rescue and evacuation cover on every guest, including where the terrain requires helicopter capability.

 Near-miss reporting culture, which is the only forward-looking safety data that exists.

Near-miss reporting is the single most valuable safety practice available to this business, and the metric
behaves in a way that will look wrong to anybody reading the accounts casually: the number is supposed to go
up. A near miss is an event where something went wrong and nobody was hurt — a swimmer recovered
quickly, a rope that was noticed before it was loaded, a guest who became disoriented and was brought down,
a decision that in hindsight was closer than it should have been. These are the only advance warnings this
industry ever receives. Serious incidents are, thankfully, rare enough that they carry no statistical signal — an
operator cannot learn from an accident rate of zero, and by the time the rate is not zero the learning has cost
somebody badly. Near misses are frequent, informative, and almost universally unreported, because reporting
one means telling your employer you nearly made a mistake. This plan therefore does three things that cost money
and produce no visible return. It reports near misses as a positive metric, rising from 34 to 88 logged per year — a
rise that reflects reporting culture rather than deteriorating safety. It separates reporting from blame
explicitly, because an operator who disciplines a guide for reporting a near miss has purchased silence and
will not be told the next one. And it reviews them in the debrief rather than filing them, since a near miss that
is logged and not discussed is an accident that has been carefully documented in advance. Zero serious
incidents across three years is the outcome this plan targets; the near-miss count rising is the mechanism by

which it is achieved, and the two numbers should be read together or not at all.

6. Activities, Ratios & the Cancellation Decision

Activity / control Standard applied Commercial effect

Guest-to-guide ratio by grade; Ratio 6.5:1 - 5.2:1 — costs
White-water rafting
water-level limits margin, buys safety
Acclimatisation schedule; Longer itineraries; higher price
Trekking & high-altitude camping
altitude protocols justified
o ) . Dated equipment lifecycle; Equipment cost is a recurring line,
Climbing, rappelling & via ferrata )
twin-check systems not capex
Camping & base-camp Site clearance, waste and The steadiest revenue; lowest risk
programmes sanitation compliance grade
Corporate & institutional ) . Weekday capacity; buyers who
Documentation-led buying
programmes evaluate standards
Operating outside stated Cancellation authority cannot
NIL — by policy
water/weather limits be overridden
Equipment past service life in Retired on date and usage,
NIL — by policy
active use never on appearance
Guests accepted against 4.6% declined by Yr

NIL — by polic
fitness advice v P v 3, and rising



Guest-to-guide ratio is where safety and margin collide most directly, and it is the number most quietly
degraded when a season goes badly. The arithmetic is transparent and unhelpful: a guide costs the same whether
they supervise five guests or nine, so every additional guest on the same guide is almost pure contribution. An
operator under pressure does not make a decision to become unsafe; he takes one extra booking on a full day,
then two, and the ratio drifts. Nothing happens for a long time, because in ordinary conditions a guide can
manage nine guests perfectly well — the ratio matters only when something goes wrong, which is precisely
when the operator is not watching. On a river, the difference between five and nine guests per guide is the
difference between a guide who can reach a swimmer and one who is managing a boat. This plan improves the
river ratio from 6.5:1 to 5.2:1 across three years — deliberately moving in the direction that costs money — and
treats it as a published specification rather than an internal guideline, because a ratio the customer has been told
cannot be quietly relaxed. The same logic governs the two other numbers that drift under pressure: equipment
replacement deferred by a season, and the acclimatisation day removed from a trek itinerary to make the
price competitive. All three save real money, none produces any visible consequence for a long time, and all

three are the mechanism by which a good operator becomes an unsafe one without ever deciding to.

7. Go-to-Market — Selling Standards

Acquisition

« Corporate and institutional programmes, where the buyer asks for documentation and pays for it.
o Direct digital, with certifications, ratios and evacuation arrangements published as specifics.
« Aggregator platforms, used with the understanding that they sell price and do not inspect.

« Repeat and referral, which in adventure is unusually strong because trust transfers hard.

Conversion and expectation setting

« Honest grading of difficulty, because a guest who has been told the truth arrives prepared.

Fitness and medical screening at booking, not at the riverbank when they have already travelled.
« Weather and condition policy stated at booking, so a cancellation is an agreed term rather than a dispute.

« Post-activity debrief and feedback, feeding both marketing and the near-miss log.

Screening fitness at booking rather than on the morning is the single highest-leverage operational change in
this plan. A guest declined at the riverbank has travelled overnight, paid in full and is standing in front of
their friends — the pressure to let them on is enormous and falls on the youngest person present. The same
guest, screened honestly at booking, is redirected to an appropriate activity, keeps their money and their

dignity, and never becomes a decision anybody has to make under pressure.

8. Operations Plan (certify, maintain, brief, decide, debrief)

Guide certification: recognised qualification for the specific discipline, current rather than historic, with

recertification and refresher training budgeted as a recurring cost.

Equipment lifecycle: every rope, harness, helmet and PFD logged with purchase date, usage record and

retirement date — retired on the log, never on appearance.

Pre-activity briefing: fitness and medical declarations verified through structured conversation, since the

signature is the least reliable document the business holds.

Ratios: guest-to-guide ratios published and treated as specifications, not relaxed for a full day's bookings.



e The go/no-go decision: authority with the guide and safety officer, exercisable without commercial

consultation, and never overridden — the single control on which everything else depends.

« Emergency preparedness: written evacuation procedures per activity and site, rehearsed rather than filed; rescue

and evacuation cover on every guest.

o Near-miss reporting: logged without blame, reviewed at debrief, and counted as a positive metric.

Environmental: waste, sanitation and site restoration at camps, with ecologically sensitive-zone restrictions observed.

Control points

_ ACtiVity Control pOint

The decision that is the 4.2% - 5.1% - 5.8% (rising
Activities cancelled on safety grounds

product deliberately)

Carried openly Revenue forgone on safety cancellations T9L - X18L - X31L

Equipment retired on schedule, not on

The invisible failure 54% - 82% - 100%
appearance
Where margin and safety
Guest-to-guide ratio (river) 6.5:1 » 5.8:1 -» 5.2:1
collide
The only advance warning Near misses logged / serious incidents 34-61-88/0-0-0
The unreliable document Fitness verified by briefing / guests declined 41% - 100% / 2.1% - 4.6%
Competence Guides holding current recognised certification 68% — 89% - 100%

Cancellation authority is the control on which every other control in this plan depends, and it must be
structural rather than cultural because culture does not survive a bad season. The situation recurs several times a
year. A group of thirty has arrived. The river is running above the operator's stated limit for their grade, or a
storm cell is building over the ridge, or the group is visibly less capable than they described at booking. The
guide's judgement is that today is not the day. Against that stands ¥1.8 lakh of revenue, thirty disappointed
people, a corporate client who booked six months ago, and a commercial manager who can see the month's
numbers. If the guide can be argued with — even once, even politely — then the rule is not that the guide
decides; the rule is that the guide decides unless it matters, which is no rule at all. The structure this plan adopts
is explicit and uncomfortable: the go/no-go call sits with the guide and the safety officer, it is exercised without
commercial consultation, and it is not reviewed for commercial impact afterwards — because a decision
reviewed after the fact is a decision made under pressure the next time. Three supports make it workable.
Weather and condition cancellation terms stated at booking, so the guest has already agreed to the possibility
and the conversation is about a known term rather than a broken promise. An alternative programme
prepared in advance for cancellation days, so the guest gets something rather than nothing. And the safety-
cancellation rate reported to the board as a positive number, since an operator whose cancellation rate is
falling in a season of bad weather is not getting better at judging conditions — they are getting worse at
cancelling. This plan forgoes X31 lakh of revenue on safety cancellations in Year 3 and shows it as a line, because a cost

that is hidden is a cost that will eventually be avoided.

9. Guidelines, Permits, Insurance & Compliance (India)

e Ministry of Tourism adventure tourism guidelines and applicable state rules for rafting, trekking and camping

— adopted as an internal baseline regardless of enforcement, because an operator complying only with



what is enforced is operating at the standard of the least serious competitor in the destination.

+ Guide certification through recognised bodies for the specific discipline, current and re-verified, with
recertification budgeted recurrently.

o Activity permits — river permits, trekking permits, forest and protected-area permissions, camping-site clearances —

held current per site and season.

Public liability and professional indemnity written to cover hazardous activities specifically — many
standard policies exclude them, and an operator holding a policy that excludes his own activity has no
cover at all.

« Rescue and evacuation cover on every guest, including helicopter capability where terrain requires it.

« Environmental compliance for riverside and forest camps — waste, sanitation, site restoration and increasingly

enforced restrictions on camping in ecologically sensitive zones.

FSSAI registration for camp catering; potable-water testing at site.

o Employment compliance for seasonal guides including EPF/ESI where applicable; vehicle permits, fithess and driver

compliance for guest transport.

10. Organisation & Manpower Plan

Promoter / operations head

Certified guides (permanent) 14 20 28
Seasonal guides (on roll in season) 10 16 24
Camp, kitchen & hospitality 9 13 18
Bookings, sales & admin 4 5 7
Equipment & maintenance 2 3 4

Safety officer & training

A dedicated safety officer from Year 1, before the business is profitable, is not a compliance appointment. It
is the person who holds cancellation authority independently of the commercial team, maintains the
equipment log, runs the near-miss review and verifies certifications — four functions that all fail in the same
direction if they report to whoever is responsible for the month's revenue. Note also the ratio of permanent to
seasonal guides: an industry that staffs almost entirely with seasonal hires accumulates no institutional
memory, and the guide who remembers what the river did in a bad year is worth more than the one who is

cheaper.

11. Implementation Timeline & Milestones

Base camp developed with site clearance, equipment fleet purchased with lifecycle logs opened, guides

Setup Month 0-5  recruited and certified, hazardous-activity insurance and evacuation cover bound, permits obtained,

emergency procedures written and rehearsed



L N Month %3.80cr revenue, X30L loss; river ratio 6.5:1; certification 68%; equipment retired on schedule 54%; 34 near
aunc
5-12 misses logged; 0 serious incidents

- v 5 Certification 89%; ratio 5.8:1; equipment discipline 82%; 61 near misses logged; corporate share growing;
ui ear
%6.20cr revenue, X1L loss
%9.40cr revenue, T40L profit; certification 100%; ratio 5.2:1; equipment retired on schedule
Scale Year 3 100%; 88 near misses logged; 0 serious incidents across all three years; X31L of revenue forgone

on safety cancellations

12. Financial Plan (lllustrative)

All figures are illustrative model assumptions for an Indian context, shown so the promoter can replace them with live rates.
Guide ratio, equipment lifecycle and cancellation discipline are the levers — and all three move margin in the

wrong direction on purpose.

12.1 Project cost & means of finance

Capital requirement _

Base camp development, lease deposit & site infrastructure 62,00,000
Safety equipment fleet (rafts, ropes, harnesses, helmets, PFDs, technical gear) 48,00,000
Vehicles & guest transport 26,00,000
Working capital & pre-season 20,00,000
Initial operating losses 18,00,000
Launch marketing & digital 14,00,000
Guide training, certification & recruitment 12,00,000
Insurance, permits, licences & legal 10,00,000
Promoter contribution 88,00,000
Term loan (camp, equipment & vehicles) 82,00,000
Working-capital facility 40,00,000

12.2 Projected Profit & Loss (3 years)

_

REVENUE (net of safety cancellations) 3,80,00,000 6,20,00,000 9,40,00,000
— Rafting & water activities 1,52,00,000 2,42,00,000 3,52,00,000
— Trekking & high-altitude programmes 98,00,000 1,68,00,000 2,64,00,000
— Camping & base-camp stays 72,00,000 1,14,00,000 1,68,00,000

— Corporate & institutional programmes 58,00,000 96,00,000 1,56,00,000



Direct activity costs (guides on activity, camp, permits, transport, food,
2,66,00,000 4,22,00,000 6,25,00,000
equipment consumption)

_ 1'14’00’000 1’98'00’000 3'15’00'000

Gross margin % 30.0% 31.9% 33.5%
Salaries (permanent guides, safety officer, ops, admin) 62,00,000 88,00,000 1,24,00,000
Marketing & bookings 18,00,000 26,00,000 36,00,000
Equipment replacement & scheduled retirement 14,00,000 18,00,000 24,00,000
Camp lease, site costs & permits 12,00,000 16,00,000 21,00,000
Insurance (liability, hazardous-activity, rescue & evacuation) 11,00,000 15,00,000 21,00,000
Depreciation 9,00,000 11,00,000 14,00,000
Training, certification & recertification 6,00,000 9,00,000 13,00,000
Finance cost (interest) 6,00,000 8,00,000 10,00,000
Admin & compliance 6,00,000 8,00,000 12,00,000

Total expenses

Net profit / (loss) before tax (30,00,000)

Net margin (7.9%) (0.2%) 4.3%
SERIOUS INCIDENTS 1] (1] (1]
NEAR MISSES LOGGED (rising is the plan working) 34 61 88
ACTIVITIES CANCELLED ON SAFETY GROUNDS 4.2% 5.1% 5.8%
— revenue forgone on those cancellations 9,00,000 18,00,000 31,00,000
GUIDES HOLDING CURRENT RECOGNISED CERTIFICATION 68% 89% 100%
GUEST-TO-GUIDE RATIO (river) 6.5:1 5.8:1 5.2:1
EQUIPMENT RETIRED ON SCHEDULE, NOT ON APPEARANCE 54% 82% 100%
Equipment past service life in active use NIL NIL NIL
Fitness verified by briefing, not signature / guests declined 41% / 2.1% 78% [ 3.4% 1040://

.6%
Guests with rescue & evacuation cover 100% 100% 100%
Peak-season share of revenue / repeat & referral share 71% [ 22% 66% / 34% 61% / 45%
Activities operated outside stated water/weather limits NIL NIL NIL

12.3 Unit economics & break-even

« Three of this plan's principal disciplines reduce margin on purpose — improving the guide ratio, retiring
equipment early, and cancelling activities — which is why the Year-1 loss is larger than the revenue would

suggest and why the plan should be read as buying a risk position rather than underperforming.



¢ Insurance, training and equipment retirement together run at 8.2% of revenue in Year 1, and an operator
who removes them improves the accounts immediately and changes the business into a different and
considerably more dangerous one.

o Corporate and institutional work grows from 15% to 17% of revenue and matters more than its share suggests:
these buyers ask for documentation, pay for standards, and fill weekday capacity that leisure demand
does not.

o The gross margin improves from 30.0% to 33.5% through scale and mix, not through cutting safety inputs
— the distinction a lender should test.

« Break-even: Year 3. The constraint is season length and certified-guide availability, not capital — this

business cannot expand faster than it can certify people.

12.4 Projected Cash Flow — Year 1 (quarterly, illustrative, twin-season)

Particulars (f) mm Q4 PEAK

Opening balance 34,00,000 14,00,000 48,00,000 22,00,000
Collections 42,00,000 1,38,00,000 32,00,000 1,28,00,000
Guides, camp, equipment, insurance, salaries & overheads 62,00,000 1,04,00,000 58,00,000 1,04,00,000

Closing balance 14,00,000 48,00,000 22,00,000 46,00,000

The cash pattern has a feature that distinguishes it from every other seasonal business in this library: the pre-
season quarter spends heavily on things that must be bought before anybody has booked, and most of them
are safety inputs. Equipment is replaced before the season, not during it. Certifications are renewed before
the season. Insurance is bound before the season. Guides are recruited and trained before the season. Q1
spends ¥62 lakh against ¥42 lakh of collections, and almost the entire gap is expenditure that produces no
revenue and cannot be deferred without changing what the business is. That is the moment at which an
operator under financial pressure makes the decisions that end up in an inquiry report — the rope replacement
postponed one season, the recertification deferred, the cheaper policy that excludes hazardous activities.
None of them has any consequence in the year they are taken, which is exactly what makes them attractive
and exactly what makes them dangerous. Three controls: the working-capital facility sized specifically to carry
the pre-season safety spend rather than average monthly costs, so the decision is never forced; equipment
replacement and certification budgeted as committed costs rather than discretionary ones, approved before
the season's revenue is known; and the monsoon lean quarter — which collects ¥32 lakh against ¥58 lakh of
costs — funded in the plan rather than survived. A lender should understand that in this business, a liquidity
squeeze does not produce a late payment; it produces a quiet reduction in safety margin that nobody outside

the operation will see.

12.5 Key Performance Indicators to Monitor

« Safety (leading): near misses logged and reviewed; guest-to-guide ratio by activity; equipment retired on
schedule; certification currency; fitness verified by briefing.

o Safety (lagging): serious incidents; injuries requiring evacuation; insurance claims — all expected at or
near zero, and therefore uninformative without the leading set.

e The decision: safety cancellation rate and revenue forgone; cancellations overridden commercially (must
be NIL); guests declined on fitness.

o Commercial: corporate and institutional share; repeat and referral; peak versus lean revenue split; contribution per

guest-day by activity.



13. Funding Requirement & Bankability

Total ask: ¥82 lakh term loan plus a 40 lakh working-capital facility against 88 lakh promoter contribution. Four
points. First, the security position is moderate: camp infrastructure, vehicles and an equipment fleet with some resale
value, though safety equipment is deliberately retired on a schedule and should not be valued as though it has
a long life. Second, and specific to this business: the working-capital facility must be sized to carry the pre-
season safety spend, not the average month. Equipment replacement, recertification and insurance all fall
before the season generates any revenue, and an operator squeezed in that quarter does not delay a
payment — he defers a rope replacement, which is a risk the lender is also carrying without having priced it.
Third, the most useful diagnostic available in this trade is counter-intuitive: ask for the safety cancellation
rate and the near-miss log, and be concerned if they are low. An operator reporting almost no cancellations
and no near misses is not safer than one reporting more; he is either not cancelling or not being told, and
both are worse. Serious-incident data is useless here because the base rate is near zero right up until it is
not. Fourth, verify that the liability policy actually covers the activities operated: many standard policies
exclude hazardous pursuits, and an operator holding one has no cover at all — which converts a single

incident from an insured event into an insolvency, and into a loss the lender shares.

13.1 Funding utilisation

Base camp development, lease deposit & site infrastructure 62,00,000 29.5%
Safety equipment fleet 48,00,000 22.9%
Vehicles & guest transport 26,00,000 12.4%
Working capital & pre-season 20,00,000 9.5%
Initial operating losses 18,00,000 8.6%
Launch marketing & digital 14,00,000 6.7%
Guide training, certification & recruitment 12,00,000 5.7%
Insurance, permits, licences & legal 10,00,000 4.7%

2'10'00'000 100%

14. Risk Analysis & Mitigation

SETS THIS PLAN'S GOVERNING CONVENTION: THE TOUR OPERATOR EARLIER IN THIS VERTICAL
COMMITTED MONEY AGAINST UNSOLD DEPARTURES AND THAT WAS ITS DEFINING RISK. HERE THE
DEFINING RISK IS NOT FINANCIAL — A RAFT FLIPS IN HIGH WATER, A TREKKER DEVELOPS
ALTITUDE SICKNESS AT 4,200 METRES, A HARNESS FAILS, A SWIMMER IS CAUGHT IN A

The guest can be HYDRAULIC. THESE ARE NOT REMOTE CONTINGENCIES TO BE FOOTNOTED; THEY ARE THE REASON

killed THE ACTIVITY IS WORTH PAYING FOR AND THE REASON IT MUST BE OPERATED BY PEOPLE WHO
KNOW EXACTLY WHAT THEY ARE DOING. EVERY OTHER PLAN IN THIS LIBRARY CAN DESCRIBE ITS
WORST OUTCOME AS A FINANCIAL LOSS; THIS ONE CANNOT - the entire structure — certification,

equipment lifecycle, ratios, evacuation cover, cancellation authority — exists for that reason (0 serious

incidents across three years)



Commercial
pressure and
safety point
opposite ways on
the same

morning

Equipment fails

invisibly

The guest
misrepresents

their fitness

The market
cannot see the
difference, and
the unsafe
operator is

cheaper

EVERY ADVENTURE FATALITY REPORT IN THE WORLD READS THE SAME WAY: THE GROUP HAS
PAID, TRAVELLED OVERNIGHT, TAKEN LEAVE AND BEEN LOOKING FORWARD TO THIS FOR
MONTHS; THE RIVER IS HIGH, OR THE WEATHER WINDOW IS CLOSING, OR A GUEST IS VISIBLY
UNFIT. CANCELLING COSTS MONEY, DISAPPOINTS ELEVEN PEOPLE AND PRODUCES AN ARGUMENT
AT THE DESK; PROCEEDING COSTS NOTHING TODAY — AND THE PERSON MAKING THE CALL IS
USUALLY YOUNG, EMPLOYED SEASONALLY, AND AWARE THE CUSTOMER IS ANGRY. IF THE GUIDE
CAN BE ARGUED WITH — EVEN ONCE, EVEN POLITELY — THEN THE RULE IS THAT THE GUIDE
DECIDES UNLESS IT MATTERS, WHICH IS NO RULE AT ALL - authority with guide and safety officer,
exercised without commercial consultation and NOT REVIEWED FOR COMMERCIAL IMPACT
AFTERWARDS, BECAUSE A DECISION REVIEWED AFTER THE FACT IS A DECISION MADE UNDER
PRESSURE THE NEXT TIME; cancellation terms stated at booking so it is an agreed term rather than a
broken promise; alternative programmes prepared; and the rate REPORTED AS A POSITIVE METRIC
(4.2%-5.8%, X31L forgone in Y3 shown as a line), since AN OPERATOR WHOSE CANCELLATION RATE IS
FALLING IN A SEASON OF BAD WEATHER IS NOT GETTING BETTER AT JUDGING CONDITIONS —
THEY ARE GETTING WORSE AT CANCELLING

THE SAME CATEGORY AS THE RANCIDITY PROBLEM IN THE PACKAGED-SNACKS PLAN — A FAILURE
MODE THAT GIVES NO WARNING: A CLIMBING ROPE AT THE END OF ITS SERVICE LIFE LOOKS
IDENTICAL TO A NEW ONE; A HELMET THAT HAS TAKEN ONE SIGNIFICANT IMPACT LOOKS
UNDAMAGED; A PFD DEGRADED BY THREE SEASONS OF UV FEELS EXACTLY THE SAME IN THE
HAND. NONE CAN BE ASSESSED BY LOOKING AT THEM, AND ALL ARE RETIRED ON A DATE AND A
USAGE LOG. AN OPERATOR WHO RETIRES EQUIPMENT WHEN IT LOOKS WORN IS NOT RUNNING A
SAFETY SYSTEM; HE IS RUNNING A HOPE - every item logged with purchase date, usage record and
retirement date (retired on schedule 54%—-82%—-100%; past service life in active use NIL); replacement

budgeted as a COMMITTED recurring cost approved before the season's revenue is known

ROUTINELY AND WITHOUT MALICE: PEOPLE UNDERSTATE THEIR AGE, OMIT A CARDIAC HISTORY,
DESCRIBE THEMSELVES AS REGULAR WALKERS, AND SIGN A MEDICAL DECLARATION THEY HAVE
NOT READ — BECAUSE THEY HAVE TRAVELLED A LONG WAY AND WANT TO BE ALLOWED ON. A
BUSINESS THAT RELIES ON THE SIGNATURE HAS RELIED ON THE LEAST RELIABLE DOCUMENT IT
HOLDS - verification through structured briefing conversation rather than a form (41%—-100%); guests
declined on fitness/medical grounds 2.1%-4.6%, BOTH NUMBERS RISING BEING THE PLAN WORKING
RATHER THAN FAILING; and screening AT BOOKING rather than at the riverbank, since A GUEST
DECLINED AT THE RIVERBANK HAS TRAVELLED OVERNIGHT, PAID IN FULL AND IS STANDING IN
FRONT OF THEIR FRIENDS — THE PRESSURE TO LET THEM ON IS ENORMOUS AND FALLS ON THE
YOUNGEST PERSON PRESENT

A GUEST COMPARING TWO RAFTING TRIPS SEES TWO WEBSITES, TWO PRICES AND TWO SETS OF
PHOTOGRAPHS. THEY CANNOT SEE THAT ONE OPERATOR RETIRES ROPES ON A USAGE LOG AND
THE OTHER WHEN THEY LOOK FRAYED; THAT ONE RUNS SIX GUESTS PER GUIDE AND THE OTHER
NINE; THAT ONE CARRIES EVACUATION COVER AND THE OTHER A FIRST-AID KIT AND A PHONE
NUMBER. THE DIFFERENCES ARE INVISIBLE AT THE POINT OF SALE AND DECISIVE AT THE POINT OF
FAILURE — SO THE OPERATOR DOING IT PROPERLY IS STRUCTURALLY MORE EXPENSIVE,
COMPETING FOR A CUSTOMER WHO CANNOT TELL WHY - make the invisible visible with checkable
specifics rather than reassurance ("ALL OUR GUIDES ARE EXPERIENCED" IS WHAT EVERYONE SAYS;
"OUR RIVER GUIDES HOLD CURRENT CERTIFICATION, WE RUN 5.2 GUESTS PER GUIDE, AND EVERY
GUEST CARRIES EVACUATION COVER" IS CHECKABLE); target corporate and institutional buyers who
evaluate because their own liability depends on it; and ACCEPT THE PRICING CONSEQUENCE, SINCE AN
OPERATOR WHO MATCHES THE CHEAPEST PRICE IN THE DESTINATION HAS AGREED TO MATCH
THEIR STANDARDS WHETHER OR NOT THAT WAS THE INTENTION



A GUIDE COSTS THE SAME SUPERVISING FIVE GUESTS OR NINE, SO EVERY ADDITIONAL GUEST IS
ALMOST PURE CONTRIBUTION. AN OPERATOR UNDER PRESSURE DOES NOT DECIDE TO BECOME
UNSAFE; HE TAKES ONE EXTRA BOOKING ON A FULL DAY, THEN TWO, AND THE RATIO DRIFTS —
AND NOTHING HAPPENS FOR A LONG TIME, BECAUSE IN ORDINARY CONDITIONS A GUIDE
MANAGES NINE GUESTS PERFECTLY WELL; THE RATIO MATTERS ONLY WHEN SOMETHING GOES
WRONG, WHICH IS PRECISELY WHEN THE OPERATOR IS NOT WATCHING. ON A RIVER, THE
DIFFERENCE BETWEEN FIVE AND NINE IS THE DIFFERENCE BETWEEN A GUIDE WHO CAN REACH A
SWIMMER AND ONE WHO IS MANAGING A BOAT - ratio published as a specification (6.5:1-5.2:1)
BECAUSE A RATIO THE CUSTOMER HAS BEEN TOLD CANNOT BE QUIETLY RELAXED ; same logic on
deferred equipment replacement and the acclimatisation day removed to make a price competitive — ALL
THREE SAVE REAL MONEY, NONE HAS ANY VISIBLE CONSEQUENCE FOR A LONG TIME, AND ALL
THREE ARE HOW A GOOD OPERATOR BECOMES AN UNSAFE ONE WITHOUT EVER DECIDING TO

Ratios and
standards drift

under pressure

SERIOUS INCIDENTS ARE RARE ENOUGH TO CARRY NO STATISTICAL SIGNAL — AN OPERATOR
CANNOT LEARN FROM AN ACCIDENT RATE OF ZERO, AND BY THE TIME THE RATE IS NOT ZERO THE
LEARNING HAS COST SOMEBODY BADLY. NEAR MISSES ARE FREQUENT, INFORMATIVE AND
ALMOST UNIVERSALLY UNREPORTED, BECAUSE REPORTING ONE MEANS TELLING YOUR EMPLOYER
YOU NEARLY MADE A MISTAKE - reported as a POSITIVE metric (34-61-88, a rise reflecting reporting

Near misses are
the only advance
warning culture rather than deteriorating safety); reporting separated from blame explicitly, since AN OPERATOR
WHO DISCIPLINES A GUIDE FOR REPORTING A NEAR MISS HAS PURCHASED SILENCE AND WILL NOT
BE TOLD THE NEXT ONE; and reviewed at debrief, because A NEAR MISS THAT IS LOGGED AND NOT

DISCUSSED IS AN ACCIDENT THAT HAS BEEN CAREFULLY DOCUMENTED IN ADVANCE

ENFORCEMENT IS PATCHY AND STANDARDS ARE IN PRACTICE VOLUNTARY, SO AN OPERATOR
COMPLYING ONLY WITH WHAT IS ENFORCED IS OPERATING AT THE STANDARD OF THE LEAST
SERIOUS COMPETITOR IN THE DESTINATION — WHICH IS NOT A STANDARD AT ALL - MoT and state
guidelines adopted as an internal baseline regardless. MANY STANDARD LIABILITY POLICIES EXCLUDE
HAZARDOUS ACTIVITIES, AND AN OPERATOR HOLDING ONE HAS NO COVER AT ALL - policies written
to cover the specific activities, plus rescue and evacuation on every guest (100%). Q1 SPENDS X62L
AGAINST ¥42L OF COLLECTIONS AND ALMOST THE ENTIRE GAP IS SAFETY EXPENDITURE THAT
CANNOT BE DEFERRED WITHOUT CHANGING WHAT THE BUSINESS IS — THAT IS THE MOMENT AN
OPERATOR UNDER FINANCIAL PRESSURE MAKES THE DECISIONS THAT END UP IN AN INQUIRY

Thin regulation,
insurance gaps &

pre-season cash

REPORT - facility sized to carry pre-season safety spend specifically

15. SWOT Analysis

Strengths Weaknesses

Certified guides, dated equipment retirement and non- Three principal disciplines reduce margin on purpose;

overridable cancellation authority — verifiable rather structurally more expensive than competitors the customer

than asserted; rescue and evacuation cover on every guest;
near-miss reporting culture producing the only forward-
looking safety data that exists; corporate buyers who
evaluate standards; permanent guide core carrying institutional

memory.

cannot distinguish from; heavy pre-season cash outflow on
inputs that generate no revenue; two loss-making years;

expansion limited by certified-guide availability.



Opportunities Threats

Rapidly growing young domestic adventure demand; A single serious incident ending the business and

corporate and institutional programmes that fill potentially the promoter; price competition from operators

weekday capacity and pay for documentation; rising guest with lower standards; liability policies that exclude the

safety awareness advantaging demonstrable operators; operated activity; permit, environmental and sensitive-zone

educational-group programmes with structured restrictions tightening; weather and season variability.

repeatability; destination infrastructure spreading.

16. Recommended AiSevak Tools for This Business

This adventure operator would use AiSevak's Travel vertical tools in operations:

Safety system: equipment lifecycle register with purchase date, usage log and retirement date per item;
certification currency tracker with recertification alerts; guest-to-guide ratio monitor by activity and

grade.

The decision: go/no-go log with condition readings and decision-maker recorded, safety-cancellation rate
and revenue-forgone reporting, commercial-override register (must remain NIL).

Learning: blame-free near-miss log with debrief review workflow, incident and evacuation procedure
library with rehearsal dates.

Guest screening: fitness and medical verification at booking with briefing-confirmation record, declined-guest log with
reason, alternative-activity redirection.

Compliance & commercial: permit and clearance calendar by site and season, hazardous-activity insurance validity

check, contribution per guest-day by activity, corporate and institutional pipeline.

17. Key Assumptions & Notes

Adventure and experiential-tourism operator: principal business operating rafting, trekking, camping, climbing and
multi-activity programmes from an owned base camp with certified guides, an owned safety equipment fleet, and rescue
and evacuation cover on every guest.[] FOURTH PLAN IN THE TRAVEL VERTICAL — PRINCIPAL SUB-MODEL,
WITH PHYSICAL SAFETY AS THE DEFINING RISK RATHER THAN COMMITTED INVENTORY.

A GOVERNING CONVENTION FOR THE ADVENTURE SUB-MODEL, SET HERE: (a) THE GUEST CAN BE KILLED —
EVERY OTHER PLAN IN THIS LIBRARY CAN DESCRIBE ITS WORST OUTCOME AS A FINANCIAL LOSS; THIS ONE
CANNOT. (b) COMMERCIAL PRESSURE AND THE SAFETY DECISION POINT IN OPPOSITE DIRECTIONS ON THE
SAME MORNING, AND THE CANCELLATION CALL IS THE WHOLE BUSINESS. (c) EQUIPMENT FAILS INVISIBLY
— RETIRED ON A DATE AND A USAGE LOG, NEVER ON APPEARANCE. (d) THE GUEST MISREPRESENTS THEIR
FITNESS ROUTINELY AND WITHOUT MALICE, SO THE SIGNATURE IS THE LEAST RELIABLE DOCUMENT THE
BUSINESS HOLDS. (e) THE MARKET CANNOT SEE THE DIFFERENCE BETWEEN A SAFE OPERATOR AND AN
UNSAFE ONE, AND THE UNSAFE ONE IS CHEAPER.

ON THE METRICS THAT ARE SUPPOSED TO RISE: SAFETY CANCELLATIONS (4.2%-5.8%, X31L FORGONE IN
YEAR 3), GUESTS DECLINED ON FITNESS (2.1%-4.6%) AND NEAR MISSES LOGGED (34-88) ALL INCREASE
ACROSS THIS PLAN, AND ALL THREE RISING IS THE PLAN WORKING RATHER THAN FAILING. SERIOUS-
INCIDENT DATA IS USELESS AS A MANAGEMENT SIGNAL BECAUSE THE BASE RATE IS NEAR ZERO RIGHT UP
UNTIL IT IS NOT — AN OPERATOR CANNOT LEARN FROM AN ACCIDENT RATE OF ZERO, AND BY THE TIME
THE RATE IS NOT ZERO THE LEARNING HAS COST SOMEBODY BADLY - zero serious incidents is the targeted
outcome; the near-miss count rising is the mechanism, AND THE TWO NUMBERS SHOULD BE READ TOGETHER OR
NOT AT ALL.



e ON DRIFT: THE THREE NUMBERS THAT DEGRADE UNDER COMMERCIAL PRESSURE ARE THE GUIDE RATIO,
EQUIPMENT REPLACEMENT AND THE ACCLIMATISATION DAY — ALL THREE SAVE REAL MONEY, NONE
PRODUCES ANY VISIBLE CONSEQUENCE FOR A LONG TIME, AND ALL THREE ARE THE MECHANISM BY WHICH
A GOOD OPERATOR BECOMES AN UNSAFE ONE WITHOUT EVER DECIDING TO - ratios published as
specifications rather than internal guidelines; equipment budgeted as committed cost approved before the season's
revenue is known; a dedicated safety officer from Year 1 holding cancellation authority, the equipment log, the near-
miss review and certification verification — FOUR FUNCTIONS THAT ALL FAIL IN THE SAME DIRECTION IF THEY
REPORT TO WHOEVER IS RESPONSIBLE FOR THE MONTH'S REVENUE.

Economics & cash — THREE OF THIS PLAN'S PRINCIPAL DISCIPLINES REDUCE MARGIN ON PURPOSE, WHICH IS
WHY THE YEAR-1 LOSS IS LARGER THAN THE REVENUE SUGGESTS AND WHY THE PLAN SHOULD BE READ AS
BUYING A RISK POSITION RATHER THAN UNDERPERFORMING; INSURANCE, TRAINING AND EQUIPMENT
RETIREMENT TOGETHER RUN AT 8.2% OF YEAR-1 REVENUE, AND AN OPERATOR WHO REMOVES THEM
IMPROVES THE ACCOUNTS IMMEDIATELY AND CHANGES THE BUSINESS INTO A DIFFERENT AND
CONSIDERABLY MORE DANGEROUS ONE. THE PRE-SEASON QUARTER SPENDS ¥62L AGAINST X42L OF
COLLECTIONS AND ALMOST THE ENTIRE GAP IS SAFETY EXPENDITURE THAT CANNOT BE DEFERRED — THAT
IS THE MOMENT AT WHICH AN OPERATOR UNDER FINANCIAL PRESSURE MAKES THE DECISIONS THAT END
UP IN AN INQUIRY REPORT: THE ROPE REPLACEMENT POSTPONED ONE SEASON, THE RECERTIFICATION
DEFERRED, THE CHEAPER POLICY THAT EXCLUDES HAZARDOUS ACTIVITIES — NONE OF WHICH HAS ANY
CONSEQUENCE IN THE YEAR IT IS TAKEN, WHICH IS EXACTLY WHAT MAKES THEM ATTRACTIVE AND
EXACTLY WHAT MAKES THEM DANGEROUS (Y1 —X30L - Y3 X40L; net margin —7.9%—-—-0.2%—-+4.3%; gross margin
30.0%—33.5% THROUGH SCALE AND MIX, NOT THROUGH CUTTING SAFETY INPUTS — THE DISTINCTION A
LENDER SHOULD TEST,; break-even Year 3; THE CONSTRAINT IS SEASON LENGTH AND CERTIFIED-GUIDE
AVAILABILITY, NOT CAPITAL — THIS BUSINESS CANNOT EXPAND FASTER THAN IT CAN CERTIFY PEOPLE).

Regulatory: MoT adventure guidelines and state rules adopted as internal baseline; discipline-specific guide certification
kept current; river, trekking, forest and camping permits; PUBLIC LIABILITY AND INDEMNITY WRITTEN TO COVER
HAZARDOUS ACTIVITIES SPECIFICALLY; rescue and evacuation cover on every guest; environmental compliance
including sensitive-zone camping restrictions; FSSAI for camp catering; seasonal-guide employment compliance; vehicle
permits. Lender note: SECURITY IS MODERATE AND SAFETY EQUIPMENT IS DELIBERATELY RETIRED ON
SCHEDULE, SO IT SHOULD NOT BE VALUED AS THOUGH IT HAS A LONG LIFE SIZE THE FACILITY TO CARRY
PRE-SEASON SAFETY SPEND, NOT THE AVERAGE MONTH, BECAUSE AN OPERATOR SQUEEZED IN THAT
QUARTER DOES NOT DELAY A PAYMENT — HE DEFERS A ROPE REPLACEMENT, WHICH IS A RISK THE LENDER
IS ALSO CARRYING WITHOUT HAVING PRICED IT; ASK FOR THE SAFETY CANCELLATION RATE AND THE
NEAR-MISS LOG AND BE CONCERNED IF THEY ARE LOW — AN OPERATOR REPORTING ALMOST NO
CANCELLATIONS AND NO NEAR MISSES IS NOT SAFER, HE IS EITHER NOT CANCELLING OR NOT BEING TOLD,
AND BOTH ARE WORSE; and VERIFY THE LIABILITY POLICY ACTUALLY COVERS THE ACTIVITIES OPERATED,
SINCE A POLICY EXCLUDING HAZARDOUS PURSUITS CONVERTS A SINGLE INCIDENT FROM AN INSURED
EVENT INTO AN INSOLVENCY — AND INTO A LOSS THE LENDER SHARES. X2.10cr, revenue 3.80-9.40cr, 42-87

staff, ratio 6.5:1-5.2:1, certification 68%—100%, 0 serious incidents. Figures illustrative, exclude GST.

» Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Travel toolkit to browse and use them all at

https://aisevak.in/verticals/travel — or go straight to any specific tool at https://aisevak.in/service/<tool-name>. No

signup needed to explore; each tool guides you step by step.


https://aisevak.in/verticals/travel
https://aisevak.in/verticals/travel
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