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1. Executive Summary

This plan sets out an Agrochemical Manufacturing  business in India — a formulation unit converting purchased
technical-grade active ingredients into insecticides, herbicides, fungicides, bio-pesticides and plant-growth
regulators in EC, SC, WP, WG and granular forms, sold through an agri-dealer channel and supported by contract/toll
formulation.

Crop protection is essential infrastructure for Indian agriculture, and demand is structurally supported by pressure on yields,
rising labour costs pushing herbicide adoption, and a shift toward higher-value crops. But this is not an ordinary chemicals
business, and three features set it apart from everything else in this vertical.

First and most important: registration is a hard legal gate, and it is the defining project risk. Under the
Insecticides Act, 1968, no pesticide may be manufactured, imported or sold in India unless that specific product is
registered with the Central Insecticides Board & Registration Committee (CIB&RC). A "me-too" registration under
Section 9(4) — a formulation of an already-registered technical from a registered source — is the practical route for a new
entrant and still takes many months. A Section 9(3) registration for a new molecule or a new source requires a full data
package including toxicology, residue studies and multi-location, multi-season bio-efficacy trials, and can take several
years. On top of registration sit a state manufacturing licence and separate sale licences. This plan therefore treats
registration as a funded capital line of ₹75 lakh, not as an incidental compliance cost — because a plant without registrations
is a building, and no amount of commercial skill substitutes for the certificate.

Second: this business is weather-exposed in a way no other chemicals business is. Demand concentrates into the
kharif season, and a deficient or delayed monsoon does not merely postpone sales — it destroys a year's demand, leaves
the channel holding unsold stock, and converts receivables into disputes. Third: channel credit is the harshest in the
chemicals vertical, because the dealer pays only after the farmer sells the harvest. These three facts — registration gate,
monsoon dependence, channel credit — determine the shape of this plan far more than manufacturing economics do. It
models a formulation unit requiring ₹5.8 crore (₹2 crore promoter + ₹1.9 crore term loan + ₹1.9 crore working-capital
finance), moving from ₹8.5 crore revenue and an ₹80 lakh loss in Year 1 to ₹18.5 crore revenue and ₹1.06 crore
profit by Year 3. (Agrochemical formulation; volume × realisation, registration- & season-gated — figures illustrative.)

2. Business Description, Vision & Legal Structure

Concept: An agrochemical formulation unit - converting purchased technicals into registered insecticide, herbicide,
fungicide, bio-pesticide and PGR formulations, sold through an agri-dealer network with field agronomy support, plus
contract/toll formulation for other brands.

Vision: To be a crop-protection brand farmers and dealers trust - genuine product, correct dose advice, and results in the
field.

Mission: Manufacture only registered, correctly-labelled products; support the farmer with honest agronomy; and never let
a counterfeit carry our name.

Legal structure options

Private Limited — effectively required. Registrations are granted to a legal entity and are among the business's most
valuable assets; term lending, channel credit exposure and product-liability profile all presume a company.
LLP / Proprietorship — not advisable given registration ownership, liability exposure and the borrowing required for
channel credit.

AiSevak.in  ·  by ABL Digital Technologies Business Plan  ·  Page 2 of 12



A deliberate strategic choice — formulation, not technical synthesis. The industry divides into technical manufacture
(synthesising the active ingredient — capital-intensive, chemistry-heavy, closer to the specialty-chemicals model, and
requiring Section 9(3) registration with its multi-year data package) and formulation (converting purchased technical into
usable field products — far lower capex, faster to market via 9(4) registrations, and where most Indian MSME agrochemical
businesses actually operate). This plan models formulation, which is the realistic entry route. A promoter should be
sceptical of any agrochemical proposal that assumes technical synthesis at MSME scale and a short timeline; the two are
incompatible.

3. Promoter & Ownership

Led by a promoter with agrochemical industry, agri-input distribution or agricultural-science background. Three
competences matter: regulatory affairs — managing registrations and licences, which is a specialised discipline and the
gate to everything; channel management — building and financing a dealer network; and field agronomy credibility, since
the farmer's decision is driven by advice and demonstrated results. The team includes production, QC and residue analysis,
a dedicated regulatory affairs function, formulation development, a large field sales and agronomy force, distribution, EHS
and credit control. Registration portfolio, channel strength, product genuineness & field results are the differentiators.
Ownership, equity & any partner are editable inputs.

4. Market Analysis — India

India is one of the world's largest agrochemical markets and a significant exporter. Demand is driven by yield
protection, crop mix, labour economics and — decisively — rainfall. Consumption per hectare remains low by global
standards, which is a genuine growth headroom argument, though adoption is uneven across states and crops. The
market rewards registration portfolio, channel reach, field credibility & product genuineness; it is monsoon-
dependent, credit-intensive & heavily regulated .

Demand drivers

Yield protection pressure — pest and disease losses remain substantial and rising input costs make protection
economically rational.
Herbicide growth — rural labour scarcity and wage inflation are driving a structural shift from manual weeding to
chemical weed control; this is the fastest-growing segment.
High-value crops — horticulture, fruits and vegetables using more crop protection per hectare than cereals.
Bio-pesticides & biologicals — growing on residue concerns, export MRL requirements and policy encouragement.
Export demand — India as a global formulation and technical supply base.

Market sizing (illustrative framing)

Layer Definition Indicative scale

TAM Indian crop-protection consumption Very large

SAM Target states, crops & registered product portfolio Serviceable

SOM (Yr 1–3) Active dealers & volume within registered range Gated by registrations

Target segments

Agri-input dealers & distributors (the primary channel).
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Farmers via field demonstrations & agronomy support (the actual decision-makers).
Farmer producer organisations & institutional buyers.
Other agrochemical brands requiring contract/toll formulation capacity.

5. Competition & Competitive Advantage

Landscape: multinational innovators holding patented molecules, large Indian agrochemical companies with deep
registration portfolios and national channels, regional formulators, and — significantly — a persistent spurious and
counterfeit product problem that damages genuine manufacturers and farmers alike. Competition is on registered
portfolio, channel relationships and field credibility rather than on manufacturing capability, which is widely available.

The business's edge

Registration portfolio — the actual asset; each registration is a licence to compete in a product-crop combination.
Regional channel depth — servicing dealers better than a distant national player, with faster replenishment in
season.
Field agronomy credibility — demonstrations, dose advice and results that make the farmer ask for the brand by
name.
Product genuineness & anti-counterfeit measures — tamper-evident packing, QR/batch verification; increasingly a
real differentiator in a market with spurious supply.
Toll formulation relationships — capacity utilisation and cash flow from established brands.

6. Products & Revenue Model

Product line Channel Basis

Insecticide formulations (EC, SC, WP, granules) Dealer network Core volume

Herbicide formulations Dealer network Fastest growth

Fungicide formulations Dealer network Higher realisation

Bio-pesticides & plant-growth regulators Dealer & institutional Emerging / residue-friendly

Contract / toll formulation B2B brand owners Capacity fill

Revenue is volume × realisation, but the ceiling on revenue is the registration portfolio: a product cannot be sold into a
crop-pest combination it is not registered for, however strong the channel. Portfolio building is therefore the growth strategy,
and each 9(4) registration should be evaluated like a capital project with a payback period. Note also that generic
molecules dominate the Indian market — most widely used actives are off-patent, so the competitive contest is on
formulation quality, channel and price rather than on molecule exclusivity.

7. Go-to-Market — Channel & Field

Dealer appointment in target districts, matched to the crop pattern the registered portfolio serves.
Field demonstrations on farmers' plots — the single most persuasive selling tool in agri-inputs.
Agronomist-led advisory — dose, timing, spray technique and resistance management build genuine trust.
Farmer meetings & village-level activity ahead of each season.
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Dealer credit & season schemes — necessary, and the principal financial exposure.
Toll formulation for baseload while the brand and portfolio build.

Sales approach

Select districts and crops that the registered portfolio actually serves → appoint dealers with genuine reach and acceptable
credit standing → invest in field demonstrations before the season rather than during it → build farmer pull through
agronomy so dealers stock on demand rather than on scheme pressure → expand the registration portfolio deliberately,
treating each as an investment → hold toll formulation as the capacity floor. The pacing discipline is unusual and important:
the selling window is short and fixed by the season, so stock, channel credit and field activity must all be in place
before the rains, and a plan that is a month late has lost a year.

8. Operations Plan (formulation, quality & stewardship)

Formulation: EC blending, SC milling, WP/WG mixing and granulation, using purchased technicals against registered
compositions — deviation from the registered formula is a legal offence, not a process variation.
Packing: automated filling into registered pack sizes, tamper-evident sealing, label printing exactly as approved
including antidote statements, precautions and toxicity triangle.
QC & residue lab: active-ingredient assay on every batch, physical parameters, storage stability, retained samples —
batch assay is what protects both the farmer and the licence.
Regulatory affairs: registration applications and renewals, licence maintenance across states, label approvals,
periodic returns.
Stewardship: operator protection during handling, spray-safety education for farmers, empty-container management
guidance, resistance-management advice.
EHS: hazardous storage per PESO norms, ETP, effluent and hazardous-waste disposal, antidote availability, emergency
response.

Season cycle

Stage Timing Metric

Plan & procure Pre-season (Feb–May) Technical procurement cost

Formulate & stock Pre-season build Batch assay pass rate

Place in channel Season opening Dealer stocking & credit exposure

Field activity Through season Demonstrations / farmer pull

Sell-through Kharif / rabi Secondary sales vs. primary

Collect & reconcile Post-harvest Collection % / returns & expiry

The distinction between primary and secondary sales is where agrochemical companies deceive themselves.
Primary sales are what you dispatch to the dealer; secondary sales are what the dealer actually sells to farmers. It is entirely
possible to book a strong year on primary sales while the channel quietly accumulates stock it cannot move — and that
stock returns as expiry claims, credit notes and unpaid receivables in the following season. Secondary sell-through, not
dispatch, is the honest measure of demand, and any company that stops tracking it is borrowing next year's problem to
flatter this year's revenue.
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9. Regulatory, Licences & Compliance (India)

Registration — the gate: CIB&RC registration under the Insecticides Act, 1968, product by product. Section
9(4) "me-too" for an already-registered technical from a registered source (months); Section 9(3) for a new molecule
or source, requiring toxicology, residue and multi-location multi-season bio-efficacy data (potentially years).
Licences: state insecticide manufacturing licence; separate sale licences for each selling point; licences are
product-specific and state-specific, and expanding into a new state means new applications.
Labelling & packaging: label and leaflet exactly as approved — composition, toxicity triangle and colour code,
antidote statement, precautions, batch, manufacture and expiry date; registered pack sizes only.
Banned & restricted molecules: India periodically bans or restricts actives; the portfolio must be actively monitored,
since a ban can strand registration investment, inventory and channel stock.
Residues & export: MRL compliance matters for crops destined for export markets; importing-country registration is
required for direct export.
Plant & environment: SPCB Consent to Establish and Operate, ETP, Hazardous & Other Wastes authorisation,
PESO for solvent storage, factory licence, fire NOC.
Safety & stewardship: worker exposure monitoring & health checks, antidotes on site, spray-safety education, empty-
container disposal guidance, hazardous-goods transport.

10. Organisation & Manpower Plan

Role Yr 1 Yr 2 Yr 3

Promoter / managing director 1 1 2

Field sales & agronomy 8 14 19

Production & plant operations 6 9 12

QC & residue laboratory 4 6 8

Distribution & warehousing 3 5 7

Admin, accounts & credit control 3 5 6

Regulatory affairs & registration 2 3 4

Formulation development / R&D 2 3 4

EHS & maintenance 2 3 4

Total 31 49 66

Two functions deserve note. Field sales and agronomy is the largest team — agri-input demand is created in the field,
not at the dealer counter. And a dedicated regulatory affairs function exists from day one, because registrations and
licences are the business's licence to trade and its most valuable intangible asset; treating this as a part-time
administrative duty is how small agrochemical firms lose products.

11. Implementation Timeline & Milestones

Phase Timeline Milestone
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Registration &
approvals

Month 0–15
CIB&RC 9(4) registrations, manufacturing licence, CTE — start first, gates
everything

Build Month 6–14 Plant, QC & residue lab, ETP; channel appointment begins

Launch Month 15–18 CTO, sale licences, first season stock & field demonstrations

Year 1
Operating year
1

Portfolio narrow, channel building; ₹8.5cr revenue, ₹80L loss

Year 2 Portfolio & channel widen; ₹13.5cr, broadly break-even

Year 3 ₹18.5cr revenue, ₹1.06cr profit; registrations & channel established

12. Financial Plan (Illustrative)

All figures are illustrative model assumptions for an Indian context, shown so the promoter can replace them with live rates.

They are not projections of guaranteed results. Revenue is gross manufacturing turnover. Registration portfolio, channel

reach, monsoon outcome, raw-material (technical) cost & collection discipline are the levers.

12.1 Project cost & means of finance

Capital requirement ₹

Working capital (technicals, finished goods & channel receivables) 1,90,00,000

Plant & machinery (formulation, milling, granulation, filling lines) 1,15,00,000

Land, building & civil works 90,00,000

Product registration (CIB&RC), bio-efficacy trials & data 75,00,000

QC laboratory & residue testing setup 40,00,000

ETP, hazardous storage, safety & fire systems 40,00,000

Brand, channel development & launch 18,00,000

Preliminary, pre-operative & licensing 12,00,000

Total project cost 5,80,00,000

Promoter contribution 2,00,00,000

Term loan 1,90,00,000

Working-capital finance 1,90,00,000

12.2 Projected Profit & Loss (3 years)

Particulars Year 1 Year 2 Year 3

Insecticide formulations 3,10,00,000 4,90,00,000 6,70,00,000

Herbicide formulations 2,00,00,000 3,30,00,000 4,60,00,000

Fungicide formulations 1,45,00,000 2,30,00,000 3,20,00,000

Contract / toll formulation 1,40,00,000 1,90,00,000 2,20,00,000
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Bio-pesticides & PGRs 55,00,000 1,10,00,000 1,80,00,000

Total revenue 8,50,00,000 13,50,00,000 18,50,00,000

Raw materials (technicals, solvents, surfactants, packaging) 5,36,00,000 8,30,00,000 11,10,00,000

Salaries (technical, QC, regulatory, sales, admin) 74,00,000 94,00,000 1,18,00,000

Channel: dealer margins, schemes & field promotion 60,00,000 86,00,000 1,10,00,000

Freight, distribution & warehousing 42,00,000 61,00,000 80,00,000

Direct labour & plant operations 34,00,000 45,00,000 56,00,000

Bad debts, expiry & stock returns 30,00,000 42,00,000 55,00,000

Overheads, insurance & selling 30,00,000 43,00,000 55,00,000

Registration amortisation, R&D & trials 24,00,000 26,00,000 28,00,000

Power, fuel & utilities 22,00,000 31,00,000 40,00,000

Effluent, environmental & compliance 16,00,000 20,00,000 24,00,000

Depreciation, interest & other 62,00,000 66,00,000 68,00,000

Total expenses 9,30,00,000 13,44,00,000 17,44,00,000

Net profit / (loss) before tax (80,00,000) 6,00,000 1,06,00,000

Net margin (9.4%) 0.4% 5.7%

Raw material as % of revenue 63.0% 61.5% 60.0%

Bad debt, expiry & returns as % of revenue 3.5% 3.1% 3.0%

12.3 Unit economics & break-even

Technical (active ingredient) cost dominates: raw material runs 60–63% of revenue, and the technical itself is the
bulk of it. Most widely used actives are generic and traded globally, so procurement timing and source qualification
matter materially — and a formulator's margin is substantially decided at the purchase order, not at the sale.
Registrations are the growth constraint and should be treated as capital projects: each 9(4) registration costs
money and time and then permits sales into specific crop-pest combinations. Portfolio breadth, not plant capacity, is
what caps revenue in the early years.
Bad debt, expiry and returns run 3–3.5% of revenue as a structural line, not an exception. Unsold channel stock
comes back; season-end reconciliation always costs something. Modelling this at zero — as optimistic agrochemical
plans do — overstates profit by more than the entire net margin.
Monsoon is an unhedgeable variable: a deficient year can reduce sell-through sharply while fixed costs, channel
credit and inventory remain. The practical defences are geographic spread across rainfall zones, a mix of kharif and rabi
products, irrigated-belt exposure, and conservative channel loading in an uncertain season.
Break-even: approached in Year 2 and cleared in Year 3 as the registration portfolio widens and channel productivity
improves. Margins expand with portfolio, herbicide and bio-pesticide mix, and collection discipline.

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

Note the seasonal shape: cash goes out before the rains for procurement and channel stocking, and comes back only after

harvest.
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Particulars (₹)
Q1 (pre-

kharif)
Q2 (kharif)

Q3 (post-
harvest)

Q4 (rabi)

Opening balance 1,90,00,000 1,10,00,000 1,20,00,000 1,55,00,000

Collections 1,20,00,000 2,40,00,000 2,50,00,000 2,00,00,000

Technicals, wages, channel, freight, overheads & loan
servicing

2,00,00,000 2,30,00,000 2,15,00,000 2,20,00,000

Closing balance 1,10,00,000 1,20,00,000 1,55,00,000 1,35,00,000

Channel credit is the harshest financial feature of this business, and it is worth stating exactly why. The dealer
sells to the farmer on credit; the farmer pays after selling the harvest; the dealer then pays the manufacturer. The
manufacturer is therefore financing the farmer's crop cycle at two removes, on terms that routinely stretch to
90–180 days and that a poor harvest can extend or break entirely. Three disciplines are essential. Credit limits by dealer,
enforced before the season — not renegotiated during it, when leverage is gone. Conservative channel loading when
the monsoon forecast is uncertain, since stock pushed into a bad season returns as expiry claims. And collection
linked to the harvest calendar rather than to invoice dates, which is how the channel actually works. The working-capital
facility must be sized for the pre-season peak, not the annual average.

12.5 Key Performance Indicators to Monitor

Portfolio: registrations held & in process; time to registration; revenue per registration; states licensed.
Channel: active dealers; secondary sell-through vs. primary dispatch; stock in channel; scheme cost as % of sales.
Credit: collection % by season; receivable days by dealer; overdue ageing; returns & expiry value.
Quality & compliance: batch active-ingredient assay pass rate; label conformity; licence & registration currency;
zero banned-molecule exposure.
Field: demonstrations conducted; farmer meetings; agronomy-led enquiries; complaint/efficacy incidents.

13. Funding Requirement & Bankability

Total ask: ₹1.9 crore term loan plus ₹1.9 crore working-capital finance against ₹2 crore promoter contribution. Plant,
land and building provide conventional security, and MSME, agri-processing and state industrial incentives apply. Four
points should be put to a lender directly. Registration is the gate, not the plant — ₹75 lakh of the project cost funds
CIB&RC registrations and bio-efficacy trials, and disbursement should be phased against registration milestones, because a
commissioned plant without registrations cannot legally sell. The timeline is long: registration and construction together
realistically take 15–18 months before the first season, so a moratorium aligned to the first selling season is essential. Year
1's ₹80 lakh loss reflects a narrow registered portfolio and a channel still being built, with full fixed cost carried
— it is a portfolio problem that resolves as registrations widen. And the working-capital facility must be sized for the
pre-season peak and understood as financing the agricultural credit chain, with monsoon risk explicitly acknowledged
rather than assumed away: a deficient year will show up as slower collection and higher returns, and both lender and
promoter are better served by planning for it.

13.1 Funding utilisation

Use of funds ₹ % of total

Working capital (technicals, finished goods & channel receivables) 1,90,00,000 32.8%
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Plant & machinery (formulation, milling, granulation, filling lines) 1,15,00,000 19.8%

Land, building & civil works 90,00,000 15.5%

Product registration (CIB&RC), bio-efficacy trials & data 75,00,000 12.9%

QC laboratory & residue testing setup 40,00,000 6.9%

ETP, hazardous storage, safety & fire systems 40,00,000 6.9%

Brand, channel development & launch 18,00,000 3.1%

Preliminary, pre-operative & licensing 12,00,000 2.1%

Total 5,80,00,000 100%

14. Risk Analysis & Mitigation

Risk Mitigation

CIB&RC registration
delay or refusal

Start registrations before construction; pursue 9(4) me-too routes with registered technical sources;
run several applications in parallel; specialist regulatory consultant; phase capital against registration
milestones; toll formulation as interim revenue

Deficient or delayed
monsoon

Geographic spread across rainfall zones, irrigated-belt exposure, kharif+rabi product mix, conservative
channel loading in uncertain seasons, cash reserve — the risk cannot be hedged, only diluted

Channel credit default &
season-end returns

Dealer credit limits set and enforced pre-season, security where warranted, collection linked to harvest
calendar, disciplined channel loading, returns policy documented in the dealer agreement

Molecule ban or
restriction

Monitor CIB&RC review lists; avoid portfolio concentration in molecules under review; build bio-
pesticide and newer-chemistry mix; treat registration spend on at-risk actives cautiously

Counterfeit product
carrying the brand

Tamper-evident packaging, QR/batch verification, channel surveillance, prompt legal action, farmer
education on verifying genuineness

Technical (active
ingredient) price & supply
volatility

Multiple registered sources per technical, procurement timing, forward buying pre-season, price-
revision discipline

Product efficacy complaint
or crop damage claim

Batch assay records & retained samples, label-compliant dose advice, agronomist documentation,
product-liability insurance

Worker or farmer exposure
incident

PPE & exposure monitoring, health checks, antidotes on site, spray-safety education, container
disposal guidance

Primary-sales illusion
masking weak demand

Track secondary sell-through and channel stock monthly; refuse to load the channel to meet an
internal target

State-wise licensing burden
limiting expansion

Sequenced state entry, dedicated regulatory affairs capacity, licence calendar
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15. SWOT Analysis

Strengths

Registrations are a durable, defensible asset once obtained;
essential product category with structural demand; generic
molecules mean no patent barrier; formulation capex is modest
relative to technical synthesis; toll formulation provides
baseload; herbicide and bio-pesticide segments growing fast.

Weaknesses

Registration gate delays revenue and caps portfolio; severe
monsoon dependence that cannot be hedged; harshest
channel-credit cycle in the vertical; structural bad-debt, expiry
and returns cost; technical cost at ~60% with limited pricing
power; heavy state-wise licensing burden.

Opportunities

Herbicide growth on rural labour scarcity; bio-pesticides &
residue-friendly products; horticulture and high-value crops;
export formulation with importing-country registration; FPO and
institutional channels; digital agronomy advisory building
farmer pull; combination products.

Threats

Molecule bans stranding registrations and inventory; monsoon
failure; counterfeit products damaging brand and market;
multinational and large-Indian competition with deeper
portfolios; technical price shocks from global supply; tightening
residue and environmental norms; farm-distress-driven credit
losses.

16. Recommended AiSevak Tools for This Business

This agrochemical formulation unit would use AiSevak's Chemicals vertical tools in operations:

Regulatory: registration portfolio & renewal tracking, state licence currency, label-conformity & banned-molecule
watch tools.

Channel: secondary sell-through vs. primary dispatch, channel-stock & dealer credit-limit tracking, scheme-cost
and returns/expiry tools.

Credit: collection-by-season, receivable ageing by dealer, harvest-linked collection planning (with Finance and Agritech
verticals).

Quality: batch active-ingredient assay logs, retained-sample & complaint tracking, stewardship-record tools.

Practice: Business Plan, break-even and season-economics tools to model the unit.

17. Key Assumptions & Notes

Agrochemical manufacturing: modelled as a FORMULATION unit (purchased technicals → EC/SC/WP/WG/granule
formulations) + contract/toll formulation; revenue = volume × realisation, gross.
REGISTRATION IS A HARD LEGAL GATE AND THE DEFINING PROJECT RISK — unlike anything earlier in this
vertical. Under the Insecticides Act 1968 no pesticide may be made or sold without CIB&RC registration of that
specific product. Sec 9(4) "me-too" of an already-registered technical from a registered source = months; Sec 9(3)
new molecule/source = full tox + residue + multi-location multi-season bio-efficacy data = potentially YEARS. Plus state
MANUFACTURING licence and separate SALE licences, product-specific and state-specific. Hence registration is
funded as a ₹75L CAPITAL LINE (12.9%), not an incidental compliance cost — a plant without registrations
is a building. Phase disbursement against registration milestones.
Deliberate strategic choice: FORMULATION, not technical synthesis. Technical manufacture is capital-
/chemistry-heavy and needs 9(3) with its multi-year data package; formulation is lower capex, faster via 9(4), and where
most Indian MSME agrochemical businesses actually operate. Be sceptical of any agrochemical plan assuming
technical synthesis at MSME scale on a short timeline — the two are incompatible.
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WEATHER-EXPOSED in a way no other chemicals business is — demand concentrates in kharif and a
deficient/delayed monsoon doesn't postpone sales, it DESTROYS a year's demand, leaves the channel holding stock and
turns receivables into disputes. Unhedgeable; only dilutable via rainfall-zone spread, irrigated-belt exposure, kharif+rabi
mix and conservative loading.
CHANNEL CREDIT IS THE HARSHEST IN THE VERTICAL - dealer sells to farmer on credit, farmer pays after harvest,
dealer then pays the manufacturer, so the manufacturer finances the farmer's crop cycle at TWO REMOVES on
90-180 day terms a poor harvest can break. Credit limits set and enforced PRE-season (not renegotiated mid-season
when leverage is gone); collection linked to the HARVEST CALENDAR not invoice dates; WC sized for the PRE-SEASON
PEAK not the annual average.
PRIMARY vs SECONDARY SALES is where agrochemical companies deceive themselves - primary = what you
dispatch to the dealer, secondary = what he actually sells to farmers. A strong primary year while the channel silently
accumulates unmovable stock returns next season as expiry claims, credit notes and unpaid receivables. Secondary
sell-through is the honest measure of demand.

Bad debt, expiry & returns run 3-3.5% of revenue as a STRUCTURAL line, not an exception — modelling it at
zero (as optimistic agrochemical plans do) overstates profit by more than the entire net margin.
Technical (AI) cost dominates RM at 60-63% of revenue; most actives are generic/off-patent so margin is substantially
decided at the PURCHASE ORDER, not the sale. Molecule bans are a live risk — India periodically bans/restricts
actives, stranding registration spend, inventory and channel stock; avoid portfolio concentration in molecules under
review. Counterfeits are a real market problem → tamper-evident packing, QR/batch verification. Y1 ₹80L loss = narrow
registered portfolio + channel being built + full fixed cost; timeline 15-18 months to first season so a season-aligned
moratorium is essential. Figures illustrative, exclude GST.

▶ Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Chemicals toolkit to browse and use them all at
https://aisevak.in/verticals/chemicals — 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.

Prepared by AiSevak.in — a product of ABL Digital Technologies. AI-powered business services for India. This is AI-assisted guidance; figures are
illustrative and not a guarantee of results. Verify all numbers, licences and regulatory requirements with a qualified professional before relying on this
plan for binding decisions. © 2026 ABL Digital Technologies Private Limited.
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